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Editorial

Dear Project Management Practitioners,

We wish you a very Happy Diwali and hope you have had a good beginning to the festive
season. As the markets continue to scale new heights and the economy is still trying to
respond to the demands of demonetization and GST; we sincerely hope the consumer and
market sentiments continue to show positive trends in the months to come. With this note, |
am happy to place before you our recent issue of the newsletter.

While we hope the market would be buzzing with activities for the next few months, we at
PTMF have lined up a series of exciting activities and engagements across the country.

First of all, we are pleased to announce signing of an MOU with Indian Institute of
Entrepreneurship (llE), an Institute under the Ministry of Skill Development and
Entrepreneurship, Government of India to conduct various management development
programs

We are also pleased to share that we would be soon launching the first International Journal
on Project Management and are seeking articles for the same. The following pages contain
detailed guidelines for paper submission.

We are also glad to cover two important articles in this issue. One written by Prof Pieter
Steyn along with his colleague Ms Elzabe Zovitsky of Cranefield College of Management,
Johannesburg, South Africa on the Evolution of Project Management as a discipline. The
authors tried to trace the historical facts of the evolution of the project management
education and practices that are currently being followed.

Our Founder President Prof Rajat K Baisya has contributed one article on Industrial revolution
4.0 and its impact on business and the changed role of management consultants. This article
was already published in the June issue of Consultants Forum and has been reprinted with
their permission. The article talks about new technological back through that is being
reported in many disciplines likes Robotics, Biotechnology, Nanotechnology, IT , human
genetic engineering etc which will revolutionize the business in coming months which will
have its impact on economy and society at large.

And lastly, we are excited to welcome Debkumar as part of the PTMF family.
Hope to see your active participation in the International Journal and the newsletter.
Best Regards

Shalin Trivedi
Editor

Project & Technology Management Forum




JOINT CERTIFICATE PROGRAMS ON PROJECT MANAGEMENT AND OTHER
COURSES: COLLABORATION WITH INDIAN INSTITUTE OF ENTREPRENEURSHIP

PTMF actively participates in various knowl
know how across various organizatiomtshas collaborated with various organizat®across

the country to develop and run courses for entrepreneurs and SMEs. Few recent alliances are
as follows:

1. PTMF has signed an agreement with Indian Institute of Entrepreneurship, a national
institute under Ministry of Skill Development & Entrepreneurship, Government of India
to run a joint certificate program on a series of identified course including Project
Management. First two programs on Digital Marketing and Project Management will be
launching soon

2. A similar initiative was also taken and discussed with NIT Silchar, MOU is under process
and will be shortly signed and acted upon. Detail course structure and contents are being
developed by PTMF, joint announcement feeady been made and uploaded tme
web site

3.A conference on ‘Technology Management f

and KPMG has confirmed to get associated as the Knowledgeepaitne dates will be

announcel soon.

CDC has expressed interest to wauikh PTMF as knowtlge partner

5. The governing body of PTMF is being revamped by inducting new members including Dr
BanwariLal, CEO ofONGETERI Biotechnology Ltd, new joint secretary of SiRe
names)and the President of World Women organisation on construction manageinent
give namepand Monoj DaDirector IIE

6. Membership drive to bring in more corporate membéiss beerinitiated.

»

PTMF has signeeh MOU withindian Institute of Entrepreneurship (lIE), a leading educational
Institute offering training and development program in entrepreneurship under Ministry of
Skill Development and Entrepreneurship, Government of India having its campus at Lalmati,
Guwahati, Assam for organising certificate courseon various identified program including
project management, digital marketing, strategic cost management, data analytics for
business decisions, performance management to be offered to students , teachers, marketers,
small business owners and entrepremguln course of time other relevant courses and skill
development programs will also be identified and offered to the target segment.

PTMF will be responsible for course development and delivery and IIE will manage the program
as per the MOU. The MOU alpoovides for working together on soegconomic programs,




joint collaborative research and consulting activitidse certificate will be jointly offered by
PTMF and IEE.

The agreement was signed by Mr Manoj K Das, Director IIE and Prof (Dr) FEgaty&
President PTMF in a simple ceremony held at IIE at GuwahatibAfi@ 2017.

From L to R: Mr A.S.Dewan(member of Faculty IIE), Mr. Manoj K Das(Director IIE), Dr Rajat K Baisys
President PTMF), Dr Sriparna B Baruah(Head , Centre for Industrial Extension, IIE)

—~

PROJECT MANAGEMENT PROGRAM AT NIT SILCHAR, ASSAM

Prof Rajat Baisya has conductegroject management program for final year students of MBA at NIT
Silchar specialzingin ProjectManagement. During that periodehhas also a delivered a special invited
lecture at the conference on IPR and funding Siart Ups organized by National Research and
Development Corporation ( NRDC) Government of Inesponsiblefor protecting Intellectual Property
developed at CSIRdaratories and other National institutions. He also has delivered a special lecture at
the institute.

