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As we discus.ed recently, I have ,iven a great deal of thought to 
how you, your staff and Chry.ler can make continued improvements 
in their management of projects. Project work .eem. to break into 
four basic activities (although I do not want to eliminate, by any means, 
addition of others). The.e .eem to be: 

Planning 
Monitoring 
Controlling 
Correcting 

not necessarily exerclled in thllt order or priority. It appears to me 
that if we are to discover and bring into existence an excellent project 
management .ystem for Chryaler we might beat start by considering 
the •• four elements and build around them the discipline needs required 
for high levels of execution. 

In this memo I shall take the liberty of referring to the handout material 
that I left with you the day that we met and discu.sed the program. I 
have a eimllar packet here, arranged, I believe, in the same order, 
and I have numbered the .heets from I through 3S with the Line of Action 
being the 1st .heet and the pille 12 of 12 on the glossary being the last 
sheet. It would as sist greatly in our discussion by letter if you would 
number yours in the same faehion. .:filet a. checkpoints - Project Manage­
ment - An Exploratory Look i. page 8; the .uggested bibliography is 
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pale ZZ and page Z3; the.1zth pale in of the Ilo •• ary i. pal' Z9 in 
the .et and I am .ure that a. w. 10 throulh I can reference in title. 
of the oth.r .heeh .0 th.y can be .a.lly located. 

B.cau.e the .ubject of our con.leleration i •• 0 complex, I am mer.ly 
lolnl to try to .et out for you a f.w random phtlo.ophical point. you 
may con.id.r at your lehur. with the idea that when we g.t into more 
di.cu •• ion depth we will order the material .0 it tak •• on continuity 
and tOl'm. 

Th. point. below are totally at random (or a. much a. my .ubcon.clou. 
will allow) and are numb. red m.r.ly for ea.e oll'.fer.nce.A. we g.t 
mOl" involv.d in formation 01 t.chnlque. and •• b 01 Idea. 'pecifically 
lor Chry.l.r, we will probably be Irouping the number., r.-arranlinl 
the •• qu.nce and expandlnl the cOllcept. and thor&lhh expre •• ed In 
the •• ld.a •• 

So, h.r. we go •••• 

1) Orlanlsatlon of actlvitle. fr.qu.ntly i. arran •• d around .ome 
focal point .uch a. an lndlvfAblal, an ld.a, a d18ctpline, a client, 
a concept or any obj.ct that live. the activity meanlnl and form. 
In t.chnical work .uch a. you and I engas. in, w. very often 
flnd activitie. naturally arrange them.elv •• into projech .taffed 
in a .upportive and ex ... ·cutive mann.r by variou. d18ctpUn ••• 

Thu., if we are go in. to build a bulldlng, the project i. con­
.truction of the bulldinSJ the dllclpUne. are the nece •• ary 
d •• l,n conc.pta, archit.ctural r •• ource., .ngin.erln, idea. 
and contractual .kill. that ,0 to make up the project. 

Without soinlinto hhtol'ical d.pth about how project manage. 
ment .volved, .utflc. to .ay that mo.t wOl'k w. a. archlt.ctural 
and enlineering mauI'I" ••• m to exp.ri.nce today doe. 
devolve down to the proj.ct denominator. Whether thi. I. 
100d or bad II .om.thinl w. probably .hould dllcu •• a. we 
try to lenerat. a n.w approach to the plannins, monitoring, 
controllinl and correctinl proc •••• 
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U you would like to read more about how tb. project .y.tem 
hal come about, the book .. It All Depend. .. by Harvey Sherman 
and Ibted on page 2Z 18 an excellent beginning. 

AccepUng a .tartlng point that we are .omewhat oriented 
around project., let u. u.e project. a. the .prin.board by 
which we can dbcu •• how to effectively track activities at 
Chry.ler. 

2) For thl. initial discu •• ion, let'. u.e page. 8 and 9 .. Project 
Management .. An Exploratory Look .. to guide our di.cu •• ion. 

The definition. are .elf.explanatory. 

