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INTRODUCTION

American education in the past decade has heen characterized by the
increasing educational effort of -the federal government. Recent commis-
sions on natienal goals have usually included a list of goals in educa-

tion. For example, in the report of President Eisenhower's Commission

-
-

on Natioﬁal Goéls presented in 1960 the education goals were rigorously

{efined in such a way that the federal government was to be a partner in

the public education effort. To meet this"requirenent, federal legisla-

.

tion has been passed to form a series of federal education acts.

- Concurrent with the federal activity in public education there
‘ - . .
have been groups of educators who were aware of difficquﬁes within

. of ' . ) .
their area of specialty and created programs to improve public education.

)

An example is the School Mathematics Study Group (SMSG), a ptoject funded

_by the National Science Foundation, which worked on the improvement of

‘the whole” mathematics curricﬁlpm for.the purpose of improving the mathe-

-

matics knowledge for the widest possible group of students.

v!

Many other groups of professionals in education have been aware of
. - ’ ’ -
the wide gap between what is and what could be achieved in education in
our public schools. These groups have continued to express their collec-

tive concern on a larger audience. They have recognized the following:

~

There are stated goals for public education. .

Theye is a rather good possibility for goal

achievenent. ; ) )

‘ There exists a difference betwsen the actual
and the possible in education.

"
¢

B - There are limited resources available for a local
‘ school agency to materially reduce the difference.



There exists the po5&1b111ty of applylng a Well

, developed solution for one 1o 1 ;school agency to
blmllar difficulties in other school agencies.

'
' The stated concérns of these groups of educators have found their
way to foundations and to concerned public officialé.in'the state and
fédera]'government. Goal setting at the federal 1e§e1 and the work done
by e&ucqﬁién groups at 1ow?f'1evels has resulped‘in federal legislation .
to prov&&e;the funds to work toward the solution of the reéognized educa-
tional problems. As a result, project proposals, ‘experimentation, and
curriculum revision groups have been founded. The evenf of the launching
of the Russian Sputnik and thé criticisms of influentjal persons, Admiral - -
R&:koverifor one, have added a sense of urgency to .the effort.
There is a need for elements of management discipline in thé 1ocbl
schools. Because public funds are involved and accountablllty is neces-
sary in dealing with public funds the problem of designing, admlnlsterlng
ahd evaluating a federal, state, or loeally fundeé'prOJect_becomes}a con-
cern at federal,'state,‘and local educational levels. In thisrrggard_the
role of educational proﬁect manager needs to be defiﬁed’and a group of
people need to become_experieﬁcea in this role. Because of the increasing.
number of projects iﬂ‘education, the expanding nature of projects now-in.
existence, and rising cost of the total effort, compétent educational proj-
ect managers need to be recruited and trained in the role. |
| The need for-a more comprehen51ve approach to plannlng and controlling
projects in the eduycational environment is established by the observation
that this type of acFivity in education is: (a) becoming both more-cdmplex

and 1érger, ) calling for greater allocations of money, and (c) continu--

ing for longer periods of time. The concept of project manggement as a dis-

8
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cipline is 1est making its d§$utw5; the educational environment. The dis-
cipline has gromw out of mlliﬁary and industrial needs and is barely, f1f—
teen years old. '

- In order to help meét the need for public school’peisonnel-trained'in
project nnnagement Research for Better ‘Schools, Inc. of Phlladelphla,

Pennsylvania has developed self- 1nstruct10na1 materlals 1n ‘the area of edu—

cational project management. These materlals are descrlbed below.

1. Executive Orientation. This module is designed to introduct top-

- level administration to the cbnceﬁté 6f-project, management, and project

management. lprics such as the advantages and limitations of pro}ect man-

agement and the requkremenps and organization of a project management

system in a local education agency (LEA) are emphasized.

2. Bdsic Principles and Techniques of Project Management. This module

-

K? de51gned for,acting or potentlal project dlrectors in a local school dis-

trict and covers the four major phases-of project management : prOJect plan-'

_ ning,_implementation, monitoring and control,_and termination.,

3. Proposal Development. This module is designed to assist local

school district‘personnel in the development ‘of project proposals and covers

such topics as translating an idea into a prbposal, proposal formats, and
‘ : g )

applitation procedures for funding and contractual arrangements.’

4, Case Simulation on Project Management. This package‘is designed

for use either indépendently or in conjunction with the Basic Principles and

Techniques of Projéct Management_m&dule. -



P——

LESSON CONTENT S

»

If you desire more information regarding these materials, write to:

. Research for Better Schools, Inc.
: Suite 1700 " :
' 1700 Market Street
. Philadelphia, Pennsylvania 19103

GOALS
The purpose of thlS module is to provide an orientation to prOJect
nmnagement for top- level admlnlstrators in local educatlon agenc1es The

goals of the module are:
1. to prov1de top-level administrators with delC knowledge of the
~project management process.

~, 2. to inform tbp-level administrators of the benefits of the pro-
Y . Ject management approach for a local school dlStrlCt

3. to acqualnt ‘top-level administrators W1th the kind of- support
and assistance that they and functional departments need to
prov1de the prOJect manager and the on- going prOJect operations.

t {

4. to inform’top-level administrators where additional information
and -assistance regarding pro;ect management and its 1mplementa-
t10n 1nto local eduCatlon agencies may be found. C

o~

4

The goals of thlb module are accomplished by means of four

[

lessons entitled Bu11d1ng (onv1ct10n Organtzatlonal Structurlng, The Life

Cycle of a Project, and Securlng More’ Informatlon; In lesson one,the char-

1

acterlstlcs of a pro;ect and pﬁOJeCt nanagement are deflned examples of

project management in the m111tary, industry, government, and educatlon.are

»

cited; and the advantages and limitations of prOJect management in local

.educatlon agenc1es are discussed. In lesson two the organlzatlonnl place~;

r

.ment of prOJects in local educatlon agencles is presented, the reqU1rements :

for 1ncorporat1ng prOJect managanent capab111ty in local educatlon agenC1es

—~
g
&




1s discussed, anci an outline plan for insialling project mana.gement éapability
"is pljésented'. In 1esson three the guldance necessary in planmng a project is
1dent1fled p0551b1e assistance requu‘ed during pro;ect operations is c1ted and
potential sources of functional conflict are discussed. -In lesson four sources

of additional _information and assistance ‘on project management are provided.

—-

\
!
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You should have recelved the folloW1ng materlals. .Chéck to see that ’
+ you have them before proceedlng w1th thq 1essbn>.,. y.‘.“ : e :3:“-iﬁ:{\. | A
A. Module mdnual for Module 1—~¥xeeut1ve OrlentQtlon f';:~f.‘f; )
B. Jfopr lesson booklets entttled.; ; 'tku S . B ‘; ‘. -
1. _Buiiding'éon;iotioo' - o R - R T

s

bl

2. Organizational Structuring

3. 1DeYelopin2 an_AwarenesS of-Project Operatioﬁs‘ A L '
,4.' Securlng More Informatmon ;”

. C.l_A set: of color slides conta1n1ng a group of slldes for each of _
| the four Jessons 1dent1f1ed Ibove. . e
-D;';Four cassette tapes contd1n1ng the narratlves to accompany
- -each of the lesson slide presentatlons e B
. ‘ ‘

You will need the folloW1ng equ1pment in order to complote the 1essons

@ A.: Cassette tape rétorder ‘ T | ;f' , _": _— o
B; Carousel sllde prOJector v ' L | .‘?" . ' o ; . ' %
, ,C. Vlew1ng scfeen- fia ' ' a : ' :
D. Pencil - B : )
‘E. Chalk ooard chalk, aﬁd pointer, of overhead projector, ciear
: overlays, and grease pencil’ (for use by groups- of- people-com-
“. pleting the lessons concu1rent1y~-opt1ona1 for 1nd1v1dua1 com-
| ”pletlon of lessons). : | | . . : \
,EVALUATION 'SYSTEM - .~ | ' B
x Varlous evaluatlon 1nsttuments ere 1nterspersed throughout this module
 T "i Manuel and the four 1ess§ns. _ogethey these.lnstruments form an evaluation
N system whose.purposes are‘to seneitgze tﬁe'learner; to provide-the learnerﬂ © "'-',QJ
_;w1th a measure of his lesson entry level and knowbedge galned from the lessons, ,-'f-_sz%

"and to prov1de the 1esson mater1a1 developers with Valuable 1nformat10n for

4

the revision and 1mproVement of the lessons L : .j,;, . N

- . . - -y , oL e - Co e

e I
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" will be greatly appreciated. A ' : -

The- ''Student Informgtlon Form" provides the 1esson materlals developers

>

with«data to help 1dent1fy the student populatlon us;ﬁg the materlals.\ rhlb”

*

<

form is NOT used to 1d%nt1fy individuals. ' The ?Module 1--Pretest" sensitizes
=~ B L

the learner, provides him with a measure of his entry level, and serves as a

: Bagis for estimating the knowledge gained by the learner from completing the

H

entire set of lessons. The "Module 1--Post-Test" provides the learner with a

. . C CTN ; | :
measure of his post-module achievement level and provides a basis for esti-

. mating the knowledge gained by the learner frem completing‘Moduie 1. The
"Lesson Quality Control Forms' found in the lessons provide information to

‘the_lesson materials developers necessary for the revision-and improvement

' : }

‘of specific lessons in the Module. - The 'Module 1--Quality Control Form"

_provides information for the revision and improvement -pof the module as a ,

« B . 8
whole.. Your careful ¢onsideration in completing the evaluation system formis

STUDENT FLOW

) The purposk of this section is to present the path of student_flbw or °
passage throﬁgh the instructional module. To help ciarify this, a fldw

Ry

chart reflecting how you should work throughwthe'instructional materials is

presented on page eight (8) as Figure 1. .A brief description of the sections

associated with the numbered rectangels in Figure 1.1s given below.
1.1 Introductlon—*sets the instructional module in the educat10na1
setting. , )

1.2 Goalé-rpresents you with the inétructionalﬁgoals of the module.

1.3 'Lesson-Content——briefly describes the content‘of the four lessons.

- 1.4 _Mbdule Elements*—brlefly describes the elements or components of
~the entire i1nstructional module.

’

‘1.5 Evaluation System--identifies the various evaluation instruments
. of the module and indicates the purpose of each:
&
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Figure 1. Student Flow Chart

/

1.1 | A 1.3 ' 1.4 1.5
Introduction »-.——)ﬂ Goals — Lesson 3 Module > Evaluation
' . Content Elements System
< 4 < ——
._1 * .
1.6 . 1.7 1.8 L9 1 1.10
o Student  — )I)irecti ons Pre- —% .Lessons —% Post- >
Flow ‘ Evaluation ‘ : Evaluation
—&— < <
| 1.1 1.12 1.13; 1.14
b3 Termination —.‘%. Glossary Annotated T&chnical
Instructions _ E Bibliography Assistance
' ' Agencics
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1.6 Student Flow--illustrates and describes the path you should fol-
low in working through this instructional module.

1.7 Directions--gives directions or recommendations regarding how
; both 1ndividuals and groups can make effective use of these
instructional materials.

- 1.8 Pre-Evaluation--consists .of the Student Information Form” and
the ModuTe T--Pretest that you should complete prior.to begin-
_ ning the lessons. B -

1.9 Lessons--consist of the four lessons entitled Building Conviction,
Organizational Structuring, Developing an Awareness of Project
" Operations, and Seturing More Information whichgrou should com-
-plete sequentially. . ' L
1.10 Post-Evaluation--cénsists of the Module 1--Quality Control Form
and Module--Post-Test that you should complete after lesson num-
: ! ‘ . .

ber four. : - N
v !

1.11 Ternination Instructions--provides you with directions fe@r dis-
' pesing of the lesson materials and mailing the Student Informa-
tion Form, Lesson Quality Control Forms, and Module 1--Quality

b Control Form back to the instructional materials developers.

1.12 Glossary--consists of a glossary of terms relevant to®educa-
tional project management which is included for your reference.

1.13 Annotated Bibliqgraphxj-consists of an annotation of six primary

references in the area of project management which .is.included
for your reference. : -

1.14 Assistance Agencies--identifies nine agencies to which you may
want to write for additional information or assistance regarding
project management and its implementation..

" DIRECTIONS L

This instructional module is deéigned to be self-instructional. That"

| is, an individual learner can work th%ough the materials independent of

~

anyone else. However, these instructional?materia}srcan be adapted for use
, by a group of learhéfs}._if youousevthége-ﬁmiefials in a group setting, it
-is‘SUgges;ed that you follow the recommendations below.
1. .Provide each learner witﬁ a madu1§ manual and four' lesson booklets.

¢

2. Have each learper read and complete the Module Manual and the intro-
ductory sections of each lesson.

[

§ . . : | N _lf;
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3. Bring the group of learners together for the siidp-tépe.presen—
tation of each lesson. ' . . )

L] .
4. Lead the group or appoint somgone. to lead them in the discussion
~ of the discussion'questions'ﬂ;nediately following the end of the
b slide-tape presentation. The discussion questions appear in the
_,//J lessan booklets after the lesson narrative. . The group leader
. -may find it desirable to summarize discussiop points on a chalk e
" «board or screen with an overhead projector as ‘the group attempts

to obtain consensus of opinion on the questions.:

¢

5. At the conclusion of the group discussidn;’ﬁirect evefyoﬁé to ~

complete the Lesson Quality Control Form in their lesson booklét
before proceeding to the next lesson.

6. Follow the Lesson and Module Termination Instructions and mail
the blue Student Information Form, Lesson Quality Control Forms,
and Module Quality Control Form as a group.

It is intended that the content of cach lessgn be presented with slides
and tapes regardless of whether the module is used @ndépenden%}y by an indi-
vidual learner or by é group of learners. i} is possibie, howéver, for you
to choose oné df the fellowing options for receiving lesson content.

1.‘ Read the 1es$on narrative incipded iﬁ.each lesson booklet.

Listen to the lesson tape.- S ;e

2

%. Read the lesson narrative and listen to the tape simulfaneously. h -

4. Read the lesson narrative and view the slidé.presentation together.

5. Read the lesson narrative, listen to the tapé, and view the slide'
presentation together. ( | ] '

- If you choose one of these alternatives, be careful yhén following the lesson

directions and be sure to complete all of the lesson materials. The lesson
directions are written with the assumption that you have chosen the preferred

slide-tape presentation mode for receiving lesson content. )

S

T

Tuxtn the page and compﬂet@-ihe Student
Inﬁohmaiion_Fo&m. . -

1y SR
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Module 1--Student Information Form

.. . Diggctiona: PLease take time to canefully answen the items below. Write
tht Last foun digits of your Social Securnity number on the Line below

80 that zhe pages can be identified in the event they become sepaxated

Thank you f§orn your assistance.

1. What is the title of your present position? (If graduate student, .
indicate most recent full-time position). ' ' \b )

L 4

2. List three primary duties of your present position? (If graduate
student, i1ndicate duties of most recent position). ‘
a.
b.
C.
. 3. Have you conpleted any fomal courses 1n management or project
management? .

>

D Yes ) | D No

4. If yes, briéfly describe the content of these courses.

o
5. Have you had any p1ev1oub practical experlence utilizing project
management techniques? (For example, in federally funded projects)

No such cxperience . _
Yes, have managed projects myself

Yeb have worked on projects whlch used it.

Othur (Describe)




V.Y
\ 4

e

"

e

FLbe in the Last four digits of your Social Secunity numben

. . 1 . ' . . . . - ] .. ,
6. How long have you been associated with these projects?

™

[

D Less than 2 years

| 3-5 years
O35y

oy Y

-

-

G 6-9 years .- .

[J 10 years or nlore"

S 2

Turn the bage and compléte the

b/mt@t. " Z ’

-~
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Module 1--Pretest | }

- 3

Dinections:
tionak modul.

T

Fon edch of the. objectives Listed, cindle the hesponse at

1 that task at this moment. Use

the night which best nepneAenxA’zoum estdmation 06 youwr ability to perform
the 5o££au¢ﬂg key An marking youn &eAponAeb.

Befow arne Listed eleven behavional objectives 60& Ih&A ins thuc-

structure and project activity which crosses funatlon
organizational 11nes « .