Lecture at NIT SilchurA special lecture was organized at Department of Management Studies ,
NI'T Silchur on Managi ngada’si ness i n a comp




INDUSTRIAL REVOLUTION 4.0-CONSULTING PRACTICES IN MAJOR
DISRUPTION- DR. RAJAT K BAISYA

While delivering his inaugural address at a conference organised by World Confederation of
Productivity Sciences on “pr o ducod iaranpowerr o d U
sector’held i n "aned ADie2017,Union Ministet af state5 for petroleum

and natural gas, Dharmendra Pradhan said if productivity improvement reduces manpower
alternative employment opportunity has to be generated otherwise, there will be social tension
leading to unrest and tunoil. His concern is very legitimate. Globalisation has not helped in job
creation and on the contrary it reduced. In India, while economy is growing at over 6.7 % job
creation has increased only 1% during last three years. This is considered as ondadfites

of the government which opposition is trying to exploit. In spite of growth where has the job
gone? Let us trace the evolution of growth through successive industrial revolutions.

First industrial revolution was triggered by invention of steangine by James Watt and we
came to recognise the power of steam. Second industrial revolution was driven by invention of
electricity and internal combustion engine leading to development of automobiles. Coal and
electric power were at the root of firstato industrial revolutions continued till late fifties. But
third industrial revolution began in 1960 based on PC and later on by internet which has
revolutionised the businesses and environment across sectors. We are now passing through
fourth industrial evolution which will be shaped by series of innovation such as driverless car,
smart robotics, smatrt cities, lighter and tougher material and automation, artificial intelligence,
super computing (China has very recently claimed that they have invented fiasteln memory

chips than super computer), nanotechnolo@otechnology and internet of things. Sequencing

of human genome and synthetic biology will revolutionize the creative power and performance
of human being. Average life expectancy is expectecht¢oease to 90 years by 2030.Fourth
industrial revolution is bringing together physical, digital and biological change. Everything will
also get integrated into a new egystem and our own identity will also change.

Prof Klaus Schwab, executive chairmam dounder of Global Economic Forum compared
performance of three biggest companies in Detroit in 1990 and Silicon Valley in 2014and the
results are that market capitalisation increased three times and employee number reduced to
one tenth meaning only 1percent employee population created 3 times the value during this
period which would mean that in two decades employee productivity increased 30 times. The
result therefore, is to be understood as technology is upgrading productivity and at the same
rate dso reducing employment and job opportunity.

However, in the said conference presentations were made on productivity increase in coal
sector but not a word on what has to be done with the job loss. We should clearly understand
that because of market foree productivity will increase in all sectors with or without us.
Business will upgrade in terms of productivity and for their own survival they will imbibe new
technology. In coal sector huge workforce is working as contract labours. In the conference it is
said that their life has not changed over the years. They work in difficult working conditions for




mining coal. In industrial revolution 4.0 coal in all likelihood will be mined by robots throwing
these workers out of job and their families into uncertginHow they will be made useful to

the society and what is the transition plan should be the concern of policy makers, economists
and consultants.

As predicted, the impact of fourth revolution will lead to polarisation of labour force as low skill
and even middle level jobs will be automated. A large portion of the jobs imsl$8id to be at

risk from automation. The changes are going to be so profound that from the perspective of
human history there has never been a time of greater promise or evemgateeril.

Polarisation of workforce can create social tension and even turmoil. Politicians and economists
are worried and some outcome of that we are witnessing. US President Donald Trump got even
elected against all predictions because of that feathe locals of becoming jobless. Trump on
assuming office has made several policy announcements to protect jobs for locals including
reducing numbers of H1B visas and raising minimum wage of workers in US. The reaction can
also be seen here in India. Isfgs has announced recruitment of 10000 workers in US. Earlier
these work forces would have hired in India to work in US and as opposed to that Infosys will
hire workers in US.. Infosys also reduced they for their CEO Vishal Sikka who has
subsequently reigned from the company under the pressure from promoter shareholders.

These are not isolated incidents but a long term strategy for survival. Economists are also
equally concerned about the potential loss of jobs. They are now talking about univergal bas
income (UBI). Well known economist Pranab Bardhan recently wrote about this and said India
can implement UBI. Because of improvement in medical sciences, life expectancy will increase
to 90 years by 2030 and that will increase social security costfokmuoductivity increase due

to technology will result in loss of jobs, pressure on government and society will increase.
Hence a section of workforce who will be working have to pay for those who will have no jobs
to take care of the cost to the societty implement UBI.