The .ingle que.tion 18 a key.tone. becau.e the an.wer. give 
a chance to look behind the project andunder.tand a bit more 
abont why .ome are aood and .ome are bad. 1 .ugge.t aome 
introspection in thl. matter. 

Lett. move to the third part of the paper .. What i. Project 
Mana.ement? The project work that moat of us are involved 
in .eem. to revolve around point. 1 through 8 on page. 8 and 9. 
Illnd the most frequently ianored what-b':tt 18 '1. Objective. 
are u.ually fuzzUy perceived and inadequat.ly described at the 
top. Thu., the poor .econd, third and fourth line manager 
charged with coming up with a succel8ful pl'ogram often ha. 
never .een or heard of the objectivel hie bo •• e. perceive as 
being e •• ential for project .ucce.'. Although many of u. enjoy 
.urprl.e trips where we don't know where we are ,oing, thi. 
18 .carcely the ca.e when one 18 deaUng with bu.inel. and 
technical projects of large magnitude. 

It would .eem then that in the planning procel •• definition of 
objectivel mu.t be a high priority activity and the.e objectivel, 
in turn, mu.t be clearly defined and outlined to all thoae who 
mu.t work on the program. The rea.on lor thla can be more 
ea.lly dhcerned if the definition I of objectivel and goa18 .bown 
in the glo •• ary on page. 26 and 29 are clearly under.tood. 
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3) Defining objectlves, of course, gives a better chance of 
selecting the pro,.,er path to go from now to them. This is 
where the dynamics of planning take over. Obviously there 
are hundreds, perhaps thousands or hundredl of thousands 
of ways by which most things can be done. The good project 
manager selects effective paths that achieve not only end 
goals but peripheral and intermediate objectives. In fact, 
the success of a project manager can often be measured by 
how effectively he has achieved his peripheral and inter­
mediate objectivea. Planning work, of course, as you know, 
by your brief contacts with me can be effectively done by ule 
of network planning techniques. I have come to truly believe 
the network system at present offers far and away the belt 
method of describing a profitable way to go from here to 
there. Often I try to get away from the network system 
deliberately to test my ingenuity relative to other methods 
of planning. However, I find that (as biased as I might be 
about network planning) I seem always to return to it al a 
natural way of showing what I would like to have done and 
what must be done. 

In any event, let us accept that we must have some set of 
guidelines that everybody understands that leads us to our 
objectives ,-r,that everybody understands. 

We now have the makings (objectives and a plan) of a monitorable, 
controllable, correctable project. 

4) As part of the planning process, we have to make the elements 
of the program countable. Using a network system, we can 
quantify with time, manpower, dollars, equipment, space or 
whatever other resources may be expended in the execution of 
the program. These elements are important because in a 
reporting (to up and down) system we essentially measure 
the expenditure of the resources available against the benefits 
their expenditure gtves us. Have we been able to reach inter­
mediate, peripheral and end objectives that allow an early 
return on investment? These and other progress oriented 
questions are usually related to how much of what have we 
spent? 
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Reporting effectiveness can be most simply (and elegantly) 
measured by the relation of what we now have in hand for 
what we have expended. Is the balance right? In a nutshell. 
this is what you are trying to determine quickly about the 
programs you are responsible for and what mUlt be reported 
to your higher and lower supervision. 

5) Organizations of structures are important but, in my opinion, 
at this point and relative to what you are after, they can 
occupy a coalting position since in our dlecussions 80 far 
indications have been that measurement of results and grading 
of the benefits are your prime concern. Organbational 
structure merely helps achieve a successful program and 
thus, occupies a separate discussion position. 

6) After we have assembled the resources and gone to work, we 
need a management by exception system by which deviations 
from our standards of performance (the objectives and the plan) 
are isolated quickly and trigger signal sounding and arrows 
pointing. Today we are often bogged down by exces8ive 
disguised program reporting designed to obscure true positions. 
The disguise oftentimes is unintentional but stems from the 
fact that most of UB try to hedge our statements so if there is 
80mething haywire, we have escape hatches by which we can 
flee. However, in the truly competent manager'8 book, he 
must, at least to him8elf, understand a problem is a problem; 
a solution is a solution and succeS8 may mean finding solutions 
to problems but even more importantly that the problem has 
to be clearly identified. 