En )

1 = 1 can accomplish this task very well,
2 = 1 can accomplish th&é 6a4n£g w%ZI J
3 "= 1 probably could rot do adequatély.
4 = 1 coutd nol do This at afl. -~ - *
No. ' Objectives o Responseé ‘
1 Define the concepts . of project and project management, | 1 2 3 4
2 State the relationship of general management princi- 1 2 3
ples to project management. ' )
3 - Cite examples of how the project management system can 1 2 3 4
be and has been used successfully in industry and gov-
ernment. :
4 Cite examples ;of how the 'project management system can 1” 2 3 4
be and has Been used successfully in the field of edu-
cation, .
5. State important advantages and limitations of US1ng a . -1 2 3 4
project management approach.
6 -~ State where prO]ect management as a discipline can 1 2 374
assist in local education agency (LEA) operations.
7 . Create a planmfor implementing a project management ' 1 2 3 4
' system into at least one aspect of a given L situa-
© tion. _ e .
8 Cite the spec1f1c information and guidante input 1 2 3 4
needed to aid the project.director in the planning -
and operation of a project. :
9 Cite potential conflicts existing between the LEA © . 1 2 3 4

M‘“ R

CoREe T

«&\M'\ .



Y 20l S L e S e e K A P W ¥, Y B
B A ', ey o T { : . .‘.‘_. ':‘_ PRy Y i [y . ) .\1 ; ST i’*ﬂv{.{\\‘

Sy i s 14 .
o o) _ | B
A 1 o [} ' . -
No. . - ' - Objectives : L e
. .10 State the support and assistance which-could aid 1 2 3 4 ’
the project director in solving potential conflict.
, 11  State locations where jnformation and help is avail- 1 2 3 4
- _ able for assistance in project. management, ) ,
N &
[3 . .
4 - 3
i- Lo : v ¢ J
- ; L
¢ .
v / a . ]
L
,/ﬁ:; +* [
| - )
N

Directions: VYou are now neady to :

_ _ : begin the four Lessons of the Execu- '
E o ' | tve Ondientation Module. Find the
T : ' - §inst Lesson, Building Convictien,
_and begin neading the introductony
sections.,

I
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Module 1--Post-Test .

15

ability to pernforim each., Now you are to make two estimations: ' Fins
ne-estimate your abifity to perfonm each task before completing this

yowL

| Dirnectiond: Listed below ane the elesdn obijectives of this instructiondl |
-module, At the beginning .of the fLessns, you were ashed Lo estimat

Lnstructional module, £.e., indicate how you now view your pre-instruction
abilities. Second, ‘einele the.nesponse that nepresents. yourn estimation
of your ability to perform that task now,- aftef completing the Ansthucs -

tional module. Use the 5o££ow4ng key:

ect difector in theplanning and opera-
tion of a prOJect o«

" . , | .‘ | \ ';,
22

1 = 1 can accomp&wh this »tcwk-velt we,Ui
' 2 = 1 can accomplish this 6“4h£? w%ZZ
3 = 1 probably-could not do -adequately.
4 = T could noZ do This at all, '
\ " Rem
; ( esponses
. ' . , ‘Before ) After

No, ‘ . Objectives Instruction - Instruction

1 - Define the concepts of project and 1 273 4 1 2 3 4
project management, , I

| < _ N .

2 State the relationship of general man- 1 2 3 4 1.2 3 4

‘ agement principles to project management. ' S

3 Cite exémplés of how the project manage-. 1 2 3 4 1 2 3 4

_ ment system can be and has been used “

v succe5$fu11y in industry and government

4 Cite examples of how the prOJect manage- 1 2 3 4 1 2 3 4
ment system can be and has been used =~ . . '
successfully in the field of education

5 State 1mportant advantages and limita- =~ 1 2 3 4 1 2 3 4

: tions of using a project management . _ S
approach. .

6 State where'project-managémen&.as a dis- 1 :2 3 4.1 2 3 4
cipline can assist in local education ' '
agency (LEA) operations.

' _ ]

7 Create a'plan for implementing a proj- - 1 2°3 4 1 2 3 4
ect management system intg at least’one o / -
aspect of a glven LEA Operatlon el

8 Cite the specific 1nformat10n and. 12347 12 3 4°
guidance input needed to aid the proj- I
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. . | . Responses

. : ' i Before . - After

e - Objectives Instruction  Instruction -
Cite- potent1a1 confllcts ignstlng d 2 3 4 1 2 3 4 .
between the LFA structure &nd project : -
activity which crosses functlon organi -
zational lines. )
State the support and a551stance which 1 2 3 4 1 2 3 4

could aid the project director in SOlVlng

potential conflict. : o oo

State locations where information and
help is available for assistanece in

project management. . - S

$
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" Module 1-—0uallty Control Form

[} L]

s

P e

Digections: Please fake time to an/{eﬂu(’,ﬂg anAwe/L the items 0. Be -

as Ap@uﬁ&c and rhonbugh as you can Ln providing commem:éB A'ugguu'.on}s

fon nevising and .improving the module. . .

L

Pleasd wiite the Last founr digits of yourn Social Se'ewt,c,ty numbejz, on the
Line befow so that the pages can. be Lden/t%wd in the event they become

separated

Thank gou gor you aAAiA,tan'ce. o *

-

1. Indicate your overall impression of the quallty oi this module?

DExcellent E]V‘ery good Dgood DFalr DPoor
2. What is the most positive aspect of this module? _

,J . -
3. What 1is the most negative aspect of this module?
1
4. What suggestions do you ‘have for correcting or mpmvmg ‘this
negative aspect? |
. ;

5.

How well are the 1essons organized and bequenced‘? -
DE:(cellently D Verys well Dwell DFairly well DPporly
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Fiol in the Last four digits of your Social Security nymber - LT
6. How difficult is the mogule‘? . o o
’ -~ DOvery agitticwie - O pigficule s
U.Mocié“rately diffacult .. . DSomewhat_ difficult _ )
:D--Rather ea§y- . T A
57. - What 1is ynur 1mpre531on of the quallty’ of the moclule nﬁnuai" "“ % ‘

0 Lxcellent iy DVexy good DGoqd DFal_{Ij DPoor y
Ca ﬁ"

8. For how many lessons did you view the sllde/(:&pe p_resgnta 1on"?

’ DNone,, D 1 D 2 q 3 .D’"4( \
'-_ g:; f : ¢ |

9. Indicate how helpful the sllde/tape presentdtions were in the mstruc %
tional process for the. Lebsons ,that you viewed them? s 1 *’%

[ Extremely hel.pful : y UQ@ite helpful Eaa i

A, _ . -
* [ very helpful _ [J somewhat helpful 0 \

. : [J vot helpful .
N ' Tww the page and §ollow the Teamination
Instrhuctions. )
\ &
v ' A
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Uppn compte,twn of the Modu,ee 1——QUaLd:y Conmoz Fonm pi’.euuse‘ S 1 .- - P

L 1. Tearn oux the blue Student Inﬂolunat{on Fonm, Modw?.e 1—~Qua.€ Com‘/tot LoD
a -Form, and the four Ledson Quality Conthol ForgmA and Ataple ) I

s ZOQ@C‘!Q/L (one packet, of 6oam¢ fon ea.ch studgnt), . *, '. SR IR
SN ' EE ' Col T

2. Prace the 6oamo An the special envetope ooV ded . S s

3. _Mgi__%the_-e;wdope to: Reseanch for Better Sc.hoo&s Ine. DY
R Suite 1700 S B Loy

\ : [ 1700 Market Street T I
\ ‘.

N ' o Ph,d,ade,&ph,ca, Pennsytvania 19103 T b
oy . : . S >
t o, y - 2’ .ol - - i
. e Ny - - . v . . E . -4
' You have now completed the Executive Orientation Module of the,l T
Educatmnal Pro;ect Management Instructlon System If you deslre more L T
. X
‘__(\\ \ ‘ - - A7
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Module 1--A Selected Glossary of" T

PR E - -Project -Manage‘rﬂant—-Re]ated .Concepts . ' - A-M

: . ot
. W 3 KN
N . _ y . , S . LR

0T ACTION, ALTERNA’I‘E\C(_)URSE OF (ALTERMATIVE) - - T I

A A proposed managément action that may be selectéd ~"1?01""ijnp‘leme;n_ Coe L e
- ¥ . tation to correct a deviation. s ’ ) x
ACTION, CORRECTIVE - o R T
- ' ' ' TP B

T _Mdnagement action that can be implemented to correct the cause of Ty
a- . déViati_On, ' . ' : : . . R ] Lo : . ‘ ) : "~ I' ’S“

[ . . . - ~

r ACI‘ION,,,ADAPTIVE - - ; .. | . _ :
- .. Management action that can be inlple.gnented" to minimi'ze'the effect. .
of a course of action if the cause cammot be corrected. - - o ::

fbanistrarTon - - N

1 . ) o 1

. * - A process involving the execution of management decisions within

| . an organizational framework utilizing pre-established rules for s g
.y ® . decision-making. - T
o 'ANALYSIS - | e
5 : _The process of*breaking a total into it$ constituent parts and . )
. . - examining these parts to determmine their nature, proportion, function, o :
) and interrelationships. - - _ | | L
» ANALYSTS, POTENTIAL PROBLEM - | D . o
. The analysis of problems that may occur when a_selected' course | |
of action is implemented. It involves identifying potential problems,
Jitermining their possible cause and the probability of it$ occurrence,
- ’determining: the action. to prevent ‘the cause or to minimize its effect, ,
. -, and deveéloping a procedure for handling the most serious problems if N
s they occur'. __— . . s
P ‘f The ri‘ght to act, to make decisions, or to command others. ﬁw ' ’ v
L 5 N . . . - . . ' P i .--l oy
- BUMET - R . '_“. o - ) ._\7 556{\)5“

... The ‘expressi‘on in finangial terms 'of—managemen't plans for", fundingn:-,_[i
a project over a specific __Ein‘w period. u s ; .
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~ An exercise develoged from or expr3551ng an éctual condition | | S
- which is used to 111ustrate, practlce, or. re:mforce learned prmc1p1es .
and skllls. : . - | , S

CONSEQUENCBS- . o
" The. negative effects of implementlngjt glven course of action. , S
* They should be identified and the prabability of their occurrence should -

be determined before fu11y accepfing a glven course of action..

CONTROL - -~ . s BN
‘.l
Ba51ca11y a problem-solving process ‘involving ' three steps——problem
identification, problem solution and solution implementation; i project .
: management terms, deviation identification and analysis, decision-ma ing
’ through alternative creation, and selection and alternatlve implementa- - : <
tlon ' - , i

N
4 : . [
) .

COSTING' UNIT (OR ¢OST CENTER)

-

A unit of work,usually a work package or a specific functlon or
task, around which various costs aré accumulated

C_RITICAL PATH -

- The longest or most time consuming pathway within a network of »
various paths relating the activities required between the start and - . RN
flnlsh of the project. \ .

-

'DECISION BOX ‘- _ ' .
| .\ COndltlog or point in a process where a choice is to be made C
between two or more alternatlves , _ S . .

- f, . .

P

' DECISION, GO/NO.GO "y
. The process utilized for accepting or requesting an alternative

o p course of action for consideration if it satisfies and does not satisfy

the '"needs' respectively. , -

DECISION MAKING -

Identifylng and . selectlng from p0551b1e alternatlve courses of
action” the best possible course of ‘action.

e

DETERMINISTIC SYSTEM -

e

- The 1nteract10n of .the components of this k1nd of system can be
predlcted without risk of error if the facts or information which the
system is required to handle are known. The outcome of a detetministic

Yoo ’ ’ . B -«

. i o s . . '
S | 28 .
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system is determined exclusively by the values of the, input and the
fixed process, ' o - S
DEVIATION - = ... . | -

© A difference between a planned situation and an actual situation;”
a project management problem.

DEVIATION, CAUSE OF -

»

The unplanned or unanticipated change in thqgproject that will

" yield a deviation. The effect of a.cause is a deviation.

DIRECTING - o .

Primarily a process of motivating employees to-accomplish their
tasks. It requires the establishment of an environment conducive to
accomplishing- effort. : - ’ - '

DIRECT COSTS -

Costs for those resources obtained especially for the activity

-or project tasks and necessary for its completion.

ENDS (RESULTS AND RESOURCES) - : e |
The first consideration and the objectives in decision-making.

The specification of what one wants to accomplish and. the identifica-

tion of the resources that are to be utilized.
EVENT -

A definable point in time where some action or activity begins
or ends. It is a recognizable instant in time’which does not consume
time or resources. Usually identified in network management systems
by a circle.

EVENT-ORIENTED DIAGRAM -

A chart which visually shows the interrelatedness dhd sequence
of .the various activities or tasks necessary to the completion of a

projeéct where the fact of start or finish of an activity is identified -

by using a circle. ‘
EXCEPTION PRINCIPLE -

Controi by identifying only significant deviations at specified |
points between "what is" and '‘what sEouI& be™ or planned.

EXPENDITURE PLAN -

-

: / ) L8
A set of planned decisions concerned with financial outflow and
answering questions such as: .
A\

.28
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' posal and before the project operational activit

.“/_

A

What: is to be purchased? : ' oy

When is the item to be ordered? - T
Where is the item to be pufrchased? L s ,
What weekly or monthly rate-is to be used for the item?:
How is the item to be purchased? S

GANTT CHART OR TASK-EVENT CALENDAR -

, A tool for planning work-and_reiéting activities to time or sched-
ule. 1In a GANTT Chart, the hgrizontal axis represents time and the
vertica] axis lists tasks or activities to be accomplished.

et R r

GEAR-UP PHASE -

The actlvities involved in the period after aggroval of the pro-

phase. Consists of
bringing together resources necessary to start the project operational
phase,. and identifying and establishing policy and procedures, and
creating the project information system. -

GOAL -

A broadly stated end point to be reached in the future. In the
project, a goal is a collective activity, identified as the end product,
and is at the top level of hierarchial work hreakdown structure. :

© GOAL ORIENTED - S e

Activity ‘that is aimed toward some defined goal.or end product.
i RN A .
HANDBOOK, PROJECT -,

A formal or informal document tontaining basic information about

- project goals and tasks, policy statements and procedures guidelines,

organizational relationships, and similar items for use by project
manager and personnel in day-to-day operations of the project.’

HIERARCHIAL APPROACH - |
* A ranging of systems by complexity. from general to'elemehtary

with the result that a hierarchihl diagram of the systems'and subsystems
resembles a ‘'tree''. .

tion that accomplishment pf specified objectives will contribute to

A ranging of objectives from bfoad. to specific, with the assump-
the attainment of the ne:E higher objective in the hierarchy.

HISTORY, PROJECT: -

VOptional‘infofmal report at end of prqjectfwhich reviews -and
sumarized the major action of the project.

30
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INDIRECT COSTS - | | | L

Costs accounted to a project‘which are often pro-rated since
they cannot be adequately identified with a costing unit. Examples

are heat, electricity, and other genqral facilities which are shared .. ..

with the organization in which the project is housed.

LEAD TIME. - ' .

Thé time between the procurement or ofder of a resource and its
need or use in the accomplishment of an activity. . ¢ .
"LIKES" - '

Those ends or decision-making objectives that are desirable fea-
tures that alternative courses of action may satisfy to some degree.
They are not absolutely necessary and can be ranked or weighed to estab-
lish their desirability.. “

LIMITS -

The allowable tolerance for acceptability of the standards speci-
fied for time cost and performance at project control points. Limits

_ may be either positive or negative or both with respect to the standard"

set.

MANAGEMENT - }

The method of attaining organizational goals by 1) developing
a plan; 2) arranging operations in conformity to the plan; and 3)
creating an environment which is favorable to the perrormances of the
people belonging to the organization. It is a process which involves
a high degree of uncertainty and unprogrammed decision-making.

MEMORANDUM, CHANGE -

A structured document utilizing project planning thinking to aid
in implementing a selected course of action and changes to the project.
' - ) \

MILESTONES (MILESTONE EVENTS) -

Important events identified in the work flow of a project such
that if not completed on .time the project goal will not be attained
on schedule or possibly not achieved at all. ’

MISSION - ' ‘ .

"~ A mission is -composed of several tasks and is itself a sub-goal.

