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- . % OVERVIEW

The Prbject Management Cyc{e is broken out into four phases:

. . ° "Planning
° Preparatim}
‘@ , Control - )
® Terminatio ol

“The planning phase includes such activities as defining the project
by devising a work break.down structure and work flow, securing

‘ time estimates, establishing a list of resource ‘needa(,and deriving
a budget. The output of the planning phase is a project plan or pro-
posal. Often, in education, this project plan or proposal is submitted
to a state or federal agency for approval and funding. “Sometimes;
the plan is submitted to a eupe‘rior within the local dchool district or

N\ educational agency for approval or ''a go-ahead." '

.

. -
Once the project plan has been approved, it is now necessary to con-

duct implementation and gear-up activities, Such activities include
" project or contract review, hiring personnel, delineating organiza-
. tional structure and responsibilities, designing a'rep;)rting system,
obtaining needed equipment and materials, securing space and es-
.~ tablishing the project information sysfjem.

The Preparation Phase of Broject‘M’anagem,ht is involved wiﬁm the
coordination and pulling together the many diverse but necessary
activities which follow as a result of a project plan or propoeai being
funded and/of approved.
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OBJECTIVES

AN

Upon completlon of this lesson on Project Preparatlon, the user

“ should be able to: N 4 g

1. Identify the major activities lnvolved in preparlng to put a pro-
ject into operation.

2. Identify the essential co_r_ni)onentn of a project handbook.
3. Devyelop an organizational chart for project personnel.
4, Develop a manageme‘nt responsibility chart for a project.

5. ldentify the major components of a project information system.

6. ldentify the basic elements of a project data base.



LESSON ABSTRACT

There are two.basic tasks involved in project preparation: prepari'ng B
to put the project into operation--start-up activities - and developing
the project information system. ’ '

]
A project a'tart-up plan should be developed as well as, the project -
information system, prior to the initiation 'of project activities.
Careful planning and preparation at this stage can prevent many
problems and delays in project operations, ' ' '

CONTENT OUTLINE y

A A plan for project start-up should be developed.

1. The plan should cover proposal and contract review, project
manager appointment, personnel recruitment, equipment and
materials acquisition, space and facilities acquisition, and
project handbook_’ development,

. 2. Th’e ability to implement the plan is affected by the lead
- time available between the approval date and project start
date. ‘

B.” Proposal and contract review often results in changes in areas
of performance, objectives, schedule, budget manpower require-
ments, and performance specifications.

C. A project director should be identified and appointed early, He
* must:be given the authority and responsibility to get the project
~ underway, L

1

D. Personnel recruitment should be plam'med.
1. Pere;c'mn'e! requirement should be listed‘i

2. The project staff and district should be oriented to the project,

* 1
:

3. It may be n'ece"seéry to canduct needed staff training.

»
A

o
:
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.ERIC

A Text provided by ERIC

. .
1. Equipment and materials acquisition should be planned. ,
+ - ‘ . .
- 1. Equipment includes direct cost items nececssary to project
- operations bul not normally consummable.

. ¢ ' i
2. Mataqrials are direct cost-items but usually viewed as con-

summable, . A

. ’ -~

I, Space and facilities acquisition should be-planned.
1. Itis important to have an adequate and pleasant work space.

S 2. Desks, typewrlters, storage cahmets, and 1elated items to
hbe secured should be identified.

.

®

.

i. The project information system serves to:

} : -
1. Reflect actual progress against planned project status at
any given time. :

2. Provide a means for general communication as well as
specilic techniques of reporting.

It.  ‘'he components of a project information system arve:
1. Data basc
2. Organizational chart and related documents:

3. Project handbook or manual

i. The data basc is Jdeveloped using a number of principles

~

I. The data to be included come from planning decisions,
concerning the time, cost, and performance for the various

tasks. y

2. The proposal document and negotiated contract are used as
a data source.

Y

3. The data base will be dynamics not stat)c, to reflect (han},eT

in project opm ations,

7"