If you, for instance, are reporting on one of your building 
projects to your upper management and your signaling system 
says to you as you write the report - "here is a deviation -
do something about it" - - you should solve the problem your-
8elf if you cant but you must also have the option of involving 
your higher or lower management in the solution 8hould you 
desire and should they whh. Thls involvement will be much 
more effective if you have clearly identified the deviation and 
can truly benefit from higher /lower management input. Thus, 
a good management by exception signaUng system goe shand 
in hand with perceived goals, proper plans and effective 
management by exception (MX). 
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7) The reat of the material on page 9 II of interest and could 
be elaborated upon but from here we should probably move 
to other topics lince we now have broadly outlined the needs 
that you seem to have identified as important in generating 
a good planning and reporting system. 

Looking at a picture of a project on page 21, we can see that 
although the program passively b composed of resourc.s, 
objectlves. translationa, plans and monitoring, controlling 
and correcting, all interaacting or related to each other, 
active reiationshipi t10 not occur until the feedback loop 
begin a to flow. The feedback carries information. materiah 
and ideas from station, to .tationa. It aho tends to flush 
out the system and removes impurities that cause dysfunctions. 
Your job aa a matl.ger of one or many projects of a few or 
leveral programs is to inlure that that feedback system works 
properly. that the pumps are maintained and that the filtering 
system is properly tuned. 

8) So far we have been very philosophical about what a project 
h, how the planning, monitoring. controlling and correcting 
procel. ta tntegrated with project work and what it ia that 
a well knit system can do. Perhaps it is time to be a bit 
more explicit. I thlnlt .that the system we (1) have been using 
at Chrysler for the past several years is probably a good 
Itarting point for the evolution of a truly excellent technique of 
managerial reporting. It appearl from what your needs are 
that with some improved graphics more dramatic tranalation 
efforts and an expanlion to the multi project concept that it 
(the Itarting point) could very well be the basil of an appealing, 
and more important, accurate technique for giving your staff 
and your higher management accurate, up to date, authentic, 
uleful data about all of your programs. 

9) The e.slential elementl of luch a technique are atill the plan. 
which reprfuents the standard of performance; a monitorins 
methodology: a ~anner of ~ontrol1ins the project 10 what you 

. wi8h to have happen can be made to happen; and of course, 
a correction procesl that takes care of thOle situationl that 
do not seem to atay managed aa you would like to have them 
managed. 
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10) The plan require. a method of planning and application of 
outstanding abUitle." 

11) To monitor properly demands that in a complex .ituation 
where many evaluations are to be made into a few that 
Paretos Law must be used to make certain the most 
important are used for the balis of judgment. (See 
sheet 18). 

12) Controlling the program means controlling key points of the 
projects. We all know a. managers that our best management 
i. done by .electlng critical leverage elements and in.uring 
that thie leverage is used in a positive and constructive manner 
to produce effects further on down the line in lesser important 
areas. This is analogous to the domino effect where a touch 
here or there start. a string of activities that are effectively 
carried out by the re.ources available. 

13) Correction uses Paretos Law to Identify the most important 
areas of correction. These. when corrected, then tend to 
correct other deviations. 

14) Thus, it seems to me the starting point for the needed report~ 
in, system you have deseribed is an excellent, reasonably 
detalled program model from which a sound but simplified 
tran.latlon iI ttlad. (for up and down pr •• entation); and from 
which impacte, judgments, decisions, controls and corr.ctions 
can be fed back into the more detailed model without loss of 
meaning or impact. 

The middle translation is what you are pr.sentln, to your 
mana,.ment and it must allow you and them to grail? status 
gulckl,. and to communicate ideal rapidly about what I. loins 
to haprne what haa to happen and what mUlt be made to happen. 

15) ThUll, I think, in our dilcussionl which we probably will be 
initiating ahortly, we should focus ont 

A) The degree of detail and the quality of plan that is 
prepared for each element of the program. that you 
are respon.lble for. Arriving at a proper Icale of 
.imulation 11 critical to lucce.s since, of course, 
the time and ellort required increase as the Ical. of 
detail incr.a •••• 
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B) This is most important; we must focus on translation 
techniques that most effectively will tell those to whom 
you are reporting where each of the programs, projectl 
and elements stand without unnece88arily involving 
them in extraneous detail. This requires expert 
graphics but most important, a high level of trans. 
latton psychology. 

