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Projects, Project

Management, and
Program Management

Projects are a kind of work that is temporary, unique, and progressively elaborated.
Accordingly, project management is a discipline that includes a specific body of

knowledge as well as a specialized set of tools. In this chapter, we explain how project
management is different from process management and ad hoc management, the nine

knowledge areas—stressing the importance of integration and managing expectations—
and overview five managerial functions.

Project success doesn’t just ‘‘happen’’; it comes from people using commonsense
tools that are suited for the special nature of projects and applied in an organiza-
tional environment that accepts discipline and rigor. To understand what makes
project management ‘‘successful,’’ we need to start with its basic unit, which is the
project. In this chapter, we will explain what a project is and isn’t and describe the
foundations of project management as a discipline.

PROJECTS ARE A TYPE OF WORK

It is important to understand what a project is so that the project manager and
project team can select appropriate project management tools. This section provides
a basic definition of a project.

First, let’s examine some characteristics of any kind of work activity, including
projects. Thus, all work, including projects:

• Uses resources. For the purpose of this definition, resources include people,
capital, equipment, ideas, and so forth. Whether the organization is refining
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oil, building a building, programming a computer, conducting a management
consulting assignment, designing an instrument for a satellite, developing a
new product or service, or surgically removing a cancerous tumor, a manager
is responsible for the effective application of resources.

• Is requested or needed. Customers, and their willingness to spend their scarce
money for goods and services, are the lifeblood of any organization, be it
government, business, or charity. Successful organizations pay attention to
customer needs to deliver goods and services that customers’ value.

• Has goals. Generically, management is a process of establishing goals and
directing resources to meet those goals.

These three factors are descriptive of projects but are not sufficient to distinguish
a project from a nonproject. The accepted definition of a project is that it is a
temporary work effort that produces a unique result. Let’s look at each of the three
characteristics that distinguish projects from other kinds of work:

• Projects are temporary. Temporary means that there is a beginning and end
to the project. Projects start when the sponsoring organization authorizes the
project, and projects end when the project meets the requirements. All well-
managed projects must come to an end! For example, the project of construct-
ing a major downtown hotel would take one or two years to complete, but the
project would complete the work.

• Projects are unique. Unique means that the work product or processes that
create it are novel or different. Even though a second software project to write
an accounts payable system is very similar to the first such project, there will
be some differences, perhaps something as simple as the format of reports.
The same is true of digging two ditches (the purpose or terrain may vary) or
organizing two conventions (the sites or programs may differ), and so on. For
example, while hotels may have similar layouts (‘‘footprints’’), the people and
materials involved in the construction are different for each hotel.

A project is a
temporary work

effort that produces
a unique result.

• Projects are progressively elaborated. This means that
a project proceeds in steps or stages. Most well-
managed projects use a phased approach, where the
project defines the phases according to its control
needs. For example, real estate developers often ac-
quire land speculatively and then put together deals to

construct hotels, restaurants, and convention centers according to the needs of
the local market. We will describe more on the project life cycle phase in
Chapter 5 and later chapters.

Now let us see how a typical organization might use this definition of projects
as temporary, unique, and progressively elaborated to identify work activities that
would best benefit from the project management tool set. Figure 1-1 shows three
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Definitely Is  
a Project 

Might Be  
a Project 

Definitely Is Not 
a Project  

Example  Constructing a hotel.  Painting a 
bedroom  

Processing employee time 
data to produce payroll 
checks  

Rationale Meets the generally
accepted definition of a 
project.  
It is a one-of-a-kind product  
It started from a piece of 
ground and was developed 
into a complex.

Is probably 
better to call this 
work a task 
because of its 
simplicity. 
Extensive 
formal 
documentation, 
status meetings, 
and so forth are 
probably not 
necessary.  

Better  thought of as process 
or operations management. 
Making a major change to 
upgrade the payroll system 
could  become a project.  

FIGURE 1-1. Identifying a project, nonproject, and possible project.

types of work that might take place in an organization. The first and third columns
are straightforward. To define what something is, it is helpful to define what it
isn’t. Let us look at the column headed, ‘‘Might Be a Project.’’ The ‘‘Might Be’’
column is important in addressing a common complaint about project management,
which is project management is bureaucratic, involves many meetings, and so forth.
The difference (and need for sophisticated project management) arises from the
need to manage across interfaces and deal with complexity.