S | _ \ ‘ .'. " 4. Written records are developed for each task showing time,
cost, and performance data. ' -

l.‘| F ‘ (
- . :
| 5. Processing of data can be dope manually or by computer
A \ ' depending on the degreg of complexity.
\ ‘ S _ ) []
' \ S 6. Reports are the principal vehicle for presenting:data and
' " informatiofi“to'the project director and staff. '
\ J.  Oyganizational charts and related documents are developed
v using a number of principles.
. \“\ ' ' ( 1. The Project Organizational chart is created to show
\'.\ ' ' ) : authority and responsibility patterns and to identify decision
b - centers. '
. _ : /
' .-" \\ Ty 2. The Written Job Descriptions are derived from the organi-
; ‘ . \ zational chart and typically show:
. t 4 ) , i
“ ,i. a. Position title ' .
Vo ‘ . b. Duties: _
b ' \ ' .
' c. Resonsibility and authority
‘ _
. ' » 3. Management Résponsibility Guidés ake constructed in matrix
form to show responsibility for project tasks, '
s - a, The coll;mns usually represent positions.
e .
| b. The rows usually show tasks, , ‘ ey
c. The matrix cells indicate types of responsibilities for
project tasks.-
4., Flow and Process Charte are developed to reflect movement _
of data and reports in and out of project decision centers.
K. The project handbook or manual is a basic element of the
information system. « ' ’ , ‘
\
A
)
\
I‘/‘.‘ —7— I‘b’




1. The handbook contains t'I'n orgnnizatiénal chart, f.l‘ow charts,
responsibility guides, aiid policy and procedures statements.
. . ( ) R ’
2. _,'}l‘he ‘han.dbo'ok is revised as components of project information
-“system are modified.

3. It'ahonld be distributed to each staff member.

b4

A project information system is essential to operatjonal control

of a project. .

A



\ A . ‘
‘- . -~  PROJECT START-UP

% . EXAMPLES  ~ ..

»

Example A

IS

Project X in Jonesville Local School was about to. begin a pro~
ject designed to change the attitude of atudents and staff in three
buildings. The project propdsal stated that "space sufficient to house
the project staff and required facilitiés and equipment will be rented

“in a local business office building," since space was not av lable in

" the schools to house the project staff and required facilities and.
"equipment. No morée consideration was given to this item until’'word"®
was received that the project was funded and could start in six weeks.

At that time, the superintendent did not begin to'look for project

office space, but waited until two weeks for the scheduled start of the
project. When he- did begin to look for office space, he found that \\
none was available until the end of the next month, Consequently, the
project begun one month late due to the failure to initiate project

-

start-up activities early. RN . \

, - .
Example B | ’ '

FProject Y in Smithville ‘City Schools began_as scheduled. ~ One of
the early’ prOJect work anits required the assistance of a consultant’
from the nearby umversity No attempt however, was made to as-
certain his availability until one week before his help was needed.
Uhfertunately, the professor was scheéduled to be out-of-town the week
he was needed and heavily booked the fallowing week. Coénsequently,
project Operations were held up_for two weeks wh.ile waiting for his
services.

.

Example C

4 . g '

Project, Z in 3rangeville City Schools was ﬁearing completion of
its first year of operation. In qrder to receive’ c0ntmuation funds.,
for the second year, the funding agency was reguiring evhluative data
regarding pupil achievement according to'the project objectives,
Eight mohths after the start of the prBJect the project director hired-
an evaluation specialist to design the necessa‘ry evaluation instruments,
It was discovered however that it was impossible for the evaluation

AU
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specl \iat to design instrumenta to meaq}to pupll attamment of the

e : projech objectives since the project objectives were written without *

) - reference to any performance criteria or specificatipons. For

example, on ctive atated that thé project would ""produce students
who are highly stimulated to go ahead on their own whenever possible. "
Consequently, the project ataff had to take time out to create new
project objectives that included performance specifications and were T
congruent with the activitiea conducted during the first year of the , !
project. Then they had to hope the funding agency would accept their’

- - "after the.fact'' changes. o -
‘ Ay o M .