The most valuable companies now are technology companies like Google, Microsoft and
Facebook. Google is experimenting now and taking prototype trials of driverless cars. Most
valuable assets now considered as data. The Economist cariedd article in their recent

issue saying that data is more valuable than even petroleum oil. WhatsApp, a company having
no revenue and reported USD 138 million loss in 2014has been taken over by Facebook for a
consideration of 19 billion USD in 2014tjuo have access to data and future value. Business
models in all sectors are fast changing. Businesses like Amazon, Flipkart etc. having no assets
are flourishing. Valuation of technology companies going up in spite of the fact that they are
reporting lesses in the bottom line as investors are seeing profit in future to recover their cost
and heavily supporting these businesses by infusion of additional finedcase of Snapdeal
acquisition by Flipkart which itself is in red but fund was given by &ufths a pointer to




make the point.Of course, many technology ventures are closing shops as well particularly
those who have crowded with m®o idea but that is the part of the game.

What will be the role of management consultants in industrial revolut4.0? | am clearly
seeing that traditional role of management consultants are gradually disappearing. Consultants
in technology era will have to help businesses to the next level of performance and therefore,
have to be the game changers. There willsbruge opportunity for trainers for those who are
likely victim of productivity improvement. These workforce needs to be trained to support
backend services for large players. As economy grows service sectors contribution will also
grow and everything hato be seen as the way of providing service to the customers. With
technology changes product life cycle will also reduce drastically. Consultants must be visionary
to guide businesses to the next level of development faster than their competitive set
otherwise, with businesses closing down, consultants will also gradually lose their relevance.
Industry revolution 4.0 will bring about a major disruption in businesses. All disruptions are also
a big growth opportunity provided disruption is managed well. @dasts should visualize
those forces of change and provide crucial consulting and advisory services to the businesses
and hand hold the transition. As we are going to face a major disruption and to perform in that
disruptive environment best solution issasaid by Mahatma Gandhi Be the part of the
RA&NHzZLIGA2Y GKIFG. @82dz ¢olyd G2 I RRNBaaQ

DR. RAJAT BAISYA RECEIVING FELLOWSHIP OF WCPS

- ‘. Prof(Dr) Rajat K Baisya, Presideaf PTMF
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THE EVOLUTION OF PROJECT MANAGEMENT
Prof Pieter Steyn and Elzabe Zovitsky, Cranefield College,

South Africa

ABSTRACT:

Project management as a basic management tool has not mallstantial advances over the
past decades. However, it moved from a traditional technical environment to also include the
organizational environment where different portfolios of project work have been identified.
Moreover, the application of its prindgs and techniques has evolved into the organizational
strategic environment of program and portfolio management.

1. INTRODUCTION

From the multiple of articles on project, programme and portfolio management published over
time it is clear that programme ahportfolio management are not nearly as well defined as

project management. Moreover, there are differing views of what programme and portfolio

management actually entail. The majority of practitioners and authors agree that project
management describeshé tools, techniques, processes and structures to accomplish the
objective of a project. Many opine that programme management describes the integrated and
coordinated management of a number of related projects to achieve a specific strategic
outcome, whileportfolio management focuses on creating the right programmes to best meet

an organisation’s strategic objectives. Som
of projects, while others see it as a specified group of projects. The contents ddrtiuie

stems | argely from the master’s degree dissle
Projects and project management are concepts that are more clearly understood. A project
generally concentrates on a single predeter
actual work necessary to achi eve the followingi s 0

guestions emerge:

e How do organisations wunderstand progngct ,
why is there confusion about the definition and application of these approaches?

e What is the diff er e naods itlpregeny enslerstobdhinepeacticea p pr o

To answer the abovementioned questions it is necessary to investigate the origin and history of
project management, and how and why it evolved into programme and portfolio management
over time.




2. MATRIX MANAGEMENT

The earliest management model s were descriilb
through managerial control. That was in the late 1800s and early 1900s. During the 1920s and
1930s, a more theoretical organisational structure recognidimg importance of human
behaviour emerged. These models were descri
personal accountability.

From 1965 matrix management started being recognised as a formal model, with the National
Aeronautics and Space Admstration (NASA) being the first organisation to design and
implement a matrix structure. It realised that traditional management structures were too
bureaucratic, hierarchical, slemoving and inflexible to be effective and efficient. In the same
way, baic organic structures were too departmentalised (i.e. myopic), thus failing to use the
far-reaching expertise NASA had at its disposal productively. NASA's matrix solution overcame
those problems bgynthesizing projects, such as designing a rocket boosith organizational
functions that included human talent and finance.