Not everything
individuals or
organizations do is
a project, but some
things are a project

Why should you care about distinguishing projects ver-
sus nonprojects? Not everything individuals or organiza-
tions do is a project, but some things are a project. The
things that are projects are typically not the day-to-day
work of people but have to do with creating a new outcome.
Projects are strategic! Because projects are complex and
strategic, they require a particular and sophisticated set
of managerial tools.

While the term project refers to work activities, people also commonly use the
term to refer to organizations of resources. Hence, projects perform work: After
initiating the project, they ‘‘plan their work and work their plan,’’ make changes
as necessary, and close out the project.

Contemporary thinking identifies projects as essential components of enterprise
strategy. Projects are one important kind of organizational work because they create
change. Because projects create change, good organizations explicitly align their
projects with the investment policies and intention of management. We explore the
selection and definition of projects further in the next and subsequent chapter.
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PROJECTS DISTINGUISHED FROM TASKS AND FROM PROCESSES

Projects are
different for other

work activities and
require different

tools.

It is important to distinguish projects from other kinds of
work. A project is more complex than a task and more
unique than a process. There are not clear-cut distinctions,
and each individual and organization will develop and ap-
ply judgment on where and how to clarify the differences.

Projects are more complex than tasks. For an individual,
going to work on some mornings might seem to be a major

undertaking. It is something that the individual must do in order to maintain em-
ployment, it requires resources, and it has a goal. The individual needs to apply
some forethought to identify the best route considering the risks involved. He or
she could even create a ‘‘to do’’ checklist for the undertaking to help him or her
remember all the steps.

However, from the perspective of an enterprise, an individual’s commute to work
is a task and not a project. It does not involve the coordination of people (although
organizing a car pool could be an exception), does not require capital investment,
and does not benefit from managerial oversight. In most organizations, a task is
something that an individual can accomplish by himself or herself in a few hours
or a few days of time.

While both projects and tasks have an end-state goal and use resources, there is
little value in developing a project management approach for the task of going to
work. We think it is important to include in the definition of a project—at least
for purposes of this book—those endeavors where project management tools add
value. There is no sense in adding the sophistication of project management tools
for work that simply does not require sophistication.

We want to stress that project management is not managing your ‘‘to do’’ list.
In Chapter 6, we again turn to the discussion of tasks but examine them as the
activities that the project organizes into a work breakdown structure.

Considerable
progress has been

made in identifying
the factors that

lead to successful
project

management.

Some organizations fail to recognize the distinction be-
tween tasks and projects. An ad hoc approach is suitable
for a task but not for a project. In these organizations, a
mixture of effort and luck drives performance. Organiza-
tions get inconsistent results from their projects and tend to
attribute the result (good or bad) to the individual. In the
past 10 years, however, there has been a growing movement
within the project management profession to measure and

develop ‘‘project management maturity’’ systematically at the enterprise level. It is
now much easier to identify the causes and consequences of successful project
management.

Now let’s examine how projects differ from processes. Processes have three
components: inputs, transformations, and outputs. From an organizational stand-
point, processes are mostly repetitive and produce common outputs. Projects are
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different from processes because they have less consistency in inputs, transforma-
tions, and outputs. For example, if the individual’s project is to build an amplifier
circuit, at some point, building a second, third, or fourth amplifier circuit ceases to
be a project and becomes a repetitive activity. If each amplifier is virtually identical,
we have a production line; thus we are managing a process, not a project. The
lesson here is that the individual should determine if the requestor’s requirement
is to build a single amplifier, or to build a batch of amplifiers, to build an amplifier
production line. Often, the individual performs unwanted or unbudgeted work, a
phenomenon known in the project management community as scope creep.

Refer back to the right-hand column of Figure 1-1. Other examples of processes
are manufacturing, payroll processing, and building maintenance. Process manage-
ment focuses on standardization, particularly of the output. To achieve consistent,
high-quality, standardized outputs, process management places requirements on the
inputs (the raw materials) and the production that transforms the inputs to the
outputs. High-volume, high-quality output is typically a goal of process manage-
ment.