. A mission'is focused activity, or package of work, using a limited

amount of project resources and staff at the middle level in the hier-
archial work breakdown structure. '

31

£

\y,‘

Gy



'-‘Nr‘w!‘:rﬂi-{""ir- e
. )

"NEEDS" - -
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PLAN, IMPLEMENTATION -
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MOST LIKELY' TIME -

The estimated average time needed to complete an attlvity based ©
upon some experiqnce with a similar act1v1ty . : R

, Those ends or decision- -making obJectlves’that must absolutely
be satisfied by any acceptable course of action, )

AY

NETWORK (FLOW DIAGRAM OR WORK FLOW) -

Con51sts of interrelated activities and evénts which must be

. accomplished to reach the project goal. The flow diagram shows the

planned sequences of accomplishment, 1nterdependenc1es, and inter-
relationships of activities and events.

NOMINAL (CODING) - ¥ ¢t

3

A classification of some entity into welirdefined physical cate-

gories where numerical attributes and order are not important to the g ‘

C13551f1cat10n : : , ‘

e

OBJECTIVE(S) - - |

Statements which specify a desired outcome. The statement can
be one which includes a braod area of concern or need or it can specify
an extremely narrow concern. Goal, mission, and task statements attempt
to redefine objectives depending on the extent of concern from broad to
narrow.

OPTIMISTIC TIME - ° \

The time estimated for the completion of an actlvlty when it is
assumed that everythlng will 80 extremely well.

ORGANIZING -

The establishment of an integrated system of authority and respon-

- sibility relationships in which the members know what their tasks are

and how they fit into the scheme and have the requisite authorlty and .
responsibility to accomplish these tasks.

. PHASE-OUT -

& : _
Closing out the project when the objective or end prqduct is
realized or accomplished. . | _ L

A structured document to aid the project manager to implement a
selegted course of action.
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PLANNING -

A process of determining objectives, defining and evaluating.
S alternative courses of action, and selecting the course which will
e most effectively and efficiently achieve the established objectives.

POINT, PROCESS CONTROL -

: - &
" A monitoring point, calendar date, dollars allocated, and per-
formance standard, in the operational process of the project where one
can conveniently determine deviations to control the process.”

PROGRAM EVALUATION AND REVIEW TEGHNIQUE (PERT) -

A mahageﬁcnt sysfem for planning and controlling many activities
related to the accomplishment of an objective in a once-through effort.

w - PESSTMASTIC TIME -
"" i 'J"'.a.Q:i?S" - . . ‘
R The tfh@yestimated for the completion of an activity when it
5 is assumed there will be difficulty, the task is uncertain, or there
L is unfamiliarity with the task. '

POLICY -

_ _A policy is a gencral statemont or rule which guides or channels
. thinking in Jdecision-making. It can be formally stated or a result or
practice over time. '

PRINCIPLE OF EXCEPTION (SEL.ALSO EXCEPTION PRINCIPLE) -

Principle of managcmcnt by\cxception is a method of management

. control by which only those events and/or activities significantly
deviating from plan are brought to the attention of the manager for
action, ) '

PROBABILISTIC SYSTEM - .
Uses statistical analysis of past behavior to predict future
behavior. Less certain predictions than that of a deteministic system.
. < Hiowever, more -systems -can be described in probabilistic terms than in
deterministic ones. - ' '

PROBLEM -

/ .
‘ Deviation from a plan or a variance between what is and what 'is
» desired. - _— - o

PROBLEM ANALYSIS -
The process of identifying and defining a deviation from plan

and determmining its specific cause. : »

/
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PROCEDURE -

Guide to routine actions emphasizing a chronological sequence.
Practices which are so re-current and rout1ne as to lend themselves

to formalized response.

PROGRAM - -~ -

r

A complex of policies, procedures, rules, tasks, resources, and
associated elements necessary to carry out a glven course of action

PROGRNWHED DECISION -

Decisions which are basically repetitive, routine and procedural
and where the decision rule is pre-determined.

PROJECT -

A set .of interrelated and interdependent tasks that have to be
accomplished to reach an objective or obJectlves within time, cost,
and performance specifications and posse551ng a degree of uncertalnty
of how to achieve the goal.

'PROJECT INFORMATION BASE -

A management information system consisting of planned coét,
schedule, performance data used to compare against actuals.

PROJECT DEFINITION -

A process which involves the development of explicit statement
of the project's primary objective goal and the necessary sub-objectives
to reach the major goal. The development of a work breakdown structure
is used as one technique in defining the project.

PROJECT MANAGER -

A )

The one individual who is responsible for the successful accom-
plishment of;a project.

PROJECT MANAGEMENT PHASES” -

Plannlng \\
Gear- up/Implementatlon

. . Operational Control . . s

Termination

ORGANIZATIONAL CHART -

Subdivision of major functlons 1nto smaller supporting functions.
with a delineation of speC1f1c respon51b111t1es and authority for or

at each level.

34
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PROJECT TRANSITION -

The termination of the projd¢t where the results are phased into'

operational use or into another praject. .

REPORT, FINAL - | ST ,

ar

~

A formal report, usually required by the contractor, which docu-
ments the efforts of the project in accomplishing its goals and objec-
tives. : "

k]

REPORT, PROGRESS -

A report describing the giogress of project utilizing the project

# plan to indicate events and dvities completed, to describe the actiy
vities in progress and to reconsider the events and activities in the
future. ’

.
-

REPORT, STATUS -

.. A report that indicates the current status of the'project SO
~ that one can compare it to the project plan. ’

REPORT, TOP MANAGEMENT -

A report to top management for information on problem solution
in the projects containing the following items: description-of the
deviation, cause of the deviation, two or three alternative courses
of action, selected course of action, reasons for selection, and the
action implementation plan.

RESOURCE ALLOCATION -

Translating an approved plan into a schedule by assigning resources
" to accomplish the planned activities during a specific calendar period.
The process of applying resqurces toward the accomplishment of a plan,
procedure, policy, tactic, or strategy.

RESOURCE COMMONALITY TABLE -

A shopping list prepared to identify the total required rEesources
for an activity after the resources had been leveled. " It contains the
follewing column headings: " .
-1} Resource -item description
2) Quantity required after leveling

3) The lead time required to obtain the resource

4) The order date for procuring the resource’

S RESOURCE LEVELING PROCESS -

A process that deals with efficient resource allocations by
adjusting the time for scheduling some activity such that a unit of

35
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- -

resource manpewer, equipment, or material) can be shared with other
_ scheduled”activity so as to permit the purchasing of fewer units of
that resource item. : '

» - ——

RESPONSIBILITY -

The.obligation to use'granted"authority to direct that effort’
witich is necessary to be performed according to plan. - -

~.

SCHEDULING -

: The translation of the plan into a time table showiﬁéfthe.specific
calendar dates for the start and completion of work.

-

v SCORE, SATISFYING OR FITTING -

The score given to an alternative on how well it satisfies or
fits a given 'like".

" SEQUENCE DIAGRAM -

Used to illustrate the interrelationship of activities or events
to achieve 'a goal. The logic used in developing such a work flow se- .
quence is antecedent-consequent logic where one activity or event is
related to another by time. ) ‘

SLACK PATH -

A pathway thorugh a network alohg which actual activity is occurring
dfid requires less time to complete than the most time consuming or criti-
cal path. . : h - :

STANDARDS -

The specification set for time, cost_and performance at control
points. If they are met then the project is procdeding according to

‘_- plan. .

14
An entity, cdnceptugl-or physical; which consists of interrelated -
or interacting parts directed toward some overall goal or purpose. For
management,raﬁlogical-afrangmmeht of interdependernt and interrelated '
parts.-int§ a connected whole to accomplish a specified objective.

ngSTEmmALYSIs - e
| ',.mThpﬂpTOéééswof breakin@’tHQTs}§temhd6@n inte”its interrelated
parts. In project, definition it is an orderly approach for defining
- ' a set-of objecttves ox-goals, for analyzing and describing a given
<" . organization stfdcture using significant factors and .con_muni_cationﬁ\

-
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SYSTEM, PROJECT MANAGEMENT INFQRMATION -

\ - o

and then determining what arrangements of factors and communications
will achieve the desired effect. : .

4

A system that stores and provides management information for
porject .decision-making utilizing the project plan and the project
reporting system. ' - ' '

SYSTEM, REPORTING - : | .

- A system of trahsmitting information_utilizing reports so that
the actual project situation tan be compared to.the planned project

~ situation.

TASR -

A task, or in some cases a sub-task, is the smallest unit of action.
A task is a single activity or an element of a work package which uses
a single ﬁerson of the staff and little resources and is at the lowest
level of hierarchial work breakdown structure. '

TASK-EVENT CALENDAR (SEE GANTT CHART)

Y

TASK RESQURCE SCHEDULE -

A tool or devid® which is used to identify, estimate quantity,
and schedule the resources which support a specific task.

TERMINATION - : - .

Stopping of effort due to a lack of funds, failure.to meet con-
tract conditions, or similar reason, before project objectives reached.

r—

TRANSITION - —

Institutionalizing the end product of a project or absorbing
the ‘effort into an existing organizational unit. " =

UNPROGRAMMED DECISIONS -

]

. Decisions which deal with unstructured, novel and consequential
issues and for which there are no pre-determined rules. L

o
WORK PACKAGE -
A specific job to be accomplished which is usually within the

responsibility of one operating unit in an organization and makes up
one item on the work breakdown structure. :
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Module 1--Annotated Bibliggraphy . ;
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r . - K
Ackoff, Russell. A Concept of Corporate Planning. =N0u;Y05§: Inter-
. science”Publishers, Inc., 1970, ' . T
Although written primarily for the buginess- executive, : -
the basic concepts of planning, controlling, information \/\ =
theory, and‘brganizatignal theory presented.are invalusble to M
any person charged with the responsibility of accomplishing'
objectiveswwithin dn~vrganization. S -

Anthony, Robert, Planning gnd Controlling Systems. xCambridge, Mass,
Harvard University, Division of Research Graduate.School of
Business Administration, 1965. - , - , T .
An easily read® and short resume of the basic concepts
of planning and controlling and how they can be utilized to
develop managemept systéms for most situations. Highly recom-
mended as a basic reference for reading in the planned change
area.. : :
OF

-~ N

_ . . - :
Archibald, Russell and Villoria, Rjchard. Network-Based Management
' Systems. " New York: John Wiley and Sons, 1967.
A detailed description of the application of PERT and
CPM to various situations. Covers the basic elements of net-
- work system, including reporting procedures. - Case applications
are provided. .

Avots, Ivars. ''Why Does Project Mahagement Fail?'' California Manage-
: ment Review, XII, No. 1 (Fall, 1969), 77-82.
. The author outlines symptoms for and six reasons as to
¢ why project management fails when an organization attempts to
- implement the concept. Ten suggestions are provided ghich
will help to insure that the implementation of project manage-
ment concepts will take place successfully.

Cook, Desmond L. PERT: Applications to Education. Washington, D« C.:
Office of Education Monograph No. 17, U. S. Government Printing
Office, 1966. o '
This monograph. outlines the.basic principles-of the-
PERT System for managing research and development projects.
Applications to various types of educational projects along
with suggestions for implementation are provided.

Cook, Desmond L. Educational Projéct Management. Columbus, Ohio: Charles
. E. Merrill Company, 1971 ' -

An introductory text in three parts on the application of
the project management concept.to the field of education. The first
part presents basic management foundations. The second part presents
a detajled discussion of the PACT, a project management model. The
third part deals with implémentation of project management in an .
organizational situation. : |
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Module 1--Technical Assistance Agencies |

[y 1

RESEARCH FOR BETTER SCHOOLS, INC.

. Suite 1700

1700 Market Street
Philadelphia, Pennsylvania 19103

‘ . ot
THE UNIVERSITY COUNCIL ON EDUCATIONAL
ADMINISTRATION
The_Ohio State University
315 Ramseyer Hall
29 West Woodruff Avenue
Columbus, Ohio 43210

!

NATIONAL ACADEMY FOR SCHOOL EXECUTIVES
1201 16th Street, N. W.
Washington, D.C. 20030

EDUCATIONAL PROGRAM MANAGEMENT CENTER
College of Education _

The Ohio State University

216 Ramseyer Hall ~

29 West Woodruff Avenue

Columbus Ohio 43210

PROJECT MANAGEMENT INSTITUTE - ’
P. 0. Box 43 °
Drexel Hill, Pennsylvania 19026

EDUCATIONAL RESOURCES INFORMATION CENTER (ERIC)
U. S. Office of Education

400 Maryland Avenue, S.W.

Washington, D. C. 20202

AMERICAN MANAGEMENT ASSOCIATION
135 West 50th Street
New York, New York 10020
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- ‘Module 1 - b :
_ \\L@sson 1. - : 1.1
- o Lesson 1--Building Conviction

introdugtion to Lesson
1 .
This lesson contains the following items. . Make sure that each
item is present before starting to work through the lesson.,

" Page
A. Booklet for Executive Orientation
Overview and objectlves S B S
Lesson abstract and content outline . . .. .. ... ... L3
LesSSON teXt. . v o v o« v o o o o v s e e e e e e e e e oW 17
Discussion questions .. O B B
Lesson Quality Control Form e e T o X ¢}

B. Set of Color Slides entitled 'Module 1- Qecutlve Orientatlon,
Lesson I--Building Conviction." . -

C.',Lassette Tape entitled '"Module 1--Executive Orientgtion, Lesson 1--
ing Conviction,"

EQUIHWENT NEEDED, The following equipment will be required for this
lesson and you are advised to arrange for their use:

cassette tape recorder
carousel slide projector
projection screen

TIME REQUIRED. The tape slide presentation runs approximately 17 mlnutes.

The total time needed to complete the lesson depends upon the amount of

time spent on the questions provided at the end of the lesson. It is sug-

gested that you allow approximately 10 minutes for each question. * Also,

an additional 15 minutes may be required to read and complete the other
~ parts of the ledson.

]

Tutn the page and head the Overview
and Obfectives.

.Eglg‘ y E # o '_ : 5{[
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]

- Lesson 1--Building Conviction o ;

Overview and Objectives

OVERVIEW _ : ‘

In this lesson the learner 1s introduced to the concepts of
"project" and "prOJect management. " “The advantages and 11m1tat10ns
of the use of project management are d1scussed and successful uses of
project management in industry, govermment, and educatlon are c1ted
Emphasis 1s“pJaced upon the ways that project management can asslst the
local education agency (LEA). In the succeeding lesson the Steps neces-

e 9 : .
sary for installing project management 1n an LEA are specified.

OBJECTIVES )

1. The student should be able to define the concepts of 'project"
and "project management."

2. . The student sheuld be able to cite examples of how project

management can and has been used successfully in industry and govermment.,

3. The student should be able to.cite examples -of how project man-

| agement can and has been used successfully in the field of education.

4. The stndent.should be able to state examples.of LEA effort
which could be identified as projects. : .
- Fhe student should be able to state the 1mportant advantages for
and limitations of using a prOJeCt type management system.
6. The student should be able to state where project management as
a discipline can assist in LEA operations. ‘

" ° ? o

Turn the-page and nead the LeAAon
Abs tract. and Content Outline.

® - ’ : 42 ‘
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Lesson 1--Building Cénviction

Lesson Abstract and Content Outline

ABSTRACT

/ A project is a unique goal~orientéd‘acti§ity which delivers a
definable end product within time, cost, “and performance\Specificatiqns.
Projects have-projéct MhnagerS"who perform”dutiéé and make decisions in
the four phases of pro1ect management——plannlng preparation, operatlonal
contrTol’ and termlnatlon Ofteﬁ sc?gol operations can be restfbctured
such that some act1v1t1es can be treated as projects,while other school
activities may already be prOJeCtS . Project management can ‘result
directly in a hlgher probablllty of accomplishing goals and better knowl-
edge of costs related to goals, and indirectly in improved school commun-
ity relations.

CONTENT OUTLINE

A. - The goal of this course is to orient the learner to project manage-
ment and project management capability.

B. Introduction to the training module
. . N -
1. The characterizations which coordinate the written material
with the illustrations #are introduced.
2. The general nature of the other lessons in the module is pre-
sented.

C. Definition of a project ~
1. Project is a unique goal- -oriented activity which has uncertainty
about the path leading to the goal and which delivers some
definable end product within time, cost and performance speci-
fications.

2. Activities in the schools which are not piojects are identified.
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3.