Despite doubts about its effectiveness in many applications, matrix management gained broad
acceptance in the <corporate world during t
popularity continued during the 1980s as a result of economic changes in the United States,
which included slowing domestic market growth and increasing foreign competition. Those
changes forced many companies to seek the benefits offered by the matrixelmod
(Encyclopedia of Business, 2nd edition, Online).

The matrix organisation emerged during the 1950s, and it challenged traditional and
bureaucratic structures. Gartner (2004) notes that for more than a century management tried
to achieve stability andantrol through vertical integration of the supply chaiiccording to
Cleland and Ireland (2010:6), Professor John F Mee from Indiana University was the first person
to describe the ‘matrix organi sat isoribpesth@ an
nature of a matrix organisation to include Ja
relationships of work performance

According to Cassidy (2012), “old matrix ma
dimension inan organisation and the beliefs that senior management needs to get things done
inanad hocway . Thi s old matrix management” conc
the 1970s, however, organisations identified the important need to handle drossional

work in a vertically aligned organisation, especially those utilising a prdjaan business
model where projects are done for external customers. Despite some doubts about its
effectiveness in many applications, matrix management gained &&cep during the 1970s,

and this continued during the 1980s. People started to realise that to get the work done and be
successful, they needed alignment and not only authority. They also converted to the notion
that business processes and projects thatveethe customer need to be aligned horisontally
(Matrix Management Overview: 2012).



In a strategic analysis report done by Gartner (2004), the emergence of virtual matrix
organisations was emphasised. The report stressed that the traditional hierarshrgatures

were becoming obsolete in the prevailing unpredictable business environment, and the virtual
matrix structure had emerged as the predomiin
and skills across boundaries of time and space. The biggestenge though is good
management” (Gartner, 2004:5).

Gartner mentions three different matrix structures (Gartner, 2004:7):

e The Weak Matrix is functi onalbchted; d o mi nant

e The Strong Matrix is project/ process doc
and semivirtual. In such an organisation supply chain management is a core business process
with control and management over entities like inventory, shippingceiving, and
replenishment;

* The Bal an c e-driveMa&dnsisisf autonomeus tamnts and mostly virtual.
Within this matrix application product development and sales or marketing management are
addressed. Process/project and faiemal management have eequal authority and
accountability.

Many organisations abandoned the matrix str
ascribe this to poor leadership or the failure thereof, misalignment of goals, a dysfunctional
orgarisational culture, power plays and management grandstanding. Gartner points out that, to
become a “highly adeaentig neadt,i mnaeg iolreg aanni dz act ui sotna’ me
be mastered through “extreme | e K8s)aselpiogess.
design, people dimension and infrastructure enablement.

Mi chael Hammer (2002) shares this view and
important prerequisite for making this structureless organization work is a dynamicteoms

|l eader . who supplies through force of personja
be provided by for mal structure.” Peopl e d

matrix organisation where collaboration links people to one anotlad information
knowledge and skillsWithout strong collaboration, a matrix structure will fall back into
“political bickering and conflict (Gartnerj,
statement is profoundly significant for the aent Industry 4.0 situation with its emerging

virtual networks of partners organisations.

”

A |l andmark occurrence i n matrix management
redefinition of supply chain ma n a g@ym&hairt T
Management is the integration of key business processes from end user through original
suppliers that provides products, services and information that add value for customers and
ot her stakehol deresdl (199K aentfiedvasaed,for tBeodevelepment of
normative tools and methods for successful supply chain management (SCM) practices. They




- argued that for more
PROGRAMME-MANAGED VALUE CHAIN = than 30 vyears the
focus was on
marketing  activities
and flows, while the

resulted in a strong

[ emphasis being
L e b placed on the
y, EFFICIENCY importance of

management
to integrate the
organi sat.
intricate  network of
business relationships and to deal with *“1toft
way of managing the business and r el a.tTheons hii
current authors believe that the above is another profoundly significant statement when the
current Industry 4.0 situation with respect to the increasing utilisation of prograrmmaaaged
virtual networks of partners in organisational value chainsbserved.