The disciplines of ‘‘process management’’ and ‘‘project management’’ differ in
goals and metrics. In process management, goals and metrics are set up to eliminate
variation within the process because variation is wasteful. A new product devel-
opment example is instructive on this point. If a person is purchasing an automo-
bile, he or she assumes that any car that he or she purchases will be consistent
with other like models and will meet the advertised performance specifications.
Managers design the manufacturing process to eliminate variation in order to pro-
duce automobiles of an expected, consistent quality. Henry Ford’s famous quotation
about the Model T, that ‘‘a customer can have any color that they want as long as
it is black,’’ is an extreme example of the efficiency mind-set. On the other hand,
customers desire variety and have requirements for an automobile with features
and functionality that make it distinctive, for example, new and different colors.
Ford’s competitors were able to create distinctiveness that the customer valued and
gained market share in part because of Ford’s rigidity in the use of process man-
agement and metrics.

Thus, projects allow organizations to give customers new and value-added
choices. In this sense, variation is good, because customer-perceived value is a
source of competitive advantage.

In recent years, the project management literature has contained considerable
discussion of the process view of project management. Projects do involve repeat-
able activities such as capturing requirements, building teams, and publishing re-
ports, but the processes are not high-volume, long-term production lines. Except
for very large aerospace and construction projects, projects seldom perform high-
volume work activities. More typically, projects use process management to develop
routines so that people can manage frustrations or focus on creative tasks. For
example, project status meetings are a repetitive activity within projects. Project
status meetings can benefit from standardizing on agendas, goals, time, and so forth.
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Then the project effort can focus on creating unique and sometimes first-of-a-kind
items.

Finally, don’t confuse a procedure with a process. A procedure is a job instruc-
tion for accomplishing an operation. For example, in a chemical processing plant,
there are standard ‘‘lock-out, tag-out’’ rules for shutting off equipment or entering
a confined space. Technical and process-oriented organizations have volumes and
volumes of procedures for people to follow. Some people often use the term meth-
odology to describe a system of procedures. These procedures are necessary be-
cause of the following:

• There is a considerable amount of detail that a person must remember.
• The operation must be performed in a specific sequence.
• Failing to complete all steps in the proper sequence could cost lives or sig-

nificant money. In some cases procedures are subject to government regulation
and oversight, for instance, in the development and manufacture of a new drug
or medical device.

It follows naturally that organizations would want to exert some similar types of
control over the initiation, planning, execution, controlling, and closing processes
of their projects.

Attempts to control
projects through

procedural control
seldom work as

well as the
designers of the
control process

desire.

However, these attempts to control projects through pro-
cedural control seldom work as well as the designers of the
control process desire. Once the documents are written, or-
ganizations place them in a library to indoctrinate people
in the procedures. However, in practice, people do not pay
attention to the procedures and soon start ignoring them.
When people deviate from the rules (often for a very good
reason), the ‘‘methodologist’’ typically writes a new rule.
This expansion of ‘‘methodology’’ can grow to a multi-

volume set that people view with cynicism. For example, one organization devel-
oped a binder of procedures for new product development activities that was so
thick and heavy that people developed the slang name ‘‘Thud Document’’ because
of the ‘‘thud’’ sound the book made when a person dropped it on a table.

Here are a few commonsense observations about the difference between a proc-
ess and a procedure:

• Projects have many unique facets, so many of the procedures do not apply or
only apply partially.

• Projects are more complex than tasks, so projects require knowledge of many
things.

• People have limited capacity to absorb abstract information.
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Project
management is
fundamentally a
commonsense
approach that
depends on the
good judgment of
people.

• People are under pressure to get to work and deliver vis-
ible results quickly.

The best organizations avoid a rigid set of step-by-step
procedures for project management. Instead, the best or-
ganizations educate all stakeholders on the principles and
allow for discretion and common sense. To be sure, tem-
plates and checklists are helpful job aids for the novice;
just don’t become a slave to your tools.

PROGRAMS ARE COLLECTIONS OF PROJECTS

A program is a
collection of
projects grouped
together to get
advantage from
their combined
management.