1.4
The following are examples of projects where a tomplex activity
was managed and where the project goal was realized.

a. Polaris missile project and Program Evaluation and Review
Techniques (PERT? development.

. -Apollo space project:

World fair sites, expositions, and Disneyland

Chevrolet's Vega product development project

Familiar Title 1 projects under federal LSEA Bill of 1965

Northern Virginia Technical College development project

University of Toledo teacher program development project

Numerous school building construction projects.

SR Lo o

D. Management of projects ip a local school agency

1.

Description of project management J

a. Projects have project managers who perform project duties
such as planning, integrating, evaluating, implementing
and making decisions. Project managers' skills include
goal sctting, planning, time estimating, scheduling, resource
allocating, budgeting,; directing, and controlling. .

b. The four phases of project management are: -

- Planning ' _ ‘

- Implementation .

- Operational control

- Temmination or transition ,
School operations can be restructured such that some activities
could be treated as projects once the rationale for doing the
restructuring is justified. Such a restructuring results in
the following:

-a. Forces the local school district to ask: What it wants,

how to accomplish, what possible levels of performance, \
what items not desired, what milestones, and what is to

be delivered,

b. Yields an examination of clements of the school program as
related to goals, on sequenced plans, on resource alloca-
tion plans, and on orderly-timely control of activity by y
comparison to plans.

c. Higher probability of accomplishing goals.
’ | ]

d. Better knowledge of costs related to goébs.

)

e. Leads to necessity for {urther delegation of authority and
decision-making power. .

~

a2
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fi. Requires integration of both a functional and a project-
’ .. type management system, v

g. Demands the dcquisition of well-qualified project managers
exactly when needed.

4.—

h. “Successful school operations' across the various projects
rests heavily upon ability level of project managers.

i. School activities could be described, managed, adjusted,
. and evaluated, using cost effectiveness measures if the
total activity is separated into segments and treated as
projects.

A

E. Public relations benefits when project management is used by LEA
1. Schools are receiving pressurés from the community.

2. Reports to the conmunity have not answered.the serious questions
being raised. :

3. Conducting school operations by project segments would provide

Teports ags informatign for answering the questions. b

Turn the page and proceed
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" Lesson 1--Building Conviction

Instructions ' . :

\

— - .
f\\ Set up the necorden, projector, and screen.

2. Place the carousel sfide txay fon this Lesson onto the projecton
and advance the tray to the start of Executive Onientation--Lesson
One. ' . b

3. Place the cassette tape fon this Lesson into the neconder and
rewind to the rewind stop, . i

4. Stant the necorder and advance the s8ides with the "change tone."

sk

pt




Module 1 ’ 1.7
Lesson 1

Lesson 1--Building Conviction .

Lesson Text

Introduction

The purpose of this module is to introduce you to project management and

the.benefits it can have for a local school district. This first lesson dis-

cusses the concepts of project and project management, the role of the project
manager, and the advantages and disadvantages of adopting a project type of

operation for certain school programs or-activities,

Characteristics of a Project
) What is a "project'? The concept of a project can be understood by ex-

amining some of Its Maip characteristics. A project is an activity which is

. " \
goal oriented, involves some uncertainty about the manner in which it will be

-

accomplished, has a finite life span and a cost limit.
1

An activit} that is goal ‘oriented is one that ié aimed toward some ident-
1fiable end-product otlcupubil}ty. ‘The end-products, or capabilities, of
projects are such that they can be defined in enough detail (performance s%fci-
txcatxbns) to enable a purrnc\pant in the project or an outside auditor to -
easily understand the deb1xed outcome of the project and to evaluate the degree
to which that outcome has been attained.

Uncertainty iS a mgjOr characteristic of projects because they are usu-
ally a unique or oncc-through‘kind of effort, and often there is uncertainty
about how the goal will be accamplished: The Amount of uncertainty varies
from project to project depending upon such factors as the uniqueness, of the

effort and the lnherent complekity of ‘the overall project task. Staff in- .

experience may also result in uncertainty.

’

7
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»
Having a finite life span means that an activity poskesses a beginning

and an end. Thus, a project has specified start and completion dates and,

consequently, can be thought of as a temporary effort. This aspect of

projects has led many experts in the field of management to refer to pro-

jects as temporary systems in order to distinguish projects from non-pro-

jects. On-going activities which do not have specified start and completion -
dates are referred to as ''functional' activities or ''permanent systems."

The project goal must be achieved within a specified cost limit. Pro-

: jgét/éfforts involve the use of resources such as time, people, facilities,

: materials,_eqdiﬁnwmx and services. These resources are usually translated

: hoo T | .
1to dollar amounts in a budgetNggzaﬁéﬁt*whighﬁspecifies the project cost

limit that is not to be ‘exceeded. =

Thus, to be a project,. an activity myst have thg féllowing character-
istics: a specified goal to develop an end product or capability, some un-
certainty about how the goal is to be achieved, start and completion dates,

and a cost limit.

'Various activities of an overall school program®*Can be compared with

~ each of the above-mentioned characteristics in order to identify which are

projects and which are not. Such a comparison-is presented in Figure 1.

kY

Project Examples

-

Occasionally educators ask, 'What is so desirable about a project-
oriented approach to conducting our activities?'' or 'Has project managemeni
been successful?" _There are many examples in govérnment,.industry and educa-
tion where the project mode of operafion has resulted in the successful ~

completion of a complex goal. In most cases, the major factor contributing

148
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Figure ¥1

Clasgificatipn of Sample School Activities as Projects or Non-Projects

Project ' SR
Characteristics "
I =
o
8 g |
g ..H
e}
Q
: ~
Activity ' gel g _ é? .
. Descriptions rﬁ% g-d > "
) A g 31 . 'g 'g
e K | or={ or
q:«,é‘ o’-t‘c wal 7
g2l €8 S 1%§ ¢
55 54| 2|35 3
*Development of Plan for School Yes | Yes | ves Yes‘ Yes

Desegregation

School District Payroll, Yes | Yes | No No Yes

Operation S
*Implementation of New Math ' _
Piqgrmh\\ Yes | Yes | Yes {Yes | Yes '“ﬁr'
. ~~
*Construction of New Open-Space vos | Yes |Yes lves | Yes

Elementary Scheol

Iwelfth Grade English Literature
Program - Yes | Yes | No No Yes

F

* Classified as ''projects' since they possess all of the necessary char-
acteristics.

49
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to the success of the goal has been the use of project management techniques.

For example, the Polaris missile program which placed deterrent missiles

abodrd submarines. of the United States Navy was treated as a project. The
project manager was %Qﬂ?h auihority to select his staff and to cross func-
tional lines of many*ggvennmnn:agencies in order to assgﬁsle resou;ces;
"He and his project planning group further refined the-goal, specified mig-
sions and tasks, develbpéﬁ a time schedule, reviewed and eva%yated their
efforts, and revised tbeir original plans in order to achieve.a complex
goal. ' . |

Another example is tﬁe Apollo project, a part of the NASA Space Pro-
gram. The late President Kengg%z gave the project the goal of putting a
man on the moon prior tdbl970. The staff planned the various missions, es-
tablished a time schedule, continually reviewed and evaluated their efforts;
euﬁlnbdified their original plans in accomplishing the mandated goal.

.An example of product development in industry is Chevrolet's Vega,'a
small car which entered the market in the model ye#r~1970. A project man-
ager obtained his staff from the parent company. This prbject team made
plans, established a térget date, set performance standards, reviewed.and
evaluated their efforts, and put the product on the market on Schedule.

There are also examples of projects in the field of education. The
i

most familiar educational examples resulted from the Elementary and Second-

ary Education Act of 1965. Specific sections; such as Title I or Title 11,
. specify requirements for a project plan, periodic evaluation,|and for re-
viewing and reporting project efforts. This act has made it pesséible for

many school districts to obtain funds with which to plan and conduct pro-

yh
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jects with specific goals, for example, to provide remedial and dropout
programs for disadvantaged students, infroduce innovative prdgrams or .con-
duct staff development programs.

Another example is the Northérn Virginia Technical~0011ege whose devel-
opment from conception to operatioﬁ was viewed as a project. A grant was
pro&ided to assist in the planning, construction and,furnishing of the phy-

sical 'plant of the college, as well as for constructing a curriculum, detail-

. ing course content, writing a catalog and securihg a faculty to instruct

%)
the first 500 students enrolled.

tion Specifigations for a new, comprehensive elementary Eeacher education
program by the University of Toledo. This project had éSSpecified goal,

and the work was completed within a time schedule, cost limit and at the

‘pre-determined level of performance.

The Management of Projects

We have now defined and illustrated the concept of a project. Next,

‘let us consider the management of a project. There are several character-

istics or techniques involved in the management of projects. For example,

a project has a project director, often called a project manager. His job
K2

begins in thelaroject planning phase and ceases at project termination.

Activities or programs which are not projects are directed by people often

designated as program coordinators, supervisors, administrators or directogé.

Such positions are usually continuous and do not terminate at a specific

!
point in time,
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[

The. management of a project can be discussed in terms of four basic

phases_of operation corresponding to the life span of a project. Tlese
. " \7‘

: . . /..
phases are project planning, project preparation, project operatiofs and

/ AR

| - . N
project termination. The project planning phase includes defining the

project, detailed planning of work flow, [determining schedules and resources,
- 4 ' ‘
and calculating costs of materials, services and manpower. The project

2

preparation phase consists of acquiring equipment, personnel and materials
and organizing them so that the project can begin as plamned. Project
operations is concerned with carrying out project tasks and with those ‘

activities which are aimed at detecting deviations,-analyzing the prdblem

* causing the deviation, making decisions in order to eliminate the deviations,

and implementing those décisions to insure project success. The project
termination phase includes those activitied which deal wi£h ending the
project. . This phase occufs after completion of the gogl and involves trans-
ferring records, equipment, facilities and people to other projects. Each

i

of these phaség is discussed in more detail in Lesson 3.

! . |
Role of the Project Manager

.The most important feature of the management of a successful pfoject ;
is -the managerial ability and style of the person in charge. The role of.
a project director involves manageriél duties, such as planning'and inte-
grating the activity of people and eqﬁipﬁent, evaluating and making de-
cisions affecting the project process, and implementing the decisions.

> \ : )
The project manager must develop skills and knowledge in the perfor-

mance of his duties. These duties include: time scheduling, fund alloca- .

<

SPE ‘.
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tion, resource allocation, planning specific work schedules,‘delekatiﬁg

%Y

1.12

responsibility, evaluating and reviewing results, dirécting others and con-

/trolling the work.

N

Appiication/of the Project Concept .

Certain on-going activities or programs, existing in local school dis-

tricts can be redefined as projects, and benefit as a result of this re-

definition. Some examples are curriculum or textbook selection, staff

academic programs,”

<

. orientation and development, and the development and implementétion of new

. ' .There are many important advantages to using the ﬁroject approach in

a local school district. Redefining an activity as a project forces the

local district to ésk; "What do I want to attain? How do I want to/accomp-

lish it? What are the possible levels of performance? What is not to be

included? What are the milestones? What is to be delivered?

i

When the local school district answers these questions, it is examining:

in detail the elements'of a program in temms of its goals. In this m&nnef

the efforts of the local school district are also focused on plans which de-

tail the time sequence for various actjvities, plans for allocating resourtes,

cdmparing them with the plan.

. specific performance outcomes, and an érderly, timely control of efforts bﬁ

There are some problems associated with the initiation of projects 31

. | '
the local school district setting. Project management cannot be .applied to

all activities of the district, becaus¢ some activities tannot easily be

[N

defined‘in terms of a goal, a sta d stop time, and an end product. The
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introduction of a project management system into aﬁ existing school dist;ict
functional organization may requlre a more camplex organizational structure
than currently exists. Such a change, like most oéﬁanizational changes, may
be perceived by some individuals as an infringement upon their authority and
trigger feelings of anxiety and insecurity. It is also difficult at times
to obtain qualified project managers for each project exactly when needed,
There are, however, many advantages for school districts in a commit-
ment to a project management mode of operation. Project management requires
> \top level management to delegate aufhorlty and dec1510n maklng to a greater
number of subordinates, while the superlntendent maintains overall responsi-
‘bility and accountability. This delegation of authority and.ﬂecision-making
can result in significant staff growth and develobment and in the creation
of a Yeservoir of more capable pebple within the school district,

Project managemeht can be used within tite district to improve the effect-
iveness and efficiency of the inﬁlementation of a wide range of goals. Pro-
ject management can spotlight resource needs for the support of a wide range
of school prbgrams. It can also strengthen,the evaluation function by more
clearly specifying the performance being sought. The pfoject management

*\ ‘process permits examination of the deviation of operations from their plans,
and- thereby makes it possible to more readily identify potential problems
that may arise during the -operation of a program.
‘The accomplishment of planned goals, with cost awareness, improves tﬁe
relatiéns‘of.the school with the community. The public e&ucation system has
been under increasingly sevére attack. 'Schools have often not been very

successful in 1nform1ng the publlc ‘about the goals of their projects. Very,

often the school dlstrlct issues a report to the community which tells how -
’ 0 N
O ‘0 . . & . B . O 4
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many students-are enrolled, how many employfies there are, how much moner

has been spent:per student, how many new cldssrooms have been built, and

so forth. These are all input measures.

»

With project management the school district can define the%goals of its

projects in terms of output performance, i.e., achievements. With project
management we can focus on -goals, relate costs to the achievement of those °
goats, locate the responsiEle persons,:and use project reports to substan-.

fiate our claims to the community. This is fully realized when many of a §
school district's act1v1t1es are separated into approprlate segments and ’
treated as projects, and when the cost of each segment can be analyzed. If
activittes and.achievements are evaluated for the district as asyhole, then

it can be shown to all'tnat the'variou5'school system operations are being S
d1rected in a de51red fashion toward an overall goal . |

A\
A prOJect management capability in’a local school district also allows

<+

for those activities;which can be conSidered as projects to be evaluated in
terms of cost, effectiveness. If project management efforts prove successful,
the school system can subsequently.use those experienced project-managers,“
andfresulting project experience,‘to conduct other activities of the local
school’ district as prOJects |

An effectlve project management capability thus allows the local school
to benefit from clear goal statements, to generate detailed plans specifying
t1me resources and performance, and to develop an orderly rev1ew and control
of prOJect efforts with respect to the project plans. A local school can
establish a management capability to deal with complex prOJects,\lf its top -

(-) . f
management is committed and willing to ‘support the facllltatlng organization

f— e
b

and procedures which identify a project management capability.

_ | - Tumn the page and nead the direc--
' - ‘ tions fgon the discussion questions.

55 °
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e Lesson 1x-Building Conviction
Discussion Questions

.

Directions: Given befow axe a series of discussion questiond. They
may be used in any of the §ollowing ways.” 1L (s suggested that you
allow approximately 10-minutes fon each q Lon. o

1. The student working independently is to contemplate the
discussion questions and write down an olitline of the answen.

_ , 2. A ghoup of students who have completed the Lesson should seleot
_ . ardiscussion Leaden, discuss the questions, and thy to obtain
% consensusd of opinion on the questions. Co

3. A Leader and a group of students aften completing the Lesson,
o _ will purdue the discussion topics attempting to obtain con-
- sensus of opinion on the questions.

e

1. Can you name ‘three on-going activities or work efforts in your

' school district that fit the definition of a project? Why are they
"'projects''? Can you name an on-going program in your school dis- .
trict that is not considered a 'project"? Why is-it not a '"project'?

o 2. Can you name an on-going activity or work effort in your school dis-
trict that could be rc-oriented as a“project? What might have to
be done to re-orient it as a project?

A o J

Dirnections: After you have §inished
consideration of the questions above,
please tunn the page and complete the
. Lesson Quatity Control Form!
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Lesson 1--Building Conviction - :

Lesson Quality Control Fomm

Dineetions: Please take time to canefully answen the four questions given
beLow. VYowr answerns wilt provide valuable information forn the rev.ision and
(mprovement of this Lesson, Feel gree to write additional comments ox
necowmendations on the back of thdcs gonm. Your nesponses will be kept -
strietly confddential. Please wrnite the Last four digits of youn  Social

Secund ty numben on the Cine below so0 that the pages can be Ldentified in
the cvent they become separated

Thank yow fon youn ass s tance.