FORTFOLIO OF MAJOR BENEFITS: | 3
STRATEGIC ORG ORGANISATIONAL b .
“‘,.IMNSFMT“I;, EFFECTIVENERS I,' i .'. = need tO Integrate and
E—' \_"’i“_'::i_ g 4 manage multiple key
g 3 g E uF processes within and
L = o Eu
@ 2 g MAJOR BENEFITS: %E g 3k 5% ﬂ% across the
ORGANIZATIONAL L wBw H H
Ea o EFFECTIVENESS Fng ™ E gl organisation ha_d
E 5 Z AND EFFICIENCY EEE | E Eﬁ M been ignored. This
Lo -2 § ] i
52 3 :
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Programme-Managing the Supply Chain and Project Portfolios

PG Bkyn (2001)

Eight key processes that encompass the core of supply chain management were identified:
e Customer relationship management (CRM);

e Customer service management (CSM);

e Demand management ;

e Order fulfil ment;

e Manufacturing fl ow management ;

e Procurement ;

e Product development and commercial i sat]
e Returns

Lambertet al. (1998) identified a lack of intexompany consistency asedltause of significant

friction and inefficiencies in supply chains. Moreover, they aver that the abovementioned
supply chain processes be structured crbssctionally and managed in aad hocway in
accordance with what wasmamade mentde.f i teay m 5
with the matrix structuring but argues that the creisctional supply chain processes shown




in Figure 1, with its focus on custorm&ervice initiatives, be formally programnrmeanaged

instead of applying thad hocway of ol d matri x management”. St e
organisations utilise a project driven business model, its supply chain portfolio includes another
key process, i.e., a crefimctional projecimanaged process serving external customers.

Figure 1: Programmmanaging the Supply Chain and Project Portfolios (Steyn 2001).

Steyn (2001, 2010, and 2013) opines that th
management” approach was t hberealcety iomganisatianal o f
structures and paradigms. Semolic (2010) supports this view and mentions that modern
organisations realise the advantage of focusing on their core competencies and are now
creating networks of p ar tbusmess endiranmdnteitr is oftenl n
necessary and wise to utilise the resourceg
into an overall process of creating new vallu

3. THE PROJECT MANAGEMENT DISCIPLINE

3.1 Introduction

It is interesting to observe how the history of project and programme management unfolded.
The history of project management dates bac
Project Manage nland(2011)Mpinrekas Ko z a k

f ol | o west managémeatjhas existed in some form for thousands of years.

After all anything that requires an approach where humans organize effectively to a plan and
achieve specific objectives, can be loosely defined as a project. How else would humans have
achw ed some of stunning wo n edellansl, 2@GLh).dThed atih woedv e n
projectumme a n s , to throw something forwards” a
"something that comes before anything else is done". Initially it referred tom g@iaomething,

and not to the act of carrying out the specific plan. An object was something performed in

accordance with a project.

Morris (2011) notes that projects have been in existence since the coming of man and emerged
over time into a fully blownliscipline, i.e., project management. In one way or another projects
played a central role in delivering the innovation that drives our society today. He avers that the
research problem is to create clarity on the different perceptions regarding prgeagramme

and portfolio management, arguing that many organisations still do not understand how to
structure themselves to assert synergy between strategy, project, programme and portfolio
management. This begs the question whether organisations camg@eer their systems and
business processes to transform. To cope with transformation and change requires high levels
of coordination and integration of strategy implementation that can best be achieved through
programme management. It requires exploring tehat extent bureaucratic approaches
influence the effective and efficient application of project, programme and portfolio
management.




3.2 Project Management as a Technical Discipline

Since the beginning of the 1900s project management has been viewddrneantly in terms

of technology. The period prior to 1958 was characterised by the evolution of technologies such
as telecommunication and automobiles. Tools like the bar chart emerged. Moreover, project
organisational structures such as project coordoma emerged in the 1920s and project
management around 1950. The purpose of project management in the 1950s was to integrate
engineering and the production of technically complex and urgent missile development
programmes of the US Air Force (Morris, 20ihce then the growth of project management
has been impressive.

For many years project management was seen as a subset of general management (operations
and production), one which *“reflects [ a] h
(Morris, 2011) . He avers that this tradition s
normative character arguably underlines the dominant professional model of the disetpline
it’s so called body of knowl edge?” .of projeet t re
management in the 1970s and 1980s. Studies of the apparently poor track record of projects
and project management, however, resulted in people thinking more widely about projects and
what managing them successfully really entails (Morris andgHp1987). This resulted in the
development of a broader view of the approach to project management and more ambitious
paradigms began to emerganter alia, how to develop, deliver and manage a project
successfully (Morris, 2011).