A program is a collection of projects grouped together to
get advantage from their combined management. For ex-
ample, the trans-Alaska pipeline and the manned lunar
landing projects required many years and billions of dollars.
The overall success of such programs depends on hundreds
or thousands of projects. Programs usually are larger than
projects and are collections of projects that come to an end
when the sponsoring organization makes a determination to
end the program and when the projects that make up the program are completed.

Better organizations make a distinction between program and project and be-
tween program management and project management. These are not interchange-
able terms.

The reader should have some awareness of a phrase related to program man-
agement that is a set of practices for understanding the relationship of projects to
an organization’s strategies: project portfolio management. People and organiza-
tions use this phrase to portray projects as assets invested by the organization to
achieve its goals. Project portfolio management includes concepts such as the fol-
lowing:

• Setting priorities across all projects
• Allocating resources across all projects, including project managers and project

participants
• Project selection and deletion
• Understanding that projects are different and require different approaches (For

example, there are capital equipment projects, innovation projects, regulatory
compliance projects, system support projects, and so forth.)

If you work for a large organization, you should find out if your organization
has a project or project management office and consult with its leaders to under-
stand how your own organization defines projects, programs, and portfolios. In
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addition, find out what kinds of job aids, training, coaching, and support are avail-
able to project managers and project participants.

PROJECT MANAGEMENT MATURITY

Humankind has performed and managed projects since the earliest of times. People
have looked on the artifacts of projects—both from earlier civilizations and from
contemporary periods—with amazement. Was ‘‘project management’’ used to cre-
ate these wonders? In a sense, yes. History shows that people used many advanced
insights in their planning and logistical practices. Still, we can’t help but visualize
a brutal taskmaster with a whip standing over cowering laborers and know that this
type of coercive power would be an inappropriate ‘‘people skill’’ in today’s orga-
nizations.

The project
manager is not the

schedule mechanic.

In the three decades that followed World War II, orga-
nizations found significant economies of scale and cen-
tralized massive ‘‘mainframe’’ computation capabilities,
leading to the development of sophisticated techniques for
task scheduling, estimating, and resource management. The

‘‘project manager’’ often was the only person with the training and desire to use
this system, which unfortunately caused many people to regard the project manager
as the ‘‘schedule mechanic.’’ The use of information technology continues to be
important to project management because it has changed and even eliminated many
of the middle management roles. Organizations have decentralized steadily and
have become more networked. Now, any person with access rights can view and
update the project documentation instead of waiting for a directive from their man-
ager. Information technologies have allowed all project team members to multitask
and contribute to a number of work activities in a number of different ways. This
decentralization has led to more empowerment and more accountability for results
at the individual and team level of the project. The project manager is the person
we look to help the team achieve the results.

In recent years, it has been popular to say that project management is the ‘‘ac-
cidental profession,’’ but that is changing. Most project managers did not start their
careers as project managers. Most people get exposure to projects early in their
careers as technical contributors, and gravitate (or are pushed) into taking on a
more systematic view of projects. As they gain experience with projects, individuals
often decide that the project management career path is more to their liking than
the technical path.

Now, in the twenty-first century, there is a solid and global recognition of the
importance of project management as an explicit organizational activity with best
practices and skills. One source of support for this statement is standards developed
and publicized by such groups as the Project Management Institute (PMI). Through
PMI and other similar organizations, people increasingly have developed and doc-
umented a recognized body of knowledge and an ability to certify individuals and
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to recognize organizational capability (also called maturity) in the process of project
management. At the university level, there is a growing understanding and dissem-
ination of the principles and practices that make for successful project management.

Project management is the application of knowledge, tools, and techniques to
an individual project. People also commonly use the term to respond to the enter-
prise’s capacity and capability to deliver projects.

What does this mean to the various project stakeholders? First, individuals
should give serious thought to expanding their knowledge of the profession beyond
what we describe in this text. Second, individuals should consider including a stint
in project management in their career path, especially if they aspire to top man-
agement positions in their organizations. Third, project management is not simply
a cadre of competent project managers. Successful project management is also a
result of a systematic organization-wide capability. Many leading organizations
have and are investing significant resources to ensure that they manage projects
well.

Thus, the contemporary view of project management is that it is larger than a
‘‘tool’’ that individuals use. Project management is a discipline: There is an active
and growing cadre of people researching and documenting the practices and issues
associated with the success of projects.

