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ABSTRACT

Project management with jts triple focus on time, cost and quality performance is
proving to be an efficient and flexible way to get tasks/activities done. There are
a variety of environmental forces interacting in today’s business world that
contribute to the increased demand for good project management across all
sectors. The harks economic environment in Nigeria accentuated by frequent
changes in monetéry and fiscal policies has made ground more fertile for sound
management of projects in organizations. However, project management cannot
succeed unless a good project manager is at the controls. The paper advocates
that to successfully manage a project, project managers must adroitly build a
cooperative network of alliances among different stakeholders. The paper
recommends that effectiveness project managers should have both business and
technical expertise.  Furthermore their selection and appointment should be
made by the upper level management. This will reduce unproductive conflicts
and enhance active participation of project team members.
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INTRODUCTION

All of mankind’s greatest accomplishments — from building the great
pyramids to discovering a cure for polio and putting a man on the moon began
as a project. It is nearly impossible to pick up a newspaper or business
periodical and not find something about projects. Project management is no
longer a special-need management. It is rapidly becoming a standard way of
doing business (Gray and Larson, 2008:10). The future promises an increase in
the importance and the role of projects in contributing to the strategic direction
of organizations. Project management, with its triple focus on time, cost and
performance is proving to be an efficient and flexible way to get things done.
There are a variety of environmental forces interacting in today’s business world
that contribute to the increased demand for good project management across all
industries and sectors. Project management appears to be ideally suited for a
business environment requiring accountability, flexibility, innovation, speed and
continuous improvement.

Nowadays, emphasis is on development of an integrated project
management process that focuses all projects effort toward the strategic plan of
the organization and reinforces mastery of both the project management
tools/techniques and the interpersonal skills necessary to orchestrate successful
project completion. For some organizations integrating projects with strategy
will require reengineering the entire business management process. For others,
integration will mean carefully establishing linkages among piecemeal systems
already in existence and altering the focus to one of a total system. At the
individual level for some professionals to become effective project managers will
require augmenting their leadership and team-building skills with modern project
planning and control methods. For others it will require complementing their
administrative skills with the capacity to inspire and lead a divergent cast of
professionals to project completion. But project management is more than just a
set of tools; it is a result-oriented management style that places a premium on
building collaborative relationships among a diverse cast of characters (Kerzner,
2003).




ESUT Journal of Management Sciences ' 77

This paper shall attempt to explain who a project manager is, his/her
characteristics, and the major functions of a proiect manager inta given project
environment.' The paper attempts to present the skills and attributes necessary
for a project manager. ‘It also examines essential elements necessary ‘for
building and sustaining“cooperative ‘network of relationships ideal for'successful
project completion.  Finally ‘it presents the traits 'and gﬁls that facilitate project
managers to perform effectivély in project management/\énvironment.

CONCEPTUAL FRAMEWORK
The Meaning of Project, Project Management and Project'Manager
Imaga et al (2003:1) define a project as a scientifically evolved work plan
devised to achieve a specific objective within a specified period of time. For Gray
and Larson (2008:5) a project is a complex, non-routine, one-time effort limited
by time, budget, resources and performance specifications designed to meet
customer needs. While project has several definitions, a simple and relatively
inclusive one is that a project is a sequence of tasks performed to achieve a
unique goal within'a specific time frame (Mingus 2002). Uniqueness is the key
word. It's what separates projects from operations and what makes them more
difficult to manage. To standardize further on the definition of the word, the
project management institute (PMI) in its Project Management Body of
Knowledge (PMBOK) Guide defines a project as a temporary endeavour
undertaken to create a unique project or service. Project' management is the
planning, organizing, directing and controlling of organization’s resources for a
relatively short term objective that has been established to complete specific
goals and objectives (Kerzner 2002:4). For the Project Management Institute
(P.M.I), project management is “the application of knowledge, skills, tools and
techniques to project activities, in order to meet or exceed stakeholders’ needs
and expectations. It is designed to make better use of existing resources by
getting work to flow hcrizontally as well as vertically within the project
organization. The growth of application of sound project management principles
has come about more through necessity than through desire. The economic
environment in Nigeria and indeed other developing countries characterized by
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frequent changes in monetary and fiscal policies have made grounds more fertile
for sound management of projects in organizations. Project management cannot
succeed unless a good project manager-is at the controls. A project ‘manager'is
the individual responsible for the success of a project in terms of time; ‘cost'and
technical performance (Ewurum et al, 2009:35). ' He provides'the management
and leadership necessary to bind the people “and group from “different
departments and companies working on a project into one managerial
P Organization and team. He is one central intelligence who'is totally concerned
about a project and is committed to 'its ‘success. - The project manager

throughout the Yife cyde of the project is able to see the project as a whole and
also able to see how the various parts fit together. He is kind of an
"ombudsman” between the Customer and the top management. The project
manager is a manager and therefore performs-all the functions of a manager
particularly as regards the success of the project.

ko %

Fig. 1.0: The Technical and Sociocultural Dimensions of the Project
Management Process.

Source: Gray C. F. and Larson, E.W (2008:15) New York: McGraw Hill.\

As the diagram, figure 1.0 ®ndicates the technical dimension represents
the “science” of project management while the sociocultural dimension
represents the “art” of managing a project. To succeed, the' project manager
must master the two aspects. Unfortunately, some project managers become
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preoccupied with the planning and technical details of the project while some
rely heavily on team dynamics and organizational politics.  Could project
managers balance their attention to both the technical and sociocultural
dimensions of project management.

The two traditional measurements for project success are that the project

be on time and within budgets. There are, however three additional measures of
success that need to be considered:

® Were the project goals met (scope)

s Was the client satisfied? (Quality)

. Were there no casualties, either to the team or to the interrelationships?
(Resources).