C) Relults of the tranalation dilplay reaction must be 
able to be fed back into the original Iystem level so 
now thoae managers responsible for each of the 
element. of the program know what it is that they 
mUlt do to continue effectively controlling and 
correcting their work. 

16) In our .eries of meeUngs, I would Uke to focu. on these three 
point. above, utilizing techniques I have ob.erved and you have 
ob.erved that have worked. 

This iI!I a very broad statement of our responsibility and may 
even be over simplified. However, I have deUberately kept 
it at a conceptual level since it is all too ealY to, and we will 
all too quickly, be immersed in the highly technical details of 
how to accompUlh this. We, therefore, must first arrive and 
;ybe even agree about the .impHltic psychology of the IYltem 
and then move to the more complex lmplementation features. 

17) 1 Buggeat when we get together at our next le •• ion that we take 
either an actual or llctitloul let of program. and begin model .. 
ing these with the mutual ideas we can bring to the problem, 
using A, B. C lequenelng. Perhaps the best way to do this 
would be to take some projects that have already been planned 
and run lome aimulations on them at the Band C levels, 
tranalation and re .. tran.lation. 

A. emphasized above, I have remained deUberately general in thil 
diRculdon becaul. we wUl find it easy to become involved in the 
technical detail. if we have a good broad concept outUne. Of utmost 
importance ia to determine how to make the tranllation {B} appealing 
without 108. of validity or intere.t. 
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1 am looking forward to our discus.ionl and hope you find the material 
along with the Imatt handout packet interesting reading. 

Have a good vacation. 

RlS 
m 

Ra.lph J. Stephenson, P. E. 
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CONSUL-TING ENGINEER l 
~ 

The 11De ot actlon i. • .t.ple statement ot the ranee ot ta.ks nece •• ary to 
cODceiv., a.e.ip, bu.ild anA operate an environment. Tbe li_ beSin. at a 
point ret.rreA to as the reco.lt10n of ~ wlth the •• actlon. tollov1ng: 

CODctJive 
Pro81'Ul 
Artlculat. 
Approve 
Dee1811 
CODstruct 
!u.rDo'Ver 
Operate 
Maintain 

!bes. all cula1Dat. at an eDd point called d18cbarge ot enviroDll.ental de.ip 
aDd conatNction re.ponaiblU'tl. A. brlef deacrip1;loD ot .aCh riep i. appro­
p:iate in UD4er.tiidiiia tbeir aportace to the total de.ip 8IId build concept. 

lleeo&'Altion ot aNd i. the point at whicb. a requ1ra.ent tor a new enl'iromaent 
til 1. tii.t t.lt: !hi SOOd de.ilD bu.1l4 operation trie. to beccae involYed la 

tll.i8 creatiye .tage. There i. a dall&'er ot getting in too ear~ aDd Siying away 
.0 III1cb. ot the e .... l1' work tbat the 30b may be lDst tbrouSh oy.r-exposure at a 

! 1&".1' date. Bonver, recopition ot Med i8 the etazot1ng point aDd the e&.le. 
activity .Mrt. hen. !&k1a& the poillt. in order -

Conceive 

:l 
1 , 
" 

Articulate -

Dur1ng the CODOep'tU&l period tile Deed which may be 
tor 1Dcreased facilities, larger dollar volume, more 
etticleat haadling syeteas or a Yarlety ot other 
d8llaud. i. yleuallzed aDd plt down in BCIIle rough 
tona. It II&Y be a peno1l .utch 01' .,. ~in a 
id.a in .... on. t. aind. B.re the P1'03ect ee.. It. 
or1&in aDd lt 1. thi. earl1' 14.a that otten carrle. 
thl'ol.lgb. the entire project. A good conceptual gra.p 
ls es.entlal if the proJect i. to be .ucce.stully 
cc:apleted. 