INTEGRATED PROJECT MANAGEMENT

This section describes a contemporary and systematic view of project management.
There are many published global bodies of knowledge. This book will adopt the
model published by the Project Management Institute (PMI) in its reference, A
Guide to the Project Management Body of Knowledge.

Integration is a
process of
synthesizing
different concepts
into a unified
whole.

The project management profession recognizes nine ar-
eas of project management knowledge. Review Figure 1-2,
which shows the nine elements of project management, not-
ing that the center of the diagram is integration, which will
be our starting point. One of the key points to remember
in this book is this: Project management is primarily an
integrative activity. Here are some reasons for making this
claim:

• Most product failure is at the interface of subsystems, and individual contrib-
utors typically do not pay attention to interfaces until after they have completed
most of their work on their assigned piece of the system.

• Time and again, the biggest complaint of people in projects is poor commu-
nications.

• Senior managers expect project managers to manage their projects as if they
were a business, taking a strategic and holistic perspective on the project.
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Project
Integration

Scope

TimeProcurement

Risk

Human
 Resources

Quality

Communi-
cation

Cost

FIGURE 1-2. Integrated project management.

Within a project, there are three integrative processes (listed below). When man-
aging a single project, the team performs integration with respect to the other
knowledge areas. This includes the following:

• Developing the project plan. Integrating the requirements that comprise the
product scope with the activities that comprise the work scope while estab-
lishing plans for cost, time, quality, risk, communications, human resources,
and procurement.

• Executing the project plan. Now that the project has ‘‘planned its work,’’ it is
now time to ‘‘work its plan,’’ and the execution must be systematic.

• Managing the changes to the plan. All projects encounter changes that are
different from the assumptions on which the plan was based. This change
needs to be managed, and in an integrated way.

Of course, there are integration needs: the product into the established systems
and the project with other work in the organization. We will touch on this type of
integration thoughout this book.

We hope that we have convinced you that project integration is significant. Re-
call that many people enter project management ‘‘accidentally.’’ Experience shows
that most of these new entrants tend to stay in their comfort zone. These three
assertions are fundamental to Successful Project Management:
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• Integration is at the heart of project management and distinguishes the excel-
lent project manager from the mediocre one.

• Integration expertise is as important as technical expertise.
• Integration adds value to the customer.

The discussion of the nine knowledge areas is a useful foundation for under-
standing the vital concept of successful project management: balancing competing
demands. We will describe the concept of balancing competing demands in Chapter
2 and elsewhere in this book. The paragraphs that follow describe each of the
remaining eight knowledge areas in more detail.

Project Scope Management

In project management, project managers use the word scope to indicate that there
is a boundary where things are ‘‘in scope’’ and ‘‘out of scope.’’ There are three
kinds of scope, as we describe in the following paragraphs.

The problem scope is the definition of the problem or opportunity, often called
requirements. Many frustrations that project managers and participants face origi-
nate with poor requirements, suggesting that many organizations need to improve
the ways they set boundaries over what is ‘‘in’’ and ‘‘out’’ of the problem scope.
We will take up this challenge in Chapter 3.

The product scope includes the features and functionality of the product of the
project. The product scope is the ‘‘solution’’ that satisfies the customer’s needs,
wants, and requirements. In Chapter 3, we will discuss how product requirements
set the boundaries for the design of the product scope.

Product is synonymous with result, so don’t assume that the term product means
a tangible item. The term product means any result—tangible or intangible—
delivered by the project to the user. Here are three examples: The result of a
research and development (R&D) project into the cellular behavior of Alzheimer’s
disease is new scientific knowledge, the result of a project to change hospital vis-
iting hours is better patient and visitor satisfaction, and the result of a project to
educate people on cancer prevention is the increased appearance of healthy behav-
iors.

Project scope and work scope are terms describing the work that creates the
product that satisfies the requirements. As we will explore further later, the ‘‘project
is the work that creates the product of the project.’’ Project managers manage work.
Completion of the product scope is measured against the requirements, whereas
completion of the project scope is measured against the plan. In Chapter 6, we will
describe how the work breakdown structure (WBS) is the measurement tool for
project scope.