~10-
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. PROJECT INFORMATION SYSTEM .
'_D‘EVELOPING AN ORGANIZ’ATIONAL_ GHART

4 r

- DIRECTIONS Read the dpscrlptlon shown below from part of a

proposal or project plan This is hot a complete proposal; it'is in-
tended to give a brief overview After reading the partial plan,
: proceed to the next page. ) '

+ I - -‘t‘

J' - ) ’ . “ ' . v

INDIVIDUALI?ED READING PROPOSAL

SUBSEC TION 11- _PROGRAM AC TIVITIES

This LSEA propos‘al is co‘ncerned with the establishment of an
Individualized Reading Laborgtory to meet the special education needs
of educationally deprived children from grade three through Bix in the

_ followmg elementary schools., =~ | : -
Melrose : - Hudson [ Li’nden Armstrong" Washington

The prlmaly concern nf thls proposal is W1th chlldren who suffer
from a dual disadvantage: . Academic and Fiscal. ) -

-
\ -

It is thls prOposal's mtent to 1mprove the learmng climate for
these ¢hildren in a rapid efl‘ective ‘manner. A secondary purpose of *
this p,rOposal 1s to train teachers and aides who have little or no
e;perlence m Indlvlduallzed Reading.

Brief Descrlptiogg

. Readmg classes - will. serve children in grades three, four five,
and six. Children in small’ groups (10-114) will receive mdlvlduql
instruction in a’ laboratory type settmgQ After identification of the
child's ‘weakness through the utilization of dlagnostxc instruments, the
teachers.will develop an individualized prescription from a wide variety
of learning materials to overcome his.educational Weakness in the area
of readmg. - o - . ‘ B Womt

( e ~

3 .
' . h , l —ll-— . l . \ o



i Those children evidencing the most severe deﬂcienﬁces in
readlng will be transported to the ""Barrier Analysis Centers," for
-intensiye diagnosis. Upon complétlon of the\liagnontic process, S 4
lndividuat remedial prescription will accompany .each child as they ':,
return to the home school R‘ea‘ding Leaboratory. Yo

AN

. .
7 %! '
=t ok I

PR B

1.1 . SUBJECT: TO BE TAUGHT: Individualized Reading
1.2 GRADE LEVELS ; ‘
. 3rd--125 pupils 5th--50 pupils Total--350 pupils
: 4th--125 pué\ 6th--50 pupils ' . o

', SUBSECTION IiI--DISSEMINATION

The Jonesville School District views dissemination as a twofold"
affair. First, there must be local efforts in order to build local sup-
. port‘for innovative programs. Secondly, there must be effort-beyond:
the local in order to spread information of successful programs,

Liocal Dissemination: °

Periodic news stories will be released to local press and radio..
"An attempt will be made to place several feature stories aBout the
program in the local press and on local radio. ' >

& -

"

Progr#f epbke’smen will be made available to PTA and other
groups. We will actively encourage building princxpala to make use.
of these spokesmen, ’

Program personnel will carry out some dissemination activities
with-school personnel and community people as part of their evéryday
- activities and other work done by these personnei and community ' \
people as a part of their everyday activities; All work done by these
. personnel will be identified as federally funded under ESEA Title 1.

The School District will prepare and diatrlbute a brochure on the
program. -

L -12- - S o oo
> .. .
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L  State and National Dissemination: e . C e
n' ( _ X . & . . ~ - 3
. The brochuré mentioned under local diagémination will be )
. -« -ayailable for wider distribution. .
T * Program &nd other personnel will be available for work at state
AR - and ‘natjonal conferences. 'f‘hny will, in fact, seek out the opportunity
to appear on.panels at such conferences. ' . .
- \ . - L]
‘ ’ i . )
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o , PROJECT INFORMA TION SYSTEM

DIRE-CT_IONS: lStudy the project budget shown below for the proposal
from the previous page. _ An abbreviation for personnel roles in the
project are shown immediately following the position title. After
studying the budget, proceed to the next page. '

p

—

‘. INSTRUCTIONAL: (200)