Until the mid1980smost projects were viewed as technical endeavours. All projects, such as
engineering projects, building projects, product development projects, andeven information
technology projects were viewed as technical endeavours. All of this started to changth&om

midd1 980s onwards. According to Heerkens (200
technology embedded within a project, but to the technology of managing the project. It
included the development of a detailed task list and project schedule.effiphasis was on the
control and execution of an excellent schedule, one that resulted in an excellent outcome.
According to Weaver (2007) , the ter ms “pr o
common in the past 50 years. Before the 1950s, noonetdlkk about ‘ project m

The very first project managers were normally resourceful people who were willing to
undertake projects. They were usually technicians or engineers,-skilleéd people who could

deal with virtually any situation. With thecentific and industrial revolution came the urge to
expand man’s knowledge and capacity to prodju
management was laid and it led to the need for structured project management. The benefits

of organising work arund projects began to take root. Organisations started to understand the
need for good communication and the integration of work across multiple departments and
professions. This projecentric view made them realise the critical need for their employtees
communicate and collaborate while integrating their work across the different departments

and professions. This approach towards project management began to take root in its modern




form only around 1969 with thenddvetnpguttheas ]
by Dr Martin Barnes (Weaver, April 2007).

With the emergence of modern project management in the 20th century various tools and
techniques were developed. At the turn of the century Frederick Taylor (1836),
considerde ttatber “Df scientific management
and introduced the concept of working more efficiently, rather than working harder and longer
(KozakHolland, 2011). The purpose of these tools and techniques was to assist ifyitgnti

and controlling business functions. Those directly related to project management are the
following (Weaver, August 2007):

. e The Bar Chart;

. *  F-line $cheduling in the 1930s;

. . Line of Bal ance techniqgque that was dejv
Company; and

. e Milestone Chart in the 1940s

According to Morris (2011), the intellectual underpinnings of the subject have generally been at
best “variable Hedas$arrbgsthhns to the too
years of the discipline (critical path network scheduling, work breakdown structures, earned

value, configuration management, etc.).

The Bar Chart’s origin cwas popuarisedrbytenrg L. Gamtt. k |t
Henry Ga nlOl9) sadieg af érénagement, focussed on navy ship construction during
World War 1, led to the weknown Gantt Chart that outlines the sequence and duration of all
tasks in a process. It was inventatbund 1910 and is still in use today. The originator of the
bar chart appears to be Englishman Joseph Priestley {1888), but the concept was
popularised by Gantt 150 years later (Weaver, April 2007). New organisational structures
became inevitable dung WorldWar Il due to complex government and military projects and a
shrinking wattime labour supply. Kelley and Walker of Du Pont de Numours (USA) were the
first to undertake a “project” that adhked s
1957 development of critical path scheduling, entitled the critical path method (CPM). This
period of meggprojects was the catalyst in the evolution of project management.

The CPM was closely followed by the Program Evaluation and Review TechniglieaiRER
system in 1958. Willard Fazar was the father of the PERT system. The purpose of the PERT
method was to analyse all the tasks and the time involved in completing a project. Eventually
the technigues spread to aleld’ kitnadne afmdi a4
the target, PERT focussed on time as the key variable. The cost variable of CPM quickly fadec
from use, while the time variable of the PERT approach lasted longer and was later replaced by
the Monte Carlo analysis (Weaver,rA2007).

The Work Breakdown Structure (WBS) concept was created around 1962 by the US Department
of Defence. The WBS is still one of the most effective project management tools needed to
complete a project. Between 1958 and 1979 technological advancetoek place, such as the




development of computer technology. Revolutionary development in the information
management sector occurred between 1980 and 1994 with the introduction of the personal
computer and communications networking facilities. Since 1®@5developments related to

the Internet had a dramatic influence on organisations and its business practices.

The 1970s and 1980s were characterised by an increase in integration and the acceptance of all
the tools and techniques into practice methodgies. As the 1980s progressed the attention
turned to a more careful consideration of
adding value to project deliverables. With the advent of the new millennium, project
management increasingly becamerp of organisations and its techniques were deployed
across all facets of business (Stevens, 2002). A model for managing software development
projects was initiated in 1986. “Scrum’ was
multiple small teams tat work in an intensive and interdependent manner (Haughey, 2010).
Haughey (2010) mentions EVM (Earned Value Management) as an important link in project
management development. In 1989 EVM became an essential part of programme management
and procurement.

In 1989, the PRINCE (Projects in Controlled Environments) method became the standard for
government information systems projects in the UK. With time it was found that these method
are too rigid and unwieldy and are basically applicable only to largergisoj€his resulted in a
revision and upgrade in 1996. The PRINCE2 was more generic and applicable to any project type
and not only to information systems and information technology projects. That was followed by
a further major revision in 2009 aimed atvijig project managers a set of tools to deliver
quality projects on time and within budget (Haughey, 2010:5).

Morris (2004) avers that during the last decade the technical project management model was
enlarged by a growing awareness of the need to incaapwa consideration of business issues

into the systems project management model.