Project scope management is concerned primarily with defining and controlling
the work that ‘‘is’’ or ‘‘is not’’ performed. Because scope is an ambiguous concept,
we recommend using a modifier in front of the word scope: Be clear whether you
are talking about problem scope, product scope, or work scope.
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Project Time Management

Time is a very visible project dimension. Time is easy to understand (as evidence
of its ease, people learn how to read a calendar at an early age), customers are
demanding, and people are impatient. Hence, projects must make skilled use of the
tools and techniques that generate a project time schedule. The techniques and skills
of project time management include defining the work activities, sequencing the
activities, estimating the duration of the activities, and integrating these into a time
schedule. During execution, the project needs to manage work to the schedule and
make appropriate changes.

In the ideal world, the customer and sponsor define the problem scope and the
product scope before asking for a schedule. Unfortunately, the more common ex-
perience is that dates for project completion are set before the individuals partici-
pating in the project understand the problem and product scope. We elaborate on
this in Chapter 25, especially in Figures 25-6 through 25-9. Sometimes people view
the job of the project manager as being the ‘‘schedule mechanic,’’ but this is a too-
narrow role that does not ensure that projects are successful. Good project managers
manage time expectations well but in balance with other performance parameters.

Project Cost Management

Projects typically measure cost in terms of some unit of currency, but it is important
to remember that the currency is just a metric for some kind of underlying resource.
For example, an individual’s time is a resource, and it has value. Project cost
management thus has to do with estimating, valuing, and managing resources.

In this knowledge area, projects need to develop and manage two related pro-
cesses: cost estimating and budgeting. Cost estimating includes planning the re-
sources needed to accomplish the project work scope, pricing the resources, and
generating a total project price (or cost). The project budgeting process is different
from the estimate. The budget is the baseline plan for the cost, by which the project
will measure its progress and its variances. Of course, as the project work scope
changes, the budget may change, and the project manager needs to manage this
change.

Project Quality Management

Like the definition of project scope, the definition of project quality is ambiguous.
Consider that there are at least four ways that people judge quality, and people feel
passionately that they have the ‘‘right’’ definition of quality:

• Satisfaction of product requirements
• Conformance to standards and policy
• Absence of product defects
• Delighting the customer
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Thus, one of the important activities that take place in a project is defining
quality for the product and for the project. Generally, it is best to define quality in
terms of the customers’ needs (both expressed and unexpressed). The project man-
ager leads the project quality effort through quality planning, quality control, qual-
ity assurance, and quality improvement. Some projects have elaborate quality
systems in place to ensure quality, whereas others are less formalized.

Project Human Resources Management

Projects involve people, and the techniques and skill applied to leading and man-
aging people significantly affect the project’s performance. Project human resource
management involves a number of activities, including organizational planning,
staff acquisition, and team development.

Good project managers make effective use of the people involved with the proj-
ect and treat them as important stakeholders. One measure of project success is
that participants feel like their involvement was a worthwhile experience.

Project Communication Management

The intent is the proper generation, collection, dissemination, storage, and ultimate
disposition of information. It provides the critical linking of people, ideas, and
information that is necessary for success. Different project stakeholders have dif-
ferent communication needs.

The component processes of project communications management are commu-
nications planning, information distribution, progress reporting, and administrative
closure.

Project Risk Management

As we wrote in the first line of this chapter, successful projects don’t just happen.
Regrettably, poor project performance occurs frequently. Risk management is at
the heart of successful project management and deserves considerable attention.
Project risk management includes identifying, analyzing, and responding to project
risk. Risk-response planning includes defensive actions such as risk avoidance, risk
mitigation, risk transfer, and risk acceptance (which includes the passive response
of ‘‘dealing with it when it happens’’ and active acceptance—the use of contin-
gency planning).

Often practitioners include issues management as an associate practice of risk
management. We will cover both risk and issues management in Chapter 11.

Project Procurement Management

One of the most pronounced current trends in project management is the use of
contractors, vendors, and partners to accomplish significant pieces of a project’s
work. Project procurement management is concerned with the processes for ac-
quiring goods and services from outside the performing organization. A good proj-
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ect needs to pay attention to procurement planning, solicitation planning, source
selection, contract administration, and contract closeout.