Unfortunately, many people concentrate so much on the first two-time
and budget. They fail in the later three. While this may be good for the project
managers and their organizations in the short term, in the long term it has a
detrimental effect (Mingus, 2002:8). The interrelationships of these five
measures of project success can be represented graphically in what is often

referred to as the project management Triangle or Time Cost Scope Triangle
(Fig. 2.0). The scope side represents

Building

Resources

Scope

Fig. 2.0: Project Management Triangle

Source: Mingus, N. B. (2002:9): Teach Yourself Project Management in 24
hours, Madison: CWL Publishing.
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The agreed upon project work and requirements, the cost side represents
the total naira cost of the project and the time side represents the project
duration. Inside the triangle, Resources refer to the people and equipment in
use on the projects and Quality to how close the project is to satisfying client
expectations. What the diagram portrays is that there is a relationship between
the scope of a project, how long that project will take and how much it will cost.
If the scope of a project is increased once estimates have been established for
time and cost the only way to maintain the same relationship is also to increase
time and/or cost.

Project and its Network of Stakeholders:

Traditionally, project management was viewed as the planning, scheduling
and controlling of a project to meet the project’s goals. While this is still a valid
definition, it does not involve the critical human relations and project evaluation
components that are generally performed during and after a project is
completed. Without mincing words, project success depends on the cooperation
of a wide range of individuals, many of whom do not directly report to project
managers. Project stakeholders are people affected by the project (Mingus,
2002:47). They include the project sponsors, the team members and the clients.
In government-related projects especially in Nigeria, stakeholders would also
include the people authorizing spending such as president, governors, ministers,
commissioner, legislators, council chairmen (mayors), and councilors and so on.
It is beneficial for the project manager to understand the project stakeholders
because they have vested interest in the outcome of the project. They will need
to be informed about the feasibility of the project, may have a say in the project
planning and approval and will want to receive up dates on the project status.
For example a significant project whether it involves renovating a bridge,
creating a new product or installing a new information system will likely involve
in one way or another working with a number of different groups of
stakeholders. First there is the core group of specialists assigned to complete
the project. This group is likely to be supplemented at different times by
professionals who work on specific segments of the project, second there are the
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groups of people within the performing organization who are either directly or
indirectly involved with the project. The most notable is the top management to
whom the project manager is accountable. There e also other managers who
provide resource and/or may be responsible for specific segments of the project,
and administrative support services such as human resources, finance, etc.
Depending on the nature of the project, there are @ number of different groups
outside the organization that influence the success of the project; the most
important is the customer and/or client for. which the project is designed (figure
3.0).
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Figure 3.0: Network of Stakeholders

Each of these groups of individuals brings different expertise standards,
priorities and agencies to.the project. The sheer breath and complexity of the
relationships that need to be managed distinguishes project management from
regular management. Some project managers never break out of this vicious
cycle.: Others soon realize that authority does not equal influence and that being
an effective project manager involves managing of a much more complex and
expansive set of interface than they previously anticipated. = They encounter a
web of relationships that requires a much broader spectrum of influence than
they felt was necessary or even possible. v
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CHARACTERISTICS OF A PROJECT MANAGER

Ultimately, the person with the greatest influence during the staffing
phase of the project implementation is the project manager. The persorfigl
attributes and abilities of a project manager will either attract or deter highly
desirable individuals. A project manager must be capable of evaluating risk and
uncertainty. Other basic characteristics include:

Honesty and Integrity:
The project manager must exhibit honesty and integrity with his

subordinates as well as line personnel thus fostering an atmosphere of trust. He
or she should not make unfulfiled or often ‘impossible promises such as
immediate promotion for everyone if a follow-on contract is received. - Honesty,
integrity and an understanding of personnel problems can often eliminate many
problems or conflicts that detract from the creation of a truly dedicated project

environment.

Understanding of Project Technology and Business Management
Principles:

Project managers should have both business management and technical
expertise. They must understand the fundamental principles of management
especially those involving the rapid development of temporary communication
channels. Project managers should understand the technical implications of a

a2 s=1Vi

problem, since they are ultimately responsible for all decision making. They may
have a staff of professionals to assist them. However, many good technicaily
oriented managers have failed because they have become too involved with the
technical side of the project rather than the managerial side. There are several
strong arguments for having a project manager who has more than just an
understanding of the technology. Technical expertise is ideal, but it is not
always possible because the individual tends, to become a generalist .and a
general understanding without business management sense can become a major
problem (Stewart, 1975:63).
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Alcrtness and Quickness:

Because a project has a relatively short time duration, decision making
must be rapid and effective. Therefore, managers must be alert and quick in
their ability to receive “red flags” that can eventually lead to serious problems.

Versatility, Toughness and Energetic:

Project managers must demonstrate their versatility and toug
order to keep subordinates dedicated to goal accomplishment. Executive
management) must realize that the project managers’ objectives during staffing

are to:

Q
o
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)
)

o Acquire the best available assets and try to improve them.
. Provide a good working environment for all personnel.
o Make sure that all resources are applied effectively and efficiently so that

all constraints are conquered if possible.

Archibald (1976) defines a broader range of desired personal
characteristics
° Flexibility and adaptability.

° Preference for initiative and leadership.

a Aggressiveness, confidence persuasiveness and verbal fluency.

° Ambition activity and forcefulness

® Effectiveness as a communicator and integrated with time, cost and
human factors.

° Well organized and disciplined

e A generalist rather than a specialist

* Must be willing to devote time to planning and controlling.

“ Willing to make decisions.

° Able to maintain a proper balance in the use of time.

SELECTION AND APPOINTMENT OF A PROJECT MANAGER
The most difficult decision facing upper-level management is the selection
and appointment of the project managers. Some managers work best on long-
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