PRINCEZ2, the highly influential methodology promoted by the government sector in the UK,

emphasises the following:

The role of the project sponsor and the project boasl means of anchoring the evolving
project definition to the sponsoring organiis
e The development of the project by phase
and approval to proceed being required at eachegat
Heerkens (2006) argues that project management has long been viewed as a technical function

only, and technical specialists fill the role of project manager. In many organisations this is still
the case. Since the 1980s and throughout the 1990s thehasip shifted to the behavioural
aspects of project management. Apart from the technical aspects it dawned on people that soft
skills had a major influence on project success and failure. He averred that organisations need
to focus on the larger picturerste projects are part of the architecture of business. In reality,
many projects are launched without any analysis of whether they represent a sound business
investment, as long as the project is finished on time and within budget.




According to Heerkens @B6) organisations started teealizet hat “pr oj ects ar 2
in nearly every company’s quest to achieve
organisations realised that it does not matter how good the communication and persongl skill

of the team are, or how good the project schedule is, if those values are being applied to poor
business ventures. Increasingly organisatioeslized the importance of the connection
between the world of project management and the world of businesss Wi inspire change

in the management of projects from a technical dmehavioralfocus to one of business, and
automatically have an influence on project expectations.

Anderson, Grude and Tor (2009) concluded that much of the project literébgresed only on

technical aspects of projects, and noted tn
Organi sation) perspective’”. They aver t hat
thinking”, whi ch means t hatlopsaupoobiuct phe people t s

involved and the organisation. This concept was originally used in the IT field where the
successful implementation of IT project systems required more than just the technical
development of the system itself. It also required tthevelopment of the people involved and

the organisation to enable the system to function effectively and efficiently. The reward is a
broader view of what the project involves in addition to the technical development. It brings a
balance between the conpés and is profoundly important for achieving success (Anderson et
al, 2009).

4. PROJECT MANAGEMENT PROGRESS

For years project ma n a gteemrcen,t Iwoavs V'adleure ,d eqlu ea
(Morris 1994). In spite of this, it became a wayntegrate organisational functions to achieve
better performance and productivity. Many project management and related practices were
available by the early 1960siter alia, construction projects, continuous improvement projects,
capital expenditure projets, value

management and quality management. Risk management practices also existed by the 1960s,
while the most basic network scheduling techniques and practices had been developed by then
(Morris, 2004). An increase of projects in industries followeilising current project
management techniques of the time. Traditional tools and techniques (networks, critical path
method, costing, work breakdown structure, schedule tracking) largely drawn from operations
research, were augmented by topics such aket@lder management, project leadership,
team development and procurement.

The earliest writings on project management started in the 1960s, notably the work of Russell D
Archibald. Dr Russell Archibald is one of the world's top project and programmegeraeat

gurus His grounebr ea ki ng 1967 book-based Maaagemierit Systems  “ N
(Pert/ CPM) . Archibald (1976) i's also the o
This best sell er entitl ed: “Mana'giwmas Htirgan sTI
into Japanese, lItalian, Russian and Chinese. In the early edition a project was the sole
responsibility of the Pr oj ecmindddamasiggdiandedh o w




orchestrator of r esour c e thérewad adistindt shift tAwadstheb a | {d
integration of responsibility among leaders on several levels. The importance of a project team
was highlighted and that of designing and documenting the projectlitde processes.

The following questions are ped in the first edition (Archibald 1976: 79):

e “How will the project manager responsi ki

e To whom should the project manager r eplo
the organisation?

. Wh o Id beh assigned as fdllme project office members reporting only to the
project manager, and who should contribute as project participants while remaining in their
functional departments?

e How are specialist s teohtil cenkactlatinginistration,p r ojj
finance, legal, and so on, best provided to project managers?

* Who is responsible for dpejed inegated projecta n d
planning and control systems?

*  Wh o s h speclfiadresponsibitity for muproject management?"

Archibald noted that no organisational pattern had emerged to answer any of the
abovementioned questions. The same questions appear in his 2003 edition. In a 2008 interview
with David Pells, managineditor of PM World Today (now PM World Journal), Dr Archibald
recalls that in 1969 there were two relatively new basic categories of skills, i.e., skills in
managing projects and skills to operate and develop the project management systems
supporting theproject manager and team. He opines that these skills should be developed
concurrently with the organisational systems, and that there is a considerable difference in the
management of a dynamic project as opposed to the management of a stable orgamisatio
Archibald argues that project management requires special concepts, tools, procedures and
systems (PM World Today Featured InterviewDctober, 2008, Part 2: 2). In a subsequent
interview Archibald noted that after 27 years (since the 1st edition oflBi& book) there was
nothing new regarding project management practices and principles. However, he

argues that much more had been learned about what project management really is and always
had been (PM World Today, Featured Interviedanuary, 2009, Pa4:7).