1. Indicate your overall impression of the quality of this lesson.
Excellent Very Good - Cood Fair Poor
2. What do you feel 1s the most positive aspect of this lesson?

3. What do you feel 1s the most negative aspect of this lesson?

4% What would you suggest to improve this lesson?.

’Tunn the page and ﬁnocccd

-

: 5 ~
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Lesson 1--Building Conviction

Termination Instructions : g -

upJR completion of the Lesson Quality Control ?o&m, you anre to:

Tear out and staple the pages of the Lesson Quality Control Form,
Place The fonm in the special envelope provided. ‘
Mai¥ the envelfope to Reseanch fon Bettgn Schools, Inc., Suite 1700,
TT00 Market Street, Philadelphia, Pennsylvania 19103.

This Lesson on building conviction 48 now completed. Llesson 2
entitled "Onganizational Structurning" s the next Lesson Lin the
sequence; you are advised to Locate the Lesson and read the intno-
ductonry pages. M

o




‘MODULE ONE _
PROJECT MANAGEMENT EXECUTIVE ORTENTATION

Lesson* 2 -- Organizational Structuring

Project Management Component
Administering for Change Program
Research for Better Schools, Inc.

1700 Market Street '
Philadelphia, Pennsylvania 19103

May 1973

——

ts



. ~  Module 1 |

Lesson 2 ) : ' 2.1
PR P .“
Lesson 2--Organizational Structuring

Introduction to Lesson

¢

This lesson contains the following items. Make sure that each
item is present before starting to work through the lesson.

&

m~ 3 . Page

A. Booklet for Executive Orientation
Overview and objectlves . ' C e e e s e 2.2
Lesson abstract and content outllne* e e e e e e e e e 23
Lessontext . . ., . . . .. .. .. 0000 i ... 2.6
Discussion questions .. .2.12
Lesson Quality Control Form .2.14

"B. Set of Color Slides entitled '"Module 1--Executive Orlentatlon
Lesson 2--Organizational Structuring.'t

(]

o«

C. Cassette Tape entitled ”Modulc 1—r1xecut1ve Orlentatlon Lesson 2--
: Organizational Structuring."

. EQUIPMENT NhFDED The following equipment will be required for this
\ lesson and you are advised to arrange for their use:

cassette tape recorder b
carousel slide projector
projection screen ‘ N

TIME REQUIRED. The tape-slide presontatlon runs approximately 12 minutes.

The total time needed to complete the lesson depends upon the amount of

time spent on the questions provided at the end of the lesson. It is sug-.

gested that you allow approximately 10 minutes for each question. Also,

an additional 15 minutes may be requ1red to read and complete the other
»  parts of the lesson.

Turn the page and read the Ovenv4@v
and Objectives.
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Lesson 2--Organizational Structuring

Overview and Objectives

OVERVIEW_ .
The previous lesson introduced the eierging concept of project
management in education; thq_advantages and limitations of grdjectu
management ; and the potential payoff for the feorientation of activi-
ties in school districts. o,

This lesson deals with genéral management. concepts and changés

of management structure and practices required to adopt a project man-

agement capability. The next lesson deals in greater detail with the
. : N ‘

four-phases of project management and amplifics the requirement. for
w ¢ ’

@

. school system support of the individual projects.

OBJECTTIVIES
1. The student is to be familiar with the definitions of "man-

!

agement” and the general functions of planning, organizing, directing,

-

and controllingl
] 2. The st&&vnt is to identify the patterns of organizatiohal
structure for the incorporatioh of project ‘management in local school
dis}ricts. ‘
~ 3. The student is to cite the necessary clements for installing
a project managemonf capability within the local school district.
4. The student is to identify a plan fbr implementing a project

management system into a local school district.

Twin the page and nead the Lesson
Abs thact and Content Outbine.
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e Lesson "2--Organizational Structuring ,

\ ) Lesson Abstract and Conteﬂ&_Outline

ABSTRACT* ’
) The management organization of a local school d1str1ct is
examlned using general management terms.

Three types of organizational structures are presented in con-

junction with an examination of the changes needed if a projéct man-

agement capability is to be effectively utilized. School administra-\

tive personnel are encouraged to show conviction for pro;ect manage-
X ment capab111ty~ ‘
CONTENT QUTLINE |
A. A number of considerations in utilizing project maﬁagement aré ,
required by the school district administration.

1. General management concepts are used in project management.

a. A subordinate- quperlor managerial relat10nsh1p is common -
to all types of management.

b. The school district should create a work enviromment that
is conducive to effective Wbrk.

c. The concep; of getting things done through people is an
important one to empha51ze

2. Several functions of management delineate thé total management
effort. These are:

a. Planning
b. Organizing
C. Dirécting (motivating)
d. Controlling
B. Projects operate within a local school setting.

1. The placement of projects in the local school district can
take one of several forms. These are:

&
r

Rl
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a. Sepatate organization,

- : b. Vertical or centralized placement, or

L]

Cc. Horizontal or decentralized placement;'

2; Each type of project placement has advantages and disadvantages
and staffing variations.

C. The existence of a project*&anagement capability in the local edu-
cational agency requires personnel and resources to: ¢

1. Identify projects

2. Develop proposals
[ -
3. Carry out proposal/projects

4. Establish project management procedures
5. Provide a center for project management information

D. There are several considerations for installing a.project management
capability into a local edycational agency.

1. The school district shopuld determine a goal or principle for its
project management capability. :

2. There needs to be a recognition of the value or need for. the capa-
bility. :

3. There must be commitment to project management on the part of
top management. "

" . 4. All operating levels of the school district should be receptive
' to the required changes. ; '

(2]

5. The local educational agenmcy must become flexible and adaptable.

6. There is a need for training persomnel in management techniques.
A
7. An evaluation of the program's effectiveness is based on clear
~goals or objectives.

8. Project management policies and procedures need to be developed.

E.  Knowledge:of project Management and conviction that project manage-
ment is the most effective means of providing solutions for change
in the local cducational agency is needed.

r

Turn the page and proceed ‘
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Lesson 2--Organizational Structuring o L

Instructions

~

1. Set up the neéondén, profecton, and scheen.
2. Place the carousel slide thay fon this Lesson onto the projecton

and advance the thay to the starnt of Executive Onientation--Lesson
Two. '

3. Pldce the cassette tape for this Lesson into the neconder and
newind Lo the rewind sop.

4. Starnt the necorder and advance the sfides with the "change tone."

[r-

g
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L . s ) " Lesson Text
Introduction

The previous lesson introduced the concept of projéct-management and
discussgd _its potential- for education. Proper use of the concept will re-
;uire some adjustments in our thinking. This lesson will indicate some of
these needed adjustments. We will pc;int these out by looking at three gen-
eral areas:. a re\;igw of management and its functions, the location of
projects within an organization, and thé requirements for-developing a

-

project management capability in a local school district.

. ) ‘ \
hhnagemqnt Functions - \ﬁ

I

{
In order to have a working understanding of project management, it is~-

essential to develop an understanding‘of the concept of manaﬂgemenf. To de-
“
" fine management and its functions, an assumption is made that.a formal organ-
@ izati?n‘b\f‘\superiorr-subordinate relationslllips exist. In this frmnework,

. management 's ovei;all function is to create an environmefit which will facil- .
itate the aqhievément of orggnizational objectivés by prO\;idihg‘”'those -
conditions which enaBle employee$S to work effectively. ' ﬂ

| Man’-éggment' deals with de‘cision-making in allocating resources and
directing the actions of people toward the attainment of desired ends by
using the best possible means. You are managing when you ﬁla.n, organize,
direct, and control the use of resources and human efforts. These four

le

basic activities form the functions of management.

\

<
¢ Project management, which incorporates the basic management functions

— is, therefore, the process of making decisions about the accomplishment of

o - ‘ 65




ey
W

" ful and workable, . S | s

Module 1 o B . 2.7
Lesson 2 . : .

[g

<

a project goal through the execution of a temporary effort characterized
by time, cost and performance specifications.

Managers, whether they be heads of governmental agencies, college deans,
department heads, superlntendents or pr1nc1pals are all engaged in getting
thlngs done with people Managers perform the same funct1ons regardless of

their level’ 1n the organlzatlon or the type of enterprlse they are pursu1ng.

Only the technigues of applying the functlons are modified from situation
y PS . . -

¢

» to situation.

~

The most typical, or-accepted, method of classifying hanagement'fUnc-
tions is to group them according to the activities of planning, organiaipg,
directing (or motivatiﬁg),-and controlling. It is often not possible to
place all management functions-néatly into jus£ one of these-categories;
since they tend to overlap; however, thi¥ cla551f1cat10 1s generally he1p~

‘Planning involves making a set of initial decisions about the optimum

allocatlon of resources to a set of tasks de51gned to attain speC1f1c de--

sired goals. It consists of the act1v1t1es of $ett1ng goals, delineatlng

work, establishing the work flow, determlnlng the time and resoprces Gmoney’

u

and manpower) required to achieve the goal, costing the resources, and pre- ’

paring a budget.
Organizing 1nvolves arranging selected_peOple in patterns of relatlon—
hlpS relative to authority, responsibility, rolos and accountablllty in
order to facilitate the-accomplishment of desired goa§s. It also includes
recgﬁiting, selecting, training, and asalgniﬁg persons-to accomplish those

activities. This sub- fUnctlon of organ121ng is called staffing. Organizing

is also manifested in the pleparatlon of p011c1es procedures, and practlces

L o 66 .

Co P



Module 1 , | S 2.8
Lesson 2

related to project operations.

Directihg-involves the employment of diverse fOrmé of humén interaction
so as to lead, motivate aﬁd guide people in the performance of their tasks.
It also involves guiding’ and supervising subordinates who fequire clarifi-
eétion of assignmenté, guidanceﬂtoward improved performance, and the motiva-

tion of pebple to enable them to achieve the stated goal.

Controlling involves the detection of deviations between what is planned

¢

and what is actuaily happening, the analysis of the deviation, a proposed
solution, and the implementation of corrective action to insure the success-

ful accomplishment of the goals, The controlling function is exercised

through an iterative pfbblem~solving process. !
Occasionally, there is concern about the order in which the functions

are, o}-should be, performed. Planning is generaliyﬁconsidered first, while

orgamizing, directing and controlling foilow in sequence. In pfaétice,'the

functions are‘carried out concurrently. Furthermore, the functions overlap,

o

so that a manager is often performing several functions simultaneously.

~
~ ¥

Let us now look at how projects are placed in the organizational structure.

. t
———aa o

IS

Organizational Placement of Projects

4

In order to achieve objectives, carry out plans, and make it possible
for'people to work effectively, there must be a ibgical scheme of activities
and authority. Normally, major school district activities are functionally

sorganized on equal levels of.authoyi%y and their directors' are resp;nsible

to a single superior autho?ity. This type of grouping is generally known

as a functional organization. FEach unit in the structure deals with one

function, or area, of activity, such as curriculum development, personnel

. | : ,87

#
i

!
v

H

5



' Module 1 . | | 2.9
3 Lesson 2 ‘ .

selection aéd deveiopment, educational operations, or busiﬂéss services.
’ Bach function contains staff and line relgtionships'ﬁithin its own area of
responsibility. - A ) .. S ]

Within this typical organizational structure,'theré are three general
patterns of project placement: separate orgahizational placemént, vertical
or centralized placement and horizontal or dccentraliced placement. |

In the separate organlzatlonal apprqach the pro;ect 1s aperated as a
major activity in the way that 'the other major functlonal llne groups operate

.(The proﬁect is independent of other functional departments and 1S~con51dered c
self-sufficient with regard to project requirements. S{affhngfis providéd by
transferring personnel from.other departments, by hiring personnel from
other departments, or by hiring personnel from external sources.-

. Figure #1 111u5trate% this type of project placement. . . o

The advantages of this type of organizational placement are,f}hat‘the
project director has direct control over all the dimensions of the project,-

\}'s the main.line of authority leading 1jrectly~to the chief execd%ive of the

.local educamlonal agency , cnd is the fqgal p01ntqcf project accountablllty
and information. Thé maJor limitation ngfhlb placemgnt 1s that the staff
can be dlssolved upon completion of t@e,&mOJect Consequently, some valuable, °

- tralned specialists can be lost. " ;

The vertical or céntralizéd pattersyis one that puts the project within
an exisfing'line unit or department. The majority of the project stqff,‘thén,
are drawn from that department. Figure #2 illustrétes this type of project
placement.

The advantage of thlb approach 15 that the 11ne5 of authority and respon-

sibility are well deflned and known to all persons worklng on the project.

68
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. . School District Superintendent -
S ‘ . " X
' Program Qurrdiculum X Business Projects
. Operations & . d Instruction ‘Services ) A, B§C
! - e
. \\ ' »
- ‘ .
\ Figure #1--Separate Projéct Placement v
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The limitations are that the functional department may or may not have the
e Y

numbers oy types of staff required for work on the project, and the number

of projects can often increase in size and power until they reach the level

of a major department.

The decentralized approach to project placement involves superimpdsing

it upon the existing structure, with its established lines of responsibtlity

and authority. The project tasks are asbigned to personnel who remain within

their departments or functional units. The project manager, however, is re-

i

sponsible for the completion of the work which cuts_horizontally across the

- vertical organizational structure. Figure #3 illustrates this type of pro-.

ject placement.

The primary difficulty in this approach is that the project manager

1

often lacks direct‘authority over the functional areas in which the project
tasks are accomplished. Consequently, the functional personnel will generally
respoﬁd first ;q the neéaé of the functional authority. (i.é. their direct
supérior) and ‘only second to Hhe project authority.

; Th&nplacement.o[ projects with a, local educatfonal dgency is not nec-
essarily limited to these thfee patterns, since 0rganiza£iona1 grouping of

activities and personnel arc seldom the same in all local school settinés, but

these are the three patterns most ofteM encountered.

‘

Deyeloping a Project Management Capability

" Having considered patterns of project placement, let us now turn to

]

what it takes for a school district to have a project management capability.

Simply ‘stated, having a project management capability means that organiza-

tional structures ‘and processes are establiﬁhed and operating in such a manner.

~
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School District Superintendent
[ [ ]
Project Program Curriculwn ' Business -
Office Operations and Instruction ‘Services
Project
A X X X
Project
B X X
Project
C X ¥ X

X=Assistance from Functional Department

Figure #3--Horizontal Project Placement
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that'a'number of.activities-(nominally called ”projéﬁts") can be adequately
planned and executed simultaneously and on a continuing basis. Operationally,
this means that there is a defined organizational centet, with persqﬂhéi who
can 1ﬂé;tify projects, develop management plans for reaﬁh{ng'sbecified-ob—
jectives, and assist in conducting several projects simultaneously. The devel-
opment of a project management capability as defined above réquirés that a
school district address.itself to several important considerations such- as
those listed below.

1. Stating objectives, or purposes in such a way that the. effective

—
attainment of desired outcomes is promoted.
2. Securing'orggp&gezional commitment as evidenced by resources al-
locations commen5u;ate with the effort required. -
3. Securing staff acceptanse_through involvement and participation.
4. Satisfying the nced for training to develop understanding and
competencies.
5. Developing policy and procedures to support project operations.
0. Establishing organizational structures to facilitate prllect man -
agement system activities.

7. Supplying a means of assessing project value, impact and signifi-- )

cance as they relate to the school system, as well as to the

operation of project activities.

Summagx

""Management'' involves thg\.ﬁecution of the basic functions of planning,
organizing, directing and controlling. The three most frequently found pat-

terns of project location in'an existing functional organization.are separate,

. 7
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verti¢al and horizontal placement. Having a project management capability

means that the organizational structure has a continuing capacity to deal with -

[}

those types of activities commonly referred to as projects.
]

To achieve this end requires that key personnel on all levels of the

organization be familiar with, and be able to apply, project management skills

to project-type activities.

Turn the page and nead the directions
gorn the discussion questions.




Module 1 ) .
Lesson 2 2.12

Lesson 2--Organizational Structuring

Discussion Questiens

o

‘
o

Dinections: Given below are a series of discussion questions. They
may be used in any 09 the. goLllowing waz 1t (s suggested that you
allow approximately 10 minutes fon each question,

1. The student working Lndependenf§y 48 to contemplate the
© ddscussion questions and wnite down an outline of the answer.