Du:l'iD8 the progr_iDg phase, the needs of the 
concept are plt into ea.~ understood tabular torm, 
.0 m&DY equare feet tor storage, .0 maDy .quare feet 
for offlce, so much helght tor .hlpping tacillties, 
etc. The actual physlcal deII.Dd. ot the envlroament 
are eet torth in the proJect program or proJect blble. 

low the concept aDd prosr- are cCllllb1Ded lnto pre­
l1a1D&17 COI'UltructioD l.aDgwIge. Floor plans are 
drawn in accordaDce with requ1reaent.. The tunctioD&! 
arra.rase-Dt i •• hOYD in accordaDce Vith the proJect 
bible. Materl&18 are c.u.d out in tem. ot tbe 
a-aD4e ot tbe cODcept. 
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!'hi. i. a crUical poiDt in the 11De ot action. 
By aov autticient work bas taken place .0 the manager 
caD UDderstud tho proJect and say: "I 11.k.e thi. or 
I dDn'tj cb.ange thb, reTi.e this; let'. inareale 
that a bit; let's cut dovn here." Finally 8aY1n8: 
"OK, I'. .ati8tiod with this 8et of ideu lhow1D& 
the CODCept aDd the progr_ - let' I JllQ'Ve on! n 

Approval wi1ock8 the design aDd cODBUuction period. 

In the de.ip phaae, product I ot the pre'Yiou.. tour 
.tepa are ut Uized concurrently to :prepare a .et 
ot vorkiDg draw1DgB &lid specifications that traDII­
late concept iDto at .. l, concrete and .pace. 
lext, t_ actual envil'olJllent i. bu1l.t. Conatl'\lction 
i. the tirst point Ybare BCllLeth1.ns maJor aad tusible 
happeu .. a reault ot the concept. 

When the proJect baa been ~ilt, it ia turned over 
With the appropriate operat1D& IIUIIlala to the owner 
or teneat. !urDover is aD iaportut .tep siDce if 
done properly, it insures that a valuable cc:.aodit;y, 
the cClllpleted env1rozaent,is properq SiveD to those 
vho must use it. 

lesleet ot good turnover procedures is otten the cause 
ot seriou.. callback problalls. We certaiDly vould.D't 
tum a ccaplex piece ot macb:1.Der;y oyer to an _teur 
operator and expect he vould Il&ke it pertorm l~ 
riPt tl"CIIl the start. leither lhould .... asS\1118 that 
lID OWDer can take a new enTirolll18nt that baa Just been 
built tor h1lI and 1Imned1ately operate it at full 
etticienc;y. T1ae sbould be splnt duriq tuno'Yer to 
elr.Jla1n boW tai. enTirOaent i. to tuDction. 

fhe "'Y1:I'oaaent is DOW ru.n-in and beSiD. to achieve 
ita tul.l. pa.rpoae. Operation CIID be an :lIIportant 
responsibil1ty althouah the design/build. contractor 
ahould fUrnish hi. operational funct10ns 1n cOUDeetion 
with a new en'Y1rODlllent ou;y on a paid coat.ract 8."1'aIlp­
ment and provided he ia caapetent to operate the 
tacil1t;y. 

Maintenance of the phyaical enTiro.ent i. tbe door 
opener tor future proJects. It also allaurea that 
the environment that ball been nursed throup the 
pH'Yiou.. eight "&60B will be ma1Dta1ned correctly' 
so u to work at ita beat tor those wbo lILlat us. it. 
'rbe .. 1DteD&llce contract is perhapa one ot tbe least 
expJ.ored areas 1D the more 80phi8ticated approacbe. 
to envlroaaental design &D4 co ... ~ruetion. 
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the ad. of the l1De of act101l 11 when the de.1go.er aDd. bu1ld.ez' of env1rcma.eutl 
baa tilCbaz'pd. hi. !iIPDI1b111t1e.. In a cout1llu1D& tl'URvortby' relat10llship, 
tba liiie ofiC't'1oihift DO eDd 8111ae before 1t 11 f1l11.bed, a ocapeteut 
pI'Otel11cmal V1U be n-1DYOlyed 111 aother p:rosna at 1tl be.1DD1Da. 
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1. Point u time at which est:1m&te is prepared 
2. Sc&le ot detaU required 
3. Eetaat1Ds aetboc1olo87 
4. Lite spa. cayered by costus 
5. Data a .. aUable 
6. Ultimate use ot est:1m&te 
7. 1fuIIber ot el.ements estimated relati'ft to total 
8. Cat:Ilpttitift situation 
9. Role ot eet1JDate u Htt:1Da t1D&l COlt 