) , o
d Salaries Othe rs " Totals
1\
210 Project Manager (PM) $ 12,000
211 Communication Specialist (CS) 10, 800,
212 Reading Supervisor (RS) 10, 800
213 5 Reading Teachers (RT) 46,000
218 5 Teacher Aides (TA) ’ 15, 000
222 Materials and Supplies $ 13,369
"224 Audio-Visual Materials © 2,000
TOTAL INSTRUCTIONAL ' . . $ 109,969
FIXED CHARGES (800) &
831 Retirement 9,460
832 FICA ! | ‘ | ot 4,730
834 Insurance ‘ ' 1, 600 _-
"TOTAL FIXED CHARGES ) 15,790

TOTALS : ' $ 94, 600 $ 31,159 $ 125,759

- i . . »
.. . . v . ’ N ~ "
- . - .
. . N
. N R /‘ ' .
_ i o S \
. o o -14- .
. . - .
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‘ PROJECT INFORMATION SYSTEM
Management Responxibility Guide

IDIRECTIONS: Using the partial proposal plan and the personnel shown on the budget,
assign staff a primary responsibility to the functions (tasks) listed betow by putting a
11" in the appropriate matrix cells -

v
~ N B

1Y . B

&

. o/~
NO, ACTIVITIES/FUNCTIONS/TASKS - C(? R
- e
1. managing thb project \ ¢
h 1 g . 'EA' J A ) l.’ \I"
Y 2. developlng of program brochure , -
' - - 3. speaking to school and community groups ¢ a2 )
4, workins ir\ reglonal, state, and national conferences
5. relepulqg news articles to news r‘nedia
6. phnnl;num;ding activities .
7. teathing reading ; ]
. 8. organizing the readjng materials center
9. operating the resource center (day—to-day;)
10. maintaining individual atudents skill mastery and i
behavioral records
1. developi;lg student before and after attitude tests
12. administering placement, achievement, and attitude tests ‘
13. developing teacher and aide response journals .
14. maintaining teacher and aide response journals
15, coordinating with auppo‘rtivc servicesg
_u
16. developing and operating the inservice tralning program
17. involving.parents in the reading program
18. ordering supplies and equipment -
L.
CODE

1 - Primary Responsibility - Individual is directly
responsible, at the operating level for execution of -

fanction -
! : " 2 - Must Approve - Individual must grant approval ‘
\ _ . ’ ' 3°. Must Be Notified - Individual must be notified of”

action taken.

4 - Must Be Consulted - Must be consulted before
actions are taken,
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PROJECT INFORMATION SYSTEM -

. Organizational Chart ° - .

~

! X,
RY

DIRECTIONSy . Complete the organizational chart below such that
the 5 positions (roles) and 18 functions are accounted for from the
Managefne’qf Responaibility Guide from the previous page. Use the
underlined/’"W/rds and abbreviated titles of personnel as shown on

the previcus, p_age/..

e &

/[ : : o
B 7 R i . i -
! . ! s - Lo ~

* s PM ' .
1. managing the project , -
15, ' '

i 18. )

t
\4 v
2 G
o 1]
)
3’ 9
" ¢
-16-
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T Eo PROJECT INKX RMATION SYSTEM R
Suggested Or anization Chart
- PM ) : . . .
1. manages the projegt ) :
b 15, coordinates supportive services
18, orders supplies and equipment "
L o R
r - - A — [ R N " ]f
. R O RT (5) N P : - RS
2. develops brochure 7. teaches reading- 6. plans reading activities
3. speaks to groups 12. administers tests | 8. organizes materials center
4. works’in conferences r'"" 14. maintains journals k" 9. operates resource center -
'5. releases news 17. involves parents |11. develops tests
17. involves parents 13. develops journals"
16. develops/ operates inservice
. training :
’ ~ bl
TA ’ |
pinieiai? d coordl_tjnatlon'/ 16. maintains records N
communicationg - -
link ‘

r . .
ki '
'




. PO§T TEST ' 2

1. What is the major task of the project manager in project start-
.oue? .‘ - o
/ . , . " . - -

‘o A. Recruitment and employment of project personnel -

B. Preparing the project budget

C. Improving project operations by establishing an information

e " systém _ - - .
‘ D. Orientation of project staff '