Martinelli & Waddell (2003) aver that organisations that solely follow a project management
approach in developing products and infrastructure will always struggle. Projects may be on
target but fail to achieve the busilytethes r els
person managing the development effort?”. M ¢
been done in the project discipline as a whole. There had been little change in understanding of
the central core of project management during the past \&ars. Strategic, technical and
commercial matters were at the time still not part of the framework of the discipline of
managing projects. Moreover, many accepted project management as a management practice,
while some industries saw it as a cognate ipiste covering the definition and development of



projects central to business performance. He argues that project management is too often seen
only as project execution or planning and scheduling.

Morris (2004) avers that the real challenge was that tleehhical environment and the
commercial conditions had all changed. He points out that a broader and more holistic view of
project management was needed and argues that project management will only be seen as
important and central to business performanceae all professionals have made it their task to
rectify perceptions. Despite the perceptions that execution is the responsibility of the project
manager only, and programme management is concerned with strategy and business benefits,
work may still be e#ictive in some organisations. What is needed is a more holistic approach to
managing projects and programmes from the earliest stages to last in order to deliver strategic
organisational benefits.

According to Waddell (2005), project management wakrgit a widely acknowledged concept
despite the fact that literature on project management was plentiful. He argues that the project
management concept was well entrenched in an academic and practical sense, and that project
management was generally a Wwdefined approach not necessarily requiring broader
management skills and knowledge. Moreover, the focus was normally on a predefined
outcome/result with a finite timeline and organisations had to adopt methods to cope with
changes in environmental facter

5. CONCLUSION

In a survey of organisations from 26 countries, Price Waterhouse Coopers (2006) aimed to
identify current trends in project management. The results involving various types of
organisations indicated that some delivered projects bettearthothers. Relevant to this
research is PWC's finding that 60% of proj ¢
changes and insufficient resources, while successful projects were linked to stakeholder

satisfaction. They found that the successoa pr oj ect relied on “wtk
that are in line with strategic objectives, and establish mechanisms to track progress along the
way "’ , as well as good | eadership and manage

They detected a increase in the establishment of project management offices (PMOs) and
organisations were increasingly becoming aware of project management as a method to
achieve business objectives, and the project manager playing a progressively bigger role.

The PWC wsr v ey concluded as foll ows: “As or ga
management as a method to achieve critical business objectives, effective project management
practices are—more than ever—v i t a | to a company’ s 9noject e s s

management plays in the successful execution of business strategies, senior management
continues to support key initiatives, such as project management certification, development
programmes and portfoli o managemantd levelsagiabi|l
respondents whose Portfolio Management Softwagrammes were managed by a PMO

were consistently twice as high as those whose portfolios were managed by other groups or
individuals. This held true for all indicators of performance (Price Waterhouse Coopers, 2006).




Winter, Andersen, Elvin and Lever#9Q6) aver that a new class of projects emerged in recent
years, specifically in areas such as organisational change, information technology, integrated
business solutions and lorigrm service delivery. Winteet al, (2006: 700) refer to these
projects as* busi ness projects’ and perceive them
traditional engineering types to a more businestentated view. This means a shift to a more
valuecentric approach where the primary concern is no longer capital assets, thdrrthe
challenge of creating value and benefits for the different stakeholders. The primary emphasis
thus shifts from product creation to value creation with a need to extend the traditional view of
projects towards new concepts and perspectives.

Ainswoth (2009: 1- 2) doubts the ability of project management to deliver business value
without considering the broader context of its application. He believes that project
management should be elevated to a strategic discipline. Moreover, he opines thatuiitho
considering the broader context of project selection, alignment to strategy and managing
changes to achieve benefits, projects cannot add value. Hence, organisations in general need to
comply with the following:

e Sel ect t htedeliver thdnintenged auijcamest s

e Projects need to align with and del i vel

e Coordinate and integrate the various pl

Ainsworth opines that the above steps are morestroles and responsibilities of programme
and portfolio management.

It is concluded that projects and project management still play a major role in modern
organisations despite the profession on its own not having seen or experienced serious
advances ovethe past decades. However, the application of projects and project management
evolved from the techneengineering environment to the organisational environment.
Moreover, the same project management techniques are now applied to a wide scope of
portfolios and programmes ranging from business process reengineering, product
development, strategic organisational transformatiomd the supply chain. It was earlier
alluded to that real value can only be added by considering the broader context of the
application of project management and elevating it to a strategic discipline. This is the all
encompassing level and environment of programme and portfolio management.

About the Author:
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