2. A group of students who have completed the Lesson should
select a discussion Leaden, discuss the questions, and thy
to obtain concensus of opinion on the questions.

3. A fLeader and group of students aﬂten completing the Lesson,
will pursue the discussion topics aitempt&ng Lo obtain con-
census of opdnion on the questions.

- |
. — 1 - '

1. The management cycle .is said to include planning, organizing, directing
and controlling. Does this destription adequately explain management
activity? ' :

2. Discuss the advantages and limitations of vertlcal horizontal and
separate ‘organizational placement of a particular prOJect in your school
district. Which typc of placement would be best for the project, and
what are your reasons? .

3, What are some of the considerations and actions that require the attention
of school executives in order to realize a full project management
. capability in a local school dlstrlct? Discuss the relative importance
of. these actions.

Dinections: Affen you have fincshed
onsLderation of the questions above,

™ nlease turn the page and complete the
Lesson Quality Control Form.

L
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Lesson 2--Organizational Structuring

Lesson Quality Control Fom

e e

Dinections: Please take time to caregully answer the four questiops given
befow. Yowr answens wilf provide valuable .nformation gfon the revision and
improvement of this Lesson. Feek gree to wndte additional comments or
wecommendations on the back of this gorum. Your responses will be kept
strictly confidential. Please write the Last fourn digits of youn

- Socdial
Seewnd ty numpben on the fine befow s0 that the pages can be identifdied 4in
the cvent they become separated

Thank youw §orn youwrn ass.(stance.

1.

Indicate your overall impressiomr of the quality of this lesson

N\
[N

7/

Lxcellient

Very Good Good

Fair Poor

2. What Jdo you feel is the most positive agpect of this lesson?

A
*
3. What Jo you feel 1s the most negative aspect of this lesson?
£ .
- i l o, -
..'Z?,, R e .-.-:f _
" . - T h:;?ife’ i ‘
L . B ‘ . SL-K ~ A
) ‘.‘.-k.:?‘. . 4 . ®
ﬁ‘;‘ -y . > N ' - '
{;‘1 . .
4. . What would%you 5U5gcst to! 1mprove th;s lesson?

Sl

- “ =
Y\
RN

Xy
Tuwn the page and proceed.




Module 1 ‘ : '
Lesson 2 o : o - 2,14

Lesson 2--Organizational Structuring -

Termination Instructions

Upon completion of the LeAAon:Quaﬂgkg‘Contnok Form you are to:

Tean out’and staple the paged of the Lesson Quality Control Foam.
PZace the foram in the special envelfope provided.

Nail the envelope to Research §on Better Schools, Inc., Suite 1700,
1700 Market Street, Phitadelphia, Pennsylvania 19103,

e

——

This Lesdon on organizational structuwriing £8 now completed. -Lesson

- 3 entitlad "The Life Cycle of a Project" is the next Lesson in the
sequence; you are. advised to Locate the Lesson bookfet and read the
introductory pages. v

el
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Lesson 3--The Life Cycle of a Project
& Introduction to Lesson

This lesson contains the foilowing items. Make sure that each
item is present before starting to work through the lesson.

. Page,
:A. Booklet for Executive Orientation : h |
: t ’

Overvlew and objectives , ., e e e e e " cLe . 3.2
Lesson ‘abstract and content outllne O A
-Lesson text . e e D e e e e e e e e e ' 3.7
Discussion questlons S A |
Lesson Quality Control Form . . . . . . . . . . . . ... 395

B. Set of Color Slldes entitled "Module 1--Executive Orlentatlon,
Lesson 5--The Life | Cycle of a Project."

C. Cdssette Tape entitled "Module' 1--Executive Orientation, Lesson 3--
The foe Cycle of a Project."

E(]JIPMENI NEEDED. The following equlpment will be requ1red for thlS
lesson and you are advised to arrange for thelr use:

_cassette tape recorder
" carousel slide prOchtor
projection, screen

TIME REQUIRED. The tape-slide presentation runs approximately 26 minutes.
The total time nceded to complete the lesson depends upon the amount of
time spend on the questions provided at the end of the lesson. It is
suggested that you allow approximately 10 minutes for each question. Also,
an additional 15 minutes may be requlred to read and complete the other
parts of the lesson.

Tuwn the page and read the Oqe&u&év
and Objectives. . ‘

. .
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Lesson 3--The Life Cycle of a Project
Overview and Objectives

OVERVIEW

Prior léssons in this module have presented information about the
emerging role of project management in local school districts and the
general functions of management ahd the placemen%-of projectg in local
school settings.

.This lesson.will present information regarding‘the various aétioné
or operations associated with the planning and carrying out of prbjects
in the school setting; General operations will be delineated along wiéh
some of the specific actions to be taken in each operation. The lesson’
following this one is devoted to identifying a vatriety of sources of
ihformation about and assistance on project management.

OBJECTIVES

As a consequence of participating in . this lesson, the following
'objéctives should be reached. ‘

1. The student should be able to name the four major phases of
project operations. |

.2. The student should be able to detail the major steps in each-
of the four phases. | |

3. The student should be able to indicate éctions which an edu-

cational executive can take in order to facilitate the activities involved

in each of the phases.

Vo,

Tunn to page 3.3 and nead the
Lesson Abstract and Content .
Outline.

52
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;o _ .. Lesson 3--The Life Cycle of a Project

L]

A Lesson Abstract, and Copterit Outline
ABSTRACT | ~ Sy : : -
. The major act1v1t1es carried out. in the course of managing a pro- \

Ject from its start to its end can be d1v1ded into four maJor phases.

\!

They are project plannlng, preparat1on or start-up, operatlonal contrql,

and project termination. Within each of theée divisions or phases ~many

A}

‘subtasks have fo be carrled out. The educatlonal executlve can make con-

w

trlbutlons to ‘each of these phases in order that the pro;ect may go more

smoothly The lesson dlscusses in detail each phase along w;th suggest—

) \\ . ¥ " ) . . .
ing ways that‘the educatlonal executive, cap b be helpful R SR
W ! .-: 'y. N ,‘ b Y * .L “:“
CONTENT OUTLINE - - ' T e oy R Ty s
. . N ! ) . :'. : .' .r ) ” ‘ . ] -“- P -
A. Introduction o v CTT J_", S e F -
‘ u 7 -t ' < .' '
1. Successful pro;ect management requlrés an understandlng of the *
*major phases 1nvolved in carrylng'but a prQJect effort ~ .
~52, Four bas1c phases in pro;ect management can be categorlzed as o
follows: S . e - :
. i w0, ) ¢ &y 'w ) . ’ * : i
a. Planning Phasg . - ‘x} . L
« b, Implementation or-Start-Up Phase- | . ‘ o
c. Operational-Control Phase T . PR
d.~ Terminatjion Phase ~* PR o .
3. - An overview of each of these phases is prﬁsented in thls 1e¢Son P <
’ .- ’ e .. . '
B. Plannlng Phase E T ’ftf"'_;,' '
t . . . ,ﬁ - . . - . v

1ann1ng is a process focus1ng upon estab11sh1ng a‘set of 1n1t1a1
(4$, ecisions regardlng prOJect performance schedule,-and budget ]

*

¢ 4Ehe prOJect p1ann1ng process 1nNolves tive baslg’steps ‘ //f o . | N

o a:‘.The first step establlshes ‘the prOJeCt gdal and obJectlves,,
L thé work breakdown structure and pquormance speclflcatlons

an

]b.{‘The se& nd step establlshes the log1ca1 order of complet1hg
)

., .. the se ral tasks of the prbject e , e
' ot : ~ . '; .
* . - > r ¢ ) ‘e LY R o ’
- J N ) Y . @";b' -
. ° J" E * . » .E-. i3 = \,.
A 4 . ', 1 . * N : ~ e Y 4 L .o
) ~ - [4 - - K »
- - " . ! v ' 6 -~ ~.
Y £ . + 1] " 83 - Q 1
:j ] " . ‘ 1, 0t x ' ‘.. 5 i . - ' \
- » . - -~ - o . s,
." " r " ‘1 NS LAY . * 1 . . . N :\‘:.,
N o



* Module 1 | | _
Lesson 3 , o 3.4

@

c, The third step involves estimating t1me for each task as
well as for the total project.

~d. The fourth’ step 1dent111es needed resources (personnel,
materials, equipment, etc.) and develops a schedule for
the pro;ect '

q
&

o  e. The fifth step focuses upon developing estimates of costs,
' preparlng the budget, and establlshlng expendlture plans.
* 3. The culmination of the planning process is a proposal docu-
ment.nr_glan which is forwarded,to a fagdlng agency ] .

C: Project Start- Up and Implementatlon Phase

o\ £ :

”hﬁi% ) 1.~ Successful pTOJeCt 5tart up requires that an 1mp1ementation“V"

* plan be developed and executed. -

P 2. The 1mp1ementat10n plan 1dent1f1es act1v1t1es which should

dxi ¢ ‘ “be carried out before the initial date as-well as to be ° ‘

carried out dui‘ing the first dayg of the project. w

] . -3, . In addition to the nnplementatlop plan, other activities f "

St ' . involved at this phase are modifying the preject proposal ' :
~ - consisterit with the contract, the establishment of project
- : p011c1es i.nd ‘proceeds, the, delineation of prgject responsi-
// b111t1es apd the establlshment of a pro;ect information system.

K . 12
[y , Rl

D. Operat10na1 Control Phase . - ’ S

1. Successful Operatlon of a prOJect once underway, depends
upon providing the project management with necessary 1nfor- N
~mation about project status.

2. The'actions carried out in this phase derive .from the manage-
ment function of contrql.wihch is basically. eoncerned with
rproblem identification and co@rrection.

~

- I S.h A reportlng System of some torm is esaentlal to- carrying. out
the functlon or controi - :

[ ) M\‘

' _ A a, The o r5t step {s to 1dent1fy the problems or the deV1a—.
. " tions from the plan. , KU S ’
C g ' e T _ . ' -
.. - (1) Deviations- ot roblems are identified by comparing- - .

e actual performance to Q anned performance : N

- (2) Once 1dent1fied the dev1atlons are rafked in order ° - .
o of seriousness and ‘the cause of the dev1atlons .-
' established. . - P
va," s ' . , . L f/) )“‘ .
: Rt -
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* » i “; . .
b. The second step is to establish the goal desired in solving
the problem, creating alternativéé, solutions, and choosing
the most desirable one. ‘ )
C. The third step requiré$ that the chosen solution or corrective -

"3 E. The Témination. Phase

action be comunicated to the project staff for implementation
and that procedures be initiated to make the change.

™ ~

Y

e -

Cr e '
1. The termination phase is concerned basically with two funda- -

mental situations.

Vo

a. Dne situation Centers‘aréun@-fhgfalling the project product
.-as part of the on-geing operations of the school district.
R
b. .The second situation involves the phasing out or shutting-

.; ’
e

down of the project operation.

2. The terminatian phase requires that plans be'developed for such
activities as the transfer of personnel and equipment, plus the
storage of necessary records. '

’
~

3. In‘ﬁoét projects, a {inal report is required by the sponsoring
or funding agency -and must be prepared. :
b . :

4. Project histqries'arc often written to serve as guides for use
. by other project managers as well as serving as a record of
project activities not included in the final report.

The ‘succgssful conduct of the several project phases requires that -

the educational exccutive be comnitted to the project. “

-~

<]

Turn the bdge and proceed

‘ .
‘e
.

B 85
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Lesson 3--The Life Cycle of a Project

*Instructions

“

1. .Set up th;, recorden, projectorn, any screen.

2. Place the caroused stide thay for this Lesson onto the projecton
and advance the thay to the stant of Exeditive Ondientation--Lesson
Three. : .

>

3. . Place the cassette tape fon this fesson into the neconder and
newind to the rewind stop. ' -

4." Stant the necondern and advance the Aﬁi.de,é_ with the "change tone."




.* Module 1 N - ) | 3.7

Lesson 3 .

] Lessbn 3--The Life Cycle of a Praject
Lesson Text

v.Ihtroductdion -

" The first two lessons in this mddule have presented the general defin-

ition and explanation of what projects and project management are, described

* the duties of,the-project manager‘or director, presented sorte elemenfary

concepts of general management and identified.‘some of the organizational

consxderatlons 1nvolved in the 1n5tad1at10n of a Ergject management capabil-

ity in a local school distrlct. - . L

ThE“purpose of thlb lesson ' is to prOV1de an overjiew of the management
of a project, a more detailed explanation of pro;ect management, and to point
out how and where the educationar executlve might aid the project director.

;he four phases in the 11fe of a prOJect——plannlng, preparatlon oper-
atlons and term1nat10n~—were 1ntroduced in the flrst lesson. Each of these -
phases is explained turther in the paragTaphs that follow, /

‘-

Planning Phase

The planning phase of a project is conéérned with putting a project
together. It answers quéstions like: What? How? How long? When? Where?
With whaf? and How much?. In other'ﬁords, an initial set of decisions about
the per;ct-effort_is made. Five basic_ activities are involved in brojecp_,
planning.. 'They are: project definition; arranging the work into a logical
se&henc estimating time for each work activity; establishing a work schedﬁle
and aLi t ng resources;.and estimating costs and preparing a budggt.

n. inning a project, the most important question pomask'is: Wha£ is

the?goal of the project?, What.does one want to accomplish? A goal is usually

’

!

-

. . * )
| | ' . o
) ) o 8
v . o : 7 \
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a broad and general'statement of purpose to have'attained something in the

' future. \A goal must be divided into smaller and more specific objectives in.

orderto permlt the specification of the pro1ect work or tasks. This d1v1ding

_.process is called project definition or work breakdown stricture development.,
v T .". . - o -~
At this time the project director also specifies the ‘performance standards. for

~

&

" the.'work to be done, ) _
. . - - %
. [y ) - .o
"The 5econd step in planning is arranglng the work activities -into 4

logical or dbblred sequence. The arrangement of tasks by means of logic or

desire yields a work sequence orfwork flow. 1In many cases, tasks can be - per~

L -

“formed concurrently or in parallel 1echn1ques llke flow charting or net-

-

t

worklng have been deV1bed to aid Ln sequencing the tasks: Fhe project dlrector
should ‘be able to employ them for this 5tep of pro;gct plannlng _ .

lhe third step in plannln& is concerned with estlmatlng time. The

project director, or his associates, must estimate the tlme_fhat it will

1 1

take to accomplish each -one of the tasks in the sequence. Estimates of task |

- Yy

. . , BN T« ° )
accomplishment times are-usually more reliable when made by those persons most
knowledgeéble about the work. The project manager should, therefpre, seek out -

such persons within the school district to aid him in making®°the time estimates.
- . . -
He then incorporates these time estimates in his plan and computes the total

. \

timefreduired to complete the project. :
The_fourth step of plenning is concerned with schedul&ng and Specifyingr

resource requirenents.:”Again,'with the an of the people nest EnoyledgeanIe

about the work, the project director estimates the resource requirements for

AN . »
each task. He records the resource requirements on a work sequence chart, or
] . - ) 3 :

some other form. He then establishes:a schedule or calendar for the project.

- k4
. . . -
®
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The fifth step in project plannlng 13 CObt ‘estimation anq budget pre-

paration. In cost esttmatlon the pro;ect dlrector muet determxne the Lost

of the resources that were speC1i1ed for. eﬂch~of the tasks In the schedule;; ;;’ sl

From these data, a budget. and an expendltu;é B~9n 15 ?fff:f ' ;?,I?_,_

“~
Having performed these five steps- in plannlng, the pIOJeCt director

“fshoqld now have a pyolgpt#plan. The pldﬁ‘can be utlllzed to prepare a Q 0-

-Ject Q;Qppsal. The proposal 1is then $ubm1tted to the contractlng agency for°

2} f‘“ :

| fundiné Lf 1t is funded _the educatlonal executive 51gn$ the ‘cofitract and

- -
. .

accepts thc funds. hi f} - - . ,,fxd__. i

.0 . . : . PR -

Hdw gan the edqcytlonal executive hﬂlp Lhe PTOJGCQIdlréctpl Ln the plaﬁ-ﬂ“'ﬁ

_nlng phdqe Qf p10)ect manngenbnt’ He can ald by helplng to establlshtthe goal};.”
N Y I

of, the pIOJELt prev1d1ﬂg the°pr0)ect dlxector with HCCGbS to experts in fhnc—

o
1

.rtronal departmente, rniermlnb hlm of school dlstr1ct pollcy and constra1nts,@ o

o o ' '

Idnd 1ev1ew1ng‘the pTOJOLt at each step n the plan and the proposal f,
4

o
e v o .
. . - : D)
'\i- ’ . 3
- - - . M .
L
3 . - X S
.