THE PROJECT MANAGEMENT ‘‘HAT’’ IS DIFFERENT FROM
THE TECHNICAL OR PRODUCT MANAGEMENT ‘‘HAT’’

In the preceding paragraphs, we described the importance of project integration
and the knowledge areas that comprise project management. We hope you are
recognizing that the knowledge and skills of project management cover a broad
area and that there is much to know. Start with this simple principle: The roles
needed for project management work are different from the roles needed for tech-
nical work.

Most experienced project people agree with this statement: ‘‘The best technical
people seldom make the best project managers.’’ Why? For some, managing people
is the most difficult aspect of managing a project, especially for recently appointed
managers whose academic training is primarily in a technical discipline such as
engineering, computer science, or even construction management. Such people tend
to be more comfortable with things and numbers than with people.

Project management is not technical work. There is a significant difference be-
tween product-oriented work and project-oriented work. Product-oriented work in-
volves applying technical or ‘‘domain-specific’’ knowledge to creating a product.
For example, the knowledge necessary to create computer code, design a circuit
board, dig a foundation, or create a graphic is product-oriented knowledge.

The project is ‘‘hat’’
is different from the

technical ‘‘hat.’’

Project-oriented knowledge involves the nine previously
described knowledge areas. Project management is an in-
tegrative activity. Good project managers avoid the expert’s
propensity to concentrate on the technical or quantitative
aspects (e.g., engineering analyses or task budgets)—and

instead become more oriented toward making things happen through people.
* Most project managers must provide both technical expertise and integra-

tion expertise. They need to perform the project in order to develop the
product! Here is a tip that has helped many technically trained project managers.
At any given time, stop and ask yourself: What hat am I now wearing? The project
manager hat? The technical hat? Some other hat? People find that if they can
identify the role they are playing at any particular time, they can select the appro-
priate behaviors for that role.

EFFECTIVE PROJECT MANAGERS
MANAGE EXPECTATIONS OF STAKEHOLDERS

Projects involve multiple organizations, for example, different departments on a
cross-functional new product development team, different businesses on a shopping

*The tool icon is used next to a paragraph that describes a particularly useful tool that you may want
to use. See the preface, page xvi, for more information.
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Manager

Boss

Project
Participants

Top
Management

Customer
& Users

Suppliers

Regulators

Project’s
stakeholders

Economic, political, and social forces

FIGURE 1-3. The project manager must manage expectations of stakeholders, where each
has differing values, and missions reflective how they perceive the economic, political, and
social environment.

mall joint venture, or even public-private partnerships for a charity fund drive. Each
of these organizations has multiple goals, functions, and missions at any given
moment if for no other reason than that each is composed of many individuals with
varied skills, interests, personalities, and values.

Project
management
success means
actively managing
the expectations of
various
stakeholders.

A stakeholder is a person or organization that has an
interest in a project or the outcome of a project. Figure 1-
3 illustrates the project manager at the center of a web of
stakeholders. Each stakeholder has differing values, mis-
sions, and aspirations that become the foundation for dif-
ferent expectations about the definition of project success.
Experience shows that each stakeholder will evaluate the
project’s performance independently. For example, a com-
pany decides to fully absorb an operating division that previously was independent
in order to gain efficiencies of scale in operations. Economic, political, and social
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forces may be external to the company, too, such as industry restructuring to ‘‘out-
source’’ organizational functions (e.g., operating a help desk) to a specialized firm.
Individuals (you as project manager, your boss, others) are affected by changes in
tax rates and laws that may be altered during a project. If your country (or the
country in which a key project participant is located) declares war on another
nation, that potentially will affect all parties. Thus, project success is subjective (in
the eye of the beholder), and an important task of the project manager is to manage
stakeholder’s expectations, a point we will emphasize throughout this book.

All project managers have experienced the frustration of dealing with the many
other directions in which the organization seems to be (and often is) moving. People
act logically based on the way they see the data. Because each stakeholder perceives
the situation differently, each develops a set of beliefs and behaviors that will cause
differences in opinions and style. Project management, in large part, is the man-
agement of interpersonal conflict, which is inherent in complex organizational sit-
uations. Part 3 of this book will cover ways to deal with this ‘‘soft stuff,’’ which
one sage observer noted was often the ‘‘really hard stuff.’’