# i

~

~ . . )

S ' | 2. , What factor usuﬁlly has a strOng'impact upon the successful
' o initiation of the project? ' '
¢ . ‘ I . )

A. Lack of necessary computex facilities
B. Time interval between the approval and the actual start-up.
1 ! date of the project ,
C. Inadequate time to review the project proposal
. D. Lack of competent research staff

3.  What is.the commonly identified procedure or operation used in
knowing what is happening in the operation of a project?
\

o}
/ A, Project._i)rOposal . :
t . Project budget .
' . Project information system
. Project final report

90w

4, What method is most oftgn us.ed to communicate information to
personnel about project status? )

/
' Workshops - '

. Orientation programs
. Newsletter and briefings
. Report forms and charts

g0w>

v

(o2
*

Why does the. project data base have to be continuously updated?

A, To keep up with changes often made in schedules, costs, and
_ performance, ) .




Y

10,

o

e
B. To make a bettter project final-report
C. To keep the Munding agency up-to-date
D. To save project records -\

-\ v )

‘Why are management responsibility guides often developed?

. " l . 4 . '
A. To facilitate scheduling ~

“.

B. To show budget repor ting procedures - o '

C. To establish the authority and responsib\lity for prOJect
activities :

D. 1To assist in personnel] recruitment . TN

What is the basic or principal function of the p)‘oje'ct data base?

A. To collect information for writing the-project final report
B. To accumulate informatgon regarding the budget

C. To accumulate backg,l ound ihfor matlon about funding source -

Y operatmns
D. To accumulate, in one Place.aflmf the schedule, budget and
performance decisions made during the planning phase

What is the main purpose of a policy and procedures handbook?
A. To facilitate the project manageqr's decision-making during

project operations
To inform project stafl about budgetary procedures

B.
C. To improve project operations and staff morale
D

To provide more information about filtlll‘e activities of the
project ' S '

At what time in the project/"li[e cycle should the project policy
and procedures handbook be dewveloped?

When the decision to write the project proposal is made
Upon completion of project definition

During the project start-up phase -

. When the project is funded

.

JgaOo»

What phase of the pfoject life cycle is concerned with the ques-
tions, problems and procedures of getting the project underway?

A. Plén;ﬁng

B. Preparation

C. Organization -

D. Operational control

PR
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| PROJECT INFORMATION SYSTEM
. ' ' Managemaerit Responsibility Guide -

DIRECTIONS: Using the partial proposal plan.and the personnel shown on the budget,
+ |assign staffa primaryiresponsibility to the functions (tasks) listed below by putting a

1"1" in the appropriate matrix cell, .
' ) " % 4 ] 2
. S e ‘ \- - YA
’ NO. ACTIVITIES/FUNGTIONS/TASKS . R/G /2 [/
N W . : - . : - . N : VRIS .
-" '_\ 1. - managing the gf‘oject
2, developing of program brochure -
3. P g ity groupe
speaking to school. and community groups ,
4, worl\(ipg in ?égional, _stat_g, and national conferences ‘
5. releasing news articles to news media. |
6. planning reading activities
7. teaching reading . ]
8. | organizing the reading matérial_s center |
9. operating the resource center Tday-to—day)
110, - maintaining individual students skill mastery and
behavioral records .
11. dcveloping student before and after attitude tests
da. “administering placement, achievement, and attitude tests-
13, developing teacher and aide response journals ) .
14,  maintaining teacher and aide response journals '
15. coordinating with supportive services
16 developing and operating the inservice training program
17. involving parents in the reading program ‘ k
18. ordering supplies and équipment : - )
CODE .

1 - Primary Responsibility - Individual is directly
responsible, at the operating level for execution of |
- ~ function ) :

Must Approve =~ Individual must grant approval

e
t

3 - Must Be Notified - Individual must be notified of
action taken,

N
]

Must Be Consulted - Must be consulted before
actions are taken.

-

21"