PrePdratlon Phase , : . ST R

<

lhe preparation phase 10llOWS thc pldnnlng phdbe liere one,is,eoncefned

Y

- with the activities that are, pextormed prlor-toi and JUSt after, the initiation

'e\

of the project. Almost ull pIOJOLtb requ1re thdt rebources be avallable 80

- . . .

that the prOJekt may start oper athg on a partlcular day. Necessary personnel,

facilities ) equ1pment materials, 5erv1ceb dnd information must be avallable :

for the prO)ect as requircd. A preparation plan should be developed to accomp-

lish this task, In many contracts awarded by federal or state governments,-ihe
J LS
- contracting agency will notity the local school district several weeks before

’ o : = g .
¢ - .Y »oe

the start-up date. This allows the project direttorltbiihrtiate the prepafé?ﬁJ

tion plan well before thc‘spurt-ep dute.\\
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Arrangements for personnel must be made within the sch061 diétrict or
by hiring peréonnel from‘outside the school district. - Facilities and equip-
ment: are generally furnished by the local school distrid?'and arrangements .
for them should be made. Lquipment may be either pqiéhased or leased,.if it-
is not available. Materials and special services should be identified and
;heirbécquisition should be described in the plan.

The preparation phase ﬁlso includgg activities whifh occur immediately
after the start-ﬁp date. Iﬁ many c;ses, a prdject proposal may not correspond
10 the contract, or the 'specific manpower needed may not b? available. The
project director must-then respecify the work activities, schedule, and bud-
get into a revised plan for the project. With the help‘gf the proiéct‘person—
nel, responsibilities for each member of the staff.should becggéablishpd.
The project director then can establish the lines of authority corresponding
to those responsibilities énd create an organizational chart if needed. The
project_directqr should also.develbp those administrative policieé and pro- ‘
cedures for the project that are not covered by thé'policies and procedurés
of the local school district. . | "

During this period a project information system should be established.

The purpose of a projégtninfb;mation system is to Keep the project director. .
and his staff infOrmed of the planned vs. the actua? status of the project.

O
,The three components--perfommance, time and cost--which- were defined in the
* 0. . : ‘L '

. planning phase must be incorporafed into the information system. By specify- el

Co) i .
ing these three planning dimensions, the project director has a standard of

comparison by which to discover any discrepancies occurring during the oper-
ation of the ﬁidjqpt.“ o at . "
- .. .0 0 - .

o.-_\ n -
v . ° /“'A\

» ‘ g
.
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The start-up or preparation phase-of a project is concerned with creat-

ing and executing an implementation plan to aid in acquiring ghe‘resources,
nécessary'fo} carrying_out the project, establishing.the project within the.
framework of the ioéal school district, replanning if necessary, organizing
staff and delineating their responsibilities, establishing the administrative

policies and procedures- for the project,.and creating a project management

L3
o

information system,

-

H@w can the educational executive aid tﬁé'project diréctor'in this
phase of a project? By providing hip’with the policies and procedures of
the school disfrict if he is ﬁot alreédymfﬁﬁiligf“QiEﬂ"fﬁém;“reviewingwphe
preparation plan with ﬁ;m,'and providing informatian, guidance and expefiehce
to organize the staff and create the project information system, By far the
most important service the educational executive can perform is to be per-
sonally committed to the project and to aid in establislﬂng'(.c00peration, co-

'
\ . ~ . -
ordination and communications between the project and the functional units

4

within the local school setting. The initial commitment of top administraters

T e oo atawgyreas

should have occurred in the planning phase. In this phase it is reinforced.

Operations Phase . - " .

The third phase in the life of a pro}ect is the operations phase.
This phase is concerned with the actual conduct or operation of the project.

After the activities in the planing and.preparation phases are performed, -
3 Y

the actual work of the project can start.

‘Even after the best of planming efforts, actual operations do nqd al-
ways go as planned. The project director must have a system, or procedure,

for knowing at all times the status of the.project, so that-problem areas ‘
\‘l‘_ N . PR ,~_' ._ . -

. _. N o 91
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- \ .o N
can be identified and corrective actions- taken. Problem analysis and cor-

' . \ A
rective actions aré primary management activities of -the opefational mphase
- - RN ‘ \ - :
: : h ‘

of a project. " / '

4

: 4 _
Operational control is bd&ically a problem-solving process that can -

§ -

'convenieﬁtly be’ divided into three-steps. The first step involves the identi--

fication and analysis of problems, utilizing the project plan as a guide..

The second step is to develop alternative solutions to correct the problem

and to select the most desirgble solution. The third step is to implement -

the solution to the problem, communicate changes in dperations to the staff

and affected.offices, and monitor the impact of the éorrective action. This
H

three-step problem-solving or control process, presented in elementary fomm,
* ' v P
is employed as necessary in the operations phase of a project. Let us look

at this contrqi process in more detail, o . .

-~

The project director must always know the status of the work in pro-
greSs, work completed, and work yet to be,done. ‘Thfs requires information
about the actual situation. Therefore, to manage the project, the director
‘must first establish a ;eporting s&stem to provide him with the'infbymatibn
he needs. In order to establish the reporting system; reporting objectives
and prgcedures must be create& to furnish the needed information. The project
ditector and his staff must decide én the\pypes of reports that are to be

created, when they will be made, the content and format of the reports, and

/.
who will receive them.

A

 Project reports should always ‘compare the planned situation to the
e . . R
actual situation. If the information in a f%port indtpates that there is a

¢

difference between the planned situation. (the ""'should's') &nd the actual sit-

uation (the ”actual's")zhthen a deviation exists, Ahy deviation between the

-

T - 92
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N ¢

should's and the actual's is a management problem. Deviapions may occur in
either the budget, the schedule, or in performance--sometimes in all three.
' Several deviations may exist'simultaneously,_ The deviations should
be identified and listed in terms of their importance in impeding progress
toward achieving the overall project goal. 'ﬁy‘brdering them, the projéct
director establishes’ the priority of solving the most serious problems first.

With the aid of the staff, the project director must fully_igyestigate

all aspects of the problem. In' most cases, a deviation occurs because “there

~was some unplanned or unanticipated change. The unplanned change usually

causes an adverse effect to occur. The adverse effect is the deviation iden-

tified. In order to identify the unplanned change, or cause of the deviation,
. «

one must first hypothesizé causes that attempt to explain the deviation. These

hypothéses must then be tested to determine. the most 1ikelf cause,

Once the cause of the deviation has been deté}mined,'deCiSiOn—making
processes are utilized to select the approﬁriaté course of action to correct
the deviation. From the praject management point of view this process con-
sists of specifying the result or ends that must be achiequ, developing jl-
ternative courses of action to achieve the result or specified ends, and
selecting the ﬁost desirable alternative by judging various alternafives

against criteria of advantages and disadvantages.

The results to be achieved should be listed in their.order of necessity.

Some of these ends will be absolutely necessary to restore project movement

while otheérs will only be desirable.. The project diyeg&gr should consider .
each of them and list them in a priorityporder.
There are usually a number of alternative courses of action that will

solve a particular problem, As &alternatives are created, the project director

N ‘93 g

X
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should reject those-wmich are obviously not feasible. In rejectingnsuéh uns
feasible courses of action, the project director can more fully concentrate
his efforts upon selecting the best alternative from a smaller set of feasible -
alternatives,

The project director should then judge the pgrformanchaéf each feasible-

AN

alternative against his list of absolptely necessary ends.' The alternatlve
with the highest score should be the one mos t capable oftachieviné the reSults
that must be attained. However, even thoughﬂone_alternative‘tourse of action
has the highest score, the result‘of selecting that )artigular course of-action
may yield undesirablé side-efféctéi The prOject di;iétgm must consider the |
' unde51rable consequences of the twp-or three most deS1rab e alternatlves be-
fore maklng his final selection. If any of the alternatlils mlght yield
highly undesirable consequences which also might have ‘a high probaﬁility of
occurring, it should be rejected. A trade-off can be made betmeen the relative
gains and 1bsses.of each alternative in order to select a fiﬁ@& course of
action.

| In order to aid the p&ojett director in carrying"omt this decision,

an implementation plan or,thange memorandum should be prepared. The _change

memorandum should specify in detail the actlon that 15 to take place To in-
. sure that all the necessary items are 1ncluded in the change memorandum the
project director 'would be well advised to follow the same general th1n§1ng
that he utilized fh\gggat1ng the prOJect plan. The! project director then
‘informs the project staff of the action that is to take place and of their
responsibilities in carrying out the action_and making the change. Top man-
agement must also bg-informed of the project problems and of the actions

taken to eliminate them. Th& project director should report the changes to «

} ‘-- N o .' .. 59§{
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them. A report to top management should cdntain-a description of the deviation

wh;ch exists, the probable cause of the deviation, the two or three alterna-
tive eourses of ‘action that havé,beenndevised to alleviate the deviation, the
selected course of action, the reasons for the/;eiection of that course of
action'and the plan or change memorandum for implementing the‘selected course

of action. In executing the action described in the change memorandum, the "

project manager must make sure that it is caryied out_fdlly and efficiently.

In order to insure success, the prO]eLt ‘diypector should verify that the ‘re-

spon51bl11t1es and dlre;tlons given to the staff are underStood and carried
y
out. S .

"

The educational executlve can aid the pro;ect director in the operations

phaee by furnlshlng h1m w1th 1nformat10n on the reportlng system used by the

school district; helplng him to establlsh*crlterla for judging the deviatiens;
aiding him in ideﬁtifying_thetause, developing ends add alternetives; deter-l
mihing qensedGEnces‘df; and implementing the corrections for major deviations
. in the ﬁrojett;'lendidg'the_eXperience and insight he has gained in decision-
{meking fbr.the.schooi'sﬁsteﬁiwand gividg,eneouregement throughout the operation

of the project. ; 1 S ' . S

. In summary, the process of operat1ons control 1s contlnuous because

? o

1n1t1a1 dec1510ns are always reevaluated as the pro;ect proceeds toward its

Al

.
-

v

L3
.goaﬂr When d1§brepancles 0ccur between plans ‘and’ actUalltles, the three steps

iy,

of deV1at10n 1dent1f1cat10n decislbn -making, and' dec151on 1mp1ementat10n are

1 ot
™

repeated as hecessary throu§hout the prOJect . , . ’
[N ¥ ¢ R ;&
* ) \'. _'", t, e . .
¢ v i LRI " . A
¥ .-I"y '.‘ Lo i 7" . . \ya!

‘ Termlnatlen Phgse ; R ‘T”} e . L ' _-

The fourth and final phase 1n~the’life cycle of a project is the pro-

I L}

*
L] . . L ST ,
. : T <9 .. -
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ject termination, or transition, phase. The basic activities that must be

performed in the termination phase are the creation of the project final

report (if required), the reassignment of facilities and persdnnel within the

‘school district where appropriate, the storage of records, and the p}eparation

) -,

In creating the final report, the project manager must make sure that
the repOIﬁ contains all of the elements requ1red by the fundlng agency He
must make sure that the report indicates how the goal and missions of the pro-

ject were. accomplished and that it “includes all other pertlnent_supporxlve

In reassigning personnel, facilities and equ1pment the prOJect director

is faced with'twq;possible terminat10n-51tuat}ons. The two 51tuat10ns are

pro;ect phase-out and Qy_lect transition. In‘*project phase-out, the project

ceases to ex1st altogether. ln project transition, the projeCt 1s incorporated
into the 1ocal school setting as an” on—g01ng progran, _' _ . N

In the case of project phése-out, the project qireCtor has the responsi-
bility of reassighinéathe professional, technicel, and clerical_perSonneipin
his project. If possible, the persemel should be reaesignedhpo other. func-
tional units or other projects, so-.that their acquired~ski11§‘are not iost.
If. the school eystem cannot'aesorb fhe personnel, the project director should
aid his staff in obtalining wofk elsewhere.

In phase-out, fac11i£ies, furniture, typewriters, dictating equipment
and speciaiized‘research equipmeht must also’ be relocated. - If the facilltles

‘ -
and equipment alleady belong to the local school dlstrict, they can be re:

"'8531gned to the units from whlch they were borrowed If, hoﬁbver, the facil-

ities and equ1pment are owned. by the funding agency, then one of two,thingé
. 96 : .

% c \
Y - . .
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can take place. BKither the facilities and equ{pment are returned.to the fund-

ing ageﬁcy to transfer the facilities and equipment to other projects-ot func-

’
°

tional units within the school district.
For the project undergoing transition into an on-going program, the"

Py

project director has to perform different activities. More than likely the
project-personﬁél: equipmént and space will stay with the prbject after it
becomes a program within the school system. If some ‘of the\qther resoﬁrces'
must be regssigned, the project director handles their reassignment in the
same way as he does in a project phase-out situation.

(if the pfbject isdto become a progrmn, the transition phase can be
viewed aslg{ ‘ojecg in itsélf. One can consider if a start-up project for
implementing ;.conginuing program. The project director must then create a
plan for the installation of the project into the overall program of the ‘ e
school %ysten(. -

ﬁi ‘Dﬁring the operation of tﬁe project many reports and records were

created and stored. fhe prbject‘director must decide which records ére to be
}etéined for the school system and the funding agency. He must, therefore, _
creafe a set of criteria for the retention and storage of the project records.

| In most cases the project director also is responsiﬁle for creating a
project history. The project history serves as a record of events that occurred
ané as a 1earniné device to avoid .future errors-in other projects. The history
~ should contain aspects of contract negotiations, the project origin, the 1jyt-
ing of personnel, causés of significant prgblems, remedial action, notes<;§
. the disposifion of records, equipment and fécilities, anq'recommgndations for

future projects. It can also serve as a report to the public.
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In sumary, the termination or transition phase of a project is con- .

Al

cerned with the preparation of final reports, the reassggnment of personnel
and facilities, the storage of records,.and the preparatlon of a prOJect

hisotry.

-

In this phase of project management the educational executive canJaid

' )

the prOJect director by reviewing- -the final reports and 1nd1cat1ng any ohanges

to be’ made, helplng to transfer.personnel and -other resources w1th1n tﬂ; ;
school dlstrlct, he}plng w1th negotlutlons with the contracting agency,-aid-
ing in the development of criteria for deciding what records are to be reé
'talhed and indicating what elements should be 1nc1uded in the pro;ect hlstory

-

report, so that it can be utilized as a 1earn1ng device. for future prOJects

2
.
v
b |
)

Project Support - ' ¢ .
By far the most important activity that the educatigggl_gxecutivp_can

" perform for a project is-to provide a personal commitment to the‘projeét

x . ? )

throughout its‘several phases. You, as the top educational executive, "have
accépted the responsibility for the project and have a vested interest in

. 1ts success. ‘

: l o
The executive must conmupicate the need for, and the importance of,

the,project to the functional departments. This communication will hopefhlly

.

cause the functional departments to more fully understand and cooperaﬂg W1th
the project. If this method does not yield the‘needed results, the eiecutlve
has ‘to take the initiative to motivate the functional depart&ents by other
means. ‘

Studles show that the prOJeCtb that did not receive help of thls klnd

from top executlves were less successful than those that did receive thia help.

A
-

Q -
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. H
Gaining the necessary c8operation will enable the project “to accomplish its
. goals within time, cost, andgp@rformance standards. '
. . o .

. Summary

!

\

~

~

N

\

v ‘ )
> The four phdses of the project management process are g)lanning, pre-

“paration, operations and temmination. Project plamning is a process focusing

upon establishing a set of initial decisions regarding projeEt performance,

Y

schedule and budget. ﬁreparatipn is a process of identifying and-implementing

activities which should be carried out prior to the initiation of the project.
Operations is a process which is concerned with the actual conduct, operation

and control of the project. Termindtion is a process concerned with™ the. phas-

ing out or shutting down of project operations. Within each of these phases
many sub-tasks have to be carried out. The educational executive can make
significant contributions to each of these phases and thus, play a critical

role in the success of the project goal.
oy

Tuwn the page and read the directions
gon the Viscussion Quedtions.