A ROADMAP OF FIVE IMPORTANT
PROGRAM MANAGEMENT FUNCTIONS

Project management requires many different managerial activities. It is helpful to
have a way to orient oneself.

Consider the predicament of one project manager.

I am a project manager working with four or five other people. Our project consists
of redesigning a piece of hardware, making any improvement possible, and then mak-
ing five to ten prototype systems. Our customer has not specified any time limit or
deadline for our project to be completed. All that is expected is to accomplish ‘‘some-
thing’’ every calendar quarter. I know the day will come when the customer will say
that he wants it now!

My problem is that I don’t seem to be able to motivate my people to work at a faster
pace. I have tried setting goals with each of them individually; I have tried letting
them set their own goals; I have tried to set deadline dates for a particular part of the
job to be done; but nothing seems to work. I have tried to work with them and actually
help do their work. They seem to get their part of the job done when they get around
to it.

Focus on the ‘‘do’’
not the ‘‘don’t’’

items when
confronting

difficulty.

How should this project manager address this predica-
ment? Figure 1-4 gives a few simple prescriptions that can
help any project manager get started.

We also suggest considering the following five functions,
as illustrated in Figure 1-5. The figure implies that the five
functions are linked and interdependent. If the project is
simple and straightforward, the functions probably will
occur.
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Do Don’t  
Understand the difference between a task and a 
project, and understand that project management 
requires special tools because of the risk and 
complexity of the project.  

Believe that software is going to do the thinking or 
manage the project for you. (For more, see Chapter  
26) . 

Try to keep a big- picture perspective and focus on 
the integration needs.  

Drive right into the tactical, and focus on the tools. 

Pay attention to the needs (including the emotions) 
of people.  

Avoid conflict.  

Determine if you senior management has 
authorized this project.  

Assume that things will work out on their own.

Remember that successful projects integrate the 
nine knowledge areas.

Focus exclusively on technical problem solving.

FIGURE 1-4. Do’s and don’ts for successful projects.

Project
Integration

Defining

Planning

Leading

ControllingCompleting

FIGURE 1-5. Five management functions.

1. Defining. Projects don’t fail at the end; they fail at the beginning. Our project
manager needs to develop some expectations and boundaries for the project.
The project manager needs to start asking questions and determine the re-
quirements for product performance and expectations for delivery date and
cost. Good project objectives are SMART (specific, measurable, agreed to,
realistic, and time bound). Project definition also includes developing an un-
derstanding of management’s rationale for investing in the project rationale.

2. Planning. The project manager and team need to examine their strategy for
planning the project. This includes estimating resource needs, timing, budg-
eting, and so forth. The project members also should determine how they
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will organize themselves to meet the customer’s requirements and the control
needs of their home (sponsoring) organization.

3. Leading. The project manager needs to provide managerial guidance to hu-
man resources, subordinates, and others (including subcontractors) that will
result in their doing effective, timely work.

4. Controlling. The project manager needs to measure performance to find out
how progress differs from plan in time to initiate corrective action. The con-
trolling activities often cause a redefinition of the project objectives.

Projects don’t fail
at the end, they fail

at the beginning.

5. Completing. The project manager needs to make sure
that the product scope conforms to the product re-
quirements and the demands of the delivering orga-
nization (e.g., documentation and lessons learned).

This chapter establishes several fundamentals, including the definition of a proj-
ect and of project management. As you continue reading this book, you probably
will find yourself referring back to many of the framework ideas established in this
first chapter. If you are starting a project—or in the middle of one—feel free to
use the table of contents and index to help you identify the ‘‘just in time’’ knowl-
edge and prescriptions that you need. We intend book this as a pragmatic resource.

HIGHLIGHTS

• Projects are a type of work distinguished from other types of work because
projects are temporary, unique, and progressively elaborated.

• A task is similar to a project in that it is temporary, but typically, a project is
larger and more complex than a task. Tasks are smaller elements of work in
a project.

• A program is a collection of projects.
• Project management is not simply developing and managing a ‘‘to do’’ list.
• The factors that cause success and failure in projects are well known.
• Project management has a professional body of knowledge.
• This book presents five managerial functions for projects: defining, planning,

leading, controlling, and completing.