W
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Lesson 3--The Life Cycle of a Project

Discus$ion Questions

- . ) . .
- . ‘
. e
“,-(-Il'
- 1
. ;oo
; .

- i . !/,

. .

“may be ysed in any of the foflowing ways. It is suggested that you

[
Dinections: Given below are a A@&Leb'oﬁ d&ééuAALgn uestions, Theys

-allow approximately 10 minutes fon each question. _
1. The student wonking independently is to contemplate the
discussion questions and write down an outline oﬂ/the-qnbwen.

2, A group of students who have completed the Lesson ¢hou£d
select a discussion Leader, discuss the questions, and thry
Lo obtain concensus of opinion on the questions. Co

3. A Leadenr and 2aoup of students agter completing the Lesson,
~ WLl pursue tne discussion topics attempting to obtain con-

sensus of opinion on the questions, )

)

“\1.. Should the project manager or director be involved in all phases of

the project management effort or just in the last three phases of
preparation, operational control, and termination? Why or why not?

1 -

.2, How does the degree of effort spent -in project planning pﬁase relate

to the success of the remaining phases? Should broad to detailed
plans be made "in the planning phase? o

3. What kind of training would be needed by educationai;executives,
beyond that presented in this lesson, if they are to become more
knowledgeable about the several phases of project maragement?

4. What should be the qualifications of a project manager? Should he
know both the several phases of project operations and the substance
of the project or should he be knowledgeable about either phases or
substance but not both. ‘

AN

Dinections: After you have §inished
consideration of the questions above,
please tunn the page and complete the
Lesson Quality Control Form, ~

L9y
|

N
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Lesson 3--The Life Cycle of a Project

Lesson Quality Control Form AR

Dinections: Please take timegto carefully answenr the fourn questions given
beLow. VYouwn answers will provide valuable {mformation fon the revision and.
{mprovement of this Lesson. Feel gree to write additional comments or
necommendations on the back of this form. Your nesponses will be kept
staietly confldentdal. Please wrnite the Last four digits of your  Social
Secwndty numben on the Line below 40 that the pages can be Ldentified Ln
the cvent they become separated

Thank gou fon your assistance.

&

-

I. Indicate your overall impression of the quality ofnghis lesson.

Excellent Very Good Good Fair * [ Poor

)’ ' |
' / : 2} ’ - .

(, 2. What do you feel is the most positive aspect of this lesson?

-
‘.
\ i
F

-

3. What do you fecl is thc most negative aspect of this lesson?
. .

4. What would you suggest to improve this lesson?

_ﬂ -‘l()l Tuwn the page and'pnoceed
>

N
L i)
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Lesson 3--The Life Cycle:of a Project _-

Temination Instructions

\

Upon completion of the Lesson Quality Conxnot Form you anre to:
>
Tean out and stapte the pages of the Lesson Quatity Controf Form.

Place the - form in the special envelope provided.
Mall the envelope to Reseanch for Better Schools, Inc., Su&te‘lloo,

1700 Market Sitnreet, Ph&!adeﬂph&a Pennbyﬂuan&a 19103.

N

This Lesson on the Life cche 0 a project is now completed, Lesson

4 entitled "Securning Mone In¥ormation" £8 the next Resson in the .

sequence; you are advised to Locate the Lesson booklet and nead
the introductony pages. :

\ 4

<

192

Ly
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* Lesson 4--Securing More Infommation
» -

-

'~ Introduction to Lesson : . -

» This lesson contains the following items. Make sure that each
item is present before starting 1o work through the lesson.
ey

- | . _ ’ Page

A. Booklet for Execlitive Orientation )q
Overview and obJect1ves - T
Lesson abstract and content outllne O B ¢
Lesson text . . . & ¢ vt it e e e e e e e e e e e e . . 46
Discussion questions . . . e S ¢
Lesson Quallty Control borm - R I |

AN "‘_ [ )
- s - .

B. Set of Color Slides entitled Y¥Module 1-—hXecut1ve Orlentatlon
- Lesson 4--Securing Mere Informatién.'
C. Cassette Tape entitled "Module 1--Executive Orlentatlon Lesson 4—-
Securing More Infonmatlon

EQUIPMENT NEEDED. The f0110w1ng equ1pment will be required for thlS
1esson and you are advised to arrange for their use:

3 ®

cassette tape recorder
carousel slide projector
projection screen

TIME REQUIRED. The tape-slide presentation runs approximately 7 minutes.
The total time needed to complete the lesson depends upon the amount.of
time speny on the questiens provided at the end of the lessons. It is
‘suggesteyl that you allow approximately 10 mindtes for each question. Also,
an additipnal 15 minutes may be required to read and complete the other
parts of the lesson. . 't

Turn the page and read the Overview*
and Objectives. .
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“ . Lesson 4--Securing More Informafion
Overview and Objectives _ v .

“
~

OVERVIEW
Previous lessons in this_module have pfoyided information on
projects, their relationship tQ-the‘Sphool system, general functions

of management and the Specific'néture of project management. The aim

of this lesson is to aid the educational executive in securing more -

informéfidﬁ ahout thk topics covered in the previous lessons.  ° . \‘

Théllesson_should provide an effective.meﬁ§od for secufing addi-

tional informatiLn. It indicates the sources wheye'information and

help is available for assistance in project management.-.The lesson.

-

also indicates that information and help should be specified in detail

when securing it.
[} - i

OBJECTIVES

Ag a,c?néequence of participating in this les3son, the following
~objectives should be reached. h
1. The student should be able to utilize the method of specify-

-ing questions of inteipst before attempting to secure information.

A

_ 2. The Student should be able to state the locatians where infor-

e

\ mation and help is available for asgistance in project management, .

-
)
~

\

- : - e -

" Tun the pagé and read the Lesson
“ ’ Abstract and Content Outline.

~

logs

\
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. Lesson 4--Securing More Information
Lesson Abstract and Content Outline
ABSTRACT, -

To secure information on project manégemeni‘the educétional
executive should first discern the ‘questions that he needs to have
answered. Once the questions have been posea,gthe executive can then

"seék out'tﬁe'inforﬁation from the several differént.sources idehfified.
;In'réqﬁesting information and help f;om'the sources he should Specify

what he needs.

CONTENT OUTLINE

~+A. Tt is"necessary to specify the nature and purpose of desired infor-
mation before seeking out sources. . .

B. 'Typical questions raised with vegard to utilization of project man-
agement by administrators are usually concerned with the following
areas: Y ' )

: ‘. ‘
1. Need for specialized skills - ' _ /

-

2. Trgining requdrements

3. Useful feferen;e§

4. Re;earch'availaﬁle-

5. Applications in’education -

6. Implementation procedure§
C. Specific sources of information for project management can be obtained
e from the following: ' -

L]

1. Annotated,bibléography as indicated in lesson : '_ -

2. Agencies and institutions ' ' .

a, Far West Regional Educatiogal_Lébératory

L

b. Research for Bétter‘Schbols,'Iné}

+
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C.. Center for Advanced Study of Educational Admlnlstratlon
d. Unlver51ty Council- on bducatlonal Admlnlstratlon
. National Academy for School ercutlves '
2 \Educatlonal Program M@nagement Center' . .l_ .
g. Project Management Institute “ o _ .
3:' ERIC system

4. Journals and ‘professional publications

5. Educational roject Management Instructlonal System--Basic = ,
Pr1nc1p1es an Technlques Module :

- 6. Colleges and un versities
7. State education agencies
A\
. .. \ L
8. American Management Wssociation

D. It is important to specify\requests and, questlons in seeklng infor-
matlon

1. It saves time. o - ’ T

2. It helps to Sbtain'the desiked information.

e
-
-
-

L
(%1
v

[y
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1. Set up the reconden, pfw jec,ton and AC)‘LQQH o . : '
! 2. - Place the carousel ALcde uay fon this !,eMon onto the' p!wj ecton | -
and advance the tray to the stant.of Executive Ouen,tauom-LeAwn l o
Founr, : ) . - :
3., Place the cassette tape fon this Lesson. into the neconder and |
newind to the neuund A/top ‘ 3 e ’ .
4. Stant the aeco&dm and advance Zhe Audu uu,th the "change tOne.” '
¢ , ."L_ .
& ( ] ) ' ‘ « o
- o h )
s o
e . - —, : X ';1. oy ’
- » ] ' N y '
. ) ; - .
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| Lesson Text
7 . ‘_

Introduction

.

4.6

The overall objective of this module has been to provide you with an
. < : - '

orientation to the project management toncept and its potential for use.in

local schepl district settings. No attempt was made to provide you with a

complete set of skills. Instead the package is de51gned to prOV1de perspec- -

" help? What agencies might be of value?

v

*~ tive rather than to give you a prescrlptrpn. You might we11 now ask Where

’ can I go to get more information about pro;ect management? ‘Who can give me

T

Before presenting some possible sources of additional information, it

is necelsary to focus _your attention on the type of information'you want ‘and

L)
»

1f1ca11y, or do you want to know about organlzatlonal theory in general? Llsted

, why you want it. For example do you want te know about pr03ect plannlng spec-

below are some of the specific questlons that have commonly been asked by

. )
/ ) . - "

-

t

o Do I need to employ specialized personnel, or can my present staff

-

develop the necessary skills?

o What and how. nuch, training in specific project management” skills

. 1s needed by personnel who desire to employ the technique?

0 What' are some good reference texts and handbooks I can read on thlS

- topic or- put in the district's profe551ona1 library?

o What research has been done on the role:and value of projéct man-

agement and what have been the results?.

.o What school dlStrlCtS 11ke mlne have applled the concept, and what

. ‘success have’they had9

M*

0 How do I g0 about 1mp1ement1ng the concept 1nfmy school district?

g e

'Perhaps yeu have asked one or more of the above quéStlons It s not

N - N . LI I (J R D‘
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. included as part of this manual.

e
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Lesson 4 -
possible to fully answer such questlons in thlS lesson, since -some of ‘the -:_

answers are Just not avallahle in detall and others are too long and complex

to-1nclude However p0551b1e sources of 1nformatlon regardlng these and other

51m11ar questions are listed in the EPMIS Module Manual accompanying this note:

book Other sogices are dessslbed below.

—

Information Sources " ' ' ‘ _ 7

If you d351re to read more about pro;ect management or have additional’

reference documents an annotated b1b110graphy has been 1nc1uded as part of

~the accompanylng EPMIS Module Manual. Many professional ‘education and manage-

ment journals contain articles reporting on aspects of project management.

- Among the more popular'journals known to have articles are:

o Phi Delta Kappan

@ School Management

@

0 Educational -Administration Quarterly - - “*“““"f"“@i;t~5m~-

[§

0 Management Science

: ™

One good source of research information is ERIC Research in Education

issued by the U. S. Office of Education. This report lists research papers,

position papers, final project reports, and descriptions of new projects, -

Entries'in the'EhIC Research in Education issues are categorized by project,

[

author and subject in order to-help you locate posslble items of value.

There are many agencies -and off1ces which can prov1de assistance. Some

are identified below. Specific addresses for the several agencies. noted -are

N2
h]

Research for Better Schools, Inc., a regignal educatlon 1aboratory
|

located in Phlladelphla, through their Admlnlsterlng for Change Program is

1,10

'/

© O
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P 2
engaged in a major effort to design and develop individualized/self-study

materials which will assist.local school districts to improve their knbwledge

The University Counc1l on Educational Adnunlstration at The Ohio State S
University, a consortlum of many large and &nall colleges, focuses some of

its efforts on management appllcatlons in education. C LT

lhe Nat1onal Academy for School Executives, locatedﬂin'Washington, D.C.,

© provides training; reference materials and copsultive services.

The Educational Program Management Center at the Ohio State University
specializes in the application of project management. concepts to education.

This center offers consultive services and conducts training courses and re-

search. S e
The Project Management Institute, a non-profit organization located
in Philadelphia, was founded in 1969 "as a vehicle for promoting lnteresﬁwmn;f““' -

and research on, the project mdnagembnt concept

If training in the basic principles and techniques of project manage-

ment-is dasired, such instructional materials can be obtained from Research
" ‘. ‘
for Better Schools the same 5ource from which you obtained EPMIS Executlve

.

Orientatdion. . | . .

-~

. Many colleges and wniversities offer training through regﬁlar and short-

term courses in Business Administration, Educational Administration, and In-

't

dustrial Engineeripg depértments, as welll as consultjve services and basic

, reference materials. : ' . !

\ Meny state departments of education, through their offices of research,
' M . [

planning and evaluation, can often provide knowledge and consultive help.

111
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The American Management Association and similar professional groups
. : BIo

[

offer books and related materials on general management. Short courses href-

offered frequently at con_venient-‘locations, around the country. ;
Private consulting firms in both gduéa'_cion and business can pmvide' _'-:

- ’ . '\\

assistance in the areas of skill development, knowledge, and"“technical assis-

tallce. [ . i ! . :‘ )
. '_ ‘\ [ . -

Summary . . , P .

d

There are many available sources from which to ‘secure additional in-

_formation about project management. The search for such information requires,

I3 ~

however, that you specify the information you are seeking or the question you

. want answered, and that you try several sources, since one source is not

-

likely to have all the answers.

14

- ‘,‘“\-

[Tuin the page ‘dnd nead the
: . ldirnections for the discussion
. ' _ quuuorw. ‘

[RE2ae Y
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Discu§sion Questions - .
% ‘ _ R
7| Dinections: Given betow are d senies of discussion questions. They .
| may be used in any of the following-ways. Tt is suggested that you

allow approximately 10 minutes for each question.

/;(/> ' : I. - fhe student wonking Lindependently .4ié Iﬁfconxemptate the
- v discussion questions and write down an outline of the answenr.

2. A group of students who have completed the, Lesson should
select a discuss.ion Leader, -discuss the questions, and thy
Zo obtain concensus of opinion on the question. A
.o 3. %A Leader and ghoup of siudents aften completing the Lesson,
Wikl pursue the discussion topics-attempting to obtain con-
sensus of opinion on the questions. : s

o :
1. What are some of the questions about pfoject management that you
might seek information to answer? _ -

‘2. If you have decided that a project management capébility 1s needed
in your school system, what do you think are the first steps to
establish the capability? ;
3. What“are the pros and cons of contracting with an outside agency

» to establish a project management capability in a school system?

! | " :

. B Directions: After you have finished
! . ‘ consideration ‘of the questions above,
- please turn the page and complete the
- Lesson Quality Control Form,

a

RE




UL

Module 1 )
" Lesson 4 ¥

Lesson 4--Securing More Information

?

Lesson Quality Contrdl Form

4 e [3

L

7T

Dinections: Please take time to caregylly answen the founr. questdons gdven
below. Your answens will provdde vatuable ingonmation for tge revisdion and
(mprovement of this €ésson. Feel gree to wite additional comments on
necommendations on th® back of thds form. Your responges will be kept
strietly confddentdal,  Please wilte the Last gour digits of gour SOL&af

Secunity numben on the Line below so that the pages can be 4dent&6xcd in

the cvent they become separated

-
— e

. J ,
Thank yow fof youn assistance

[ 4

l.
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4.

!

Indicate your overall impression’ of the quality of this lesson.

Excellent | Very Good Good -Fair Poor

-

What do you feel is’ the most positive aspect of this lesson?

What do you feel is the mose ncgntiyg;LSpect of this lesson?

(]

T
——

What would you suggest to improve this lesson?

N
<

’ ' .
[\'4 Twtn the page and proceed
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Lessomns 4-*Securin8.r.1ore Infonnatio‘n. .

‘Termination Instructions

Upon completion of the Lesson Quality. Lontrol Form you are 2o o

Tean out and staple the pages of the Lesson Quality Controf Form.
Place the formm in the special envebope provided, |

Wail the envekope to Research for Better Schodfs, Inc.} Suite.1700,
T700 Market Street, Philadelphia, Pennsylvania 19103. - .

This Resson on secwring more /Lriﬂonjna,téon is now completed. 1t 48
the Rast esson in Module 1--Executive Onientation of the Educationat
Project Management Instructional System. Q@lease turn Lo page 15

—

of the Module Manual and complete the Modufe®! Post-Test.

— - v