10. Coutrol position occupied 

It. --1D8tuJ. classiticatiOD s)'St- results it we al8ip ftlues or we1_s 
to identity the requ1zw.ents ot tbe specitic eatimat:1Da situation. 

1. 

2. 

Pout 111 time at vb.1ch estimate is prepred 

1) Conceive 
2) Proanm 
3) Articulate 
4) Approve 
5) Desip 
6) Coutruct 
7) Turnover 
8) Operate 
9) Maint&1D. 

Scale ot detail required 

1) Very rouah datail, using geDeral rules ot thumb 
2) Generalized cOllb1JlatioD system 111 rough detail 
3) Moderate detail by unit or component modi tied with 

seneral historical aDd current data 
4) Great detail moditied with specitic historical aDd 

detail current data 

1) 
2) 

3) 

4) 

Replacement or appraisal technique 
Historical unit area or volume tiSUZ8s indexed tor 
current us. 
MaJor campoDent costing aDd aSlembly indexed tor 
current use 
Detailed component costiD8 and assembly 1Ddexed tor 
current us. 
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3. zat11lat1:Y .. thodolos;r (coDt.l 

5) Detailed t1llle aad pterial eat1m&tea ot elaeDtal. unita 
(1Ddividual.ly assembled at time ot eat1JDat,1Dg) 

The tuDdaaeutal. ditterence between componeDt coating aad coat-
1n8 t:raa elemental unita ia tbat in tbe tirst tbe elemental 
UIlita are pre-usembled and pre-e.tiMted so that they are not 
evaluated eacb time the ComPOJleDt ia encountered in tbe proJect. 

~. Lite spaD covered by costiug 

1) 
2) 

3) 

~) 

Coat ot initial installat10D on.l.y' 
Coat ot 1DatallatiOD" aDd short operat1Dg ad mainteD&Dce 
cycle 
Cost ot inStallatiOD" and long oIBrat10n and mainteDaZlce 
cycle 
Coat ot iDatallation" and total operatioD aDd maiDteD&Dce 
over lite ot taveatmeDt 

5. Data,ava1lable 

1) 
2) 
3) 
~) 

Very little 
Moderately adequate witb auppJ.emeDtary researcb 
aeDerally adequate 
Aa JllU.cb aa required 

6. Ultimate use ot eatimate 

1) 

2) 

3) 

4) 

CODceptualiziug - to gaiD basic idea ot .cope -
uau&ll.y very rough figurea 
Comparative evaluation - to mea.ure OD an equal baeis 
several elements or combinations" all relative to a 
CODaOD datum 
lNdgetiDg - to prov1de a baais tor allocat1ng capital 
tuDda I mainteD&llce or operating co.ts or other expendi­
tures on a given program prior to ita tiDal design but 
after it. cODception 
Competitive - to give the ulttDate decision-maker in 
an envirOumeDtal design and cODstruction program 
comparable" tirm values by wbich he can aelect all 
elemeDta ot the program to optimize its .ttecti .. ne.s 

7. !lumber ot elementa estimated relati"e to total 

1) Small ps.rt ot total 
2) Moderat- part ot total 
3) MaJor part ot total 
4) Most or &l1 ot total 

8. Campetitive situatioD 

1) 
2) 
3) 

Bo ccapet1tion 
Moderate ..uti 'V&lue cOlllpetition 
Heavy 81Dgle value campetition 
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8. Ccapetitive situation (Coat.) 

RALPH J. STmPHmN80N. P. E. 
OO •• VI:II'I1'O m"otNJlJlM 

Multl value ccapetltlon is a reati .... naluatlon baaed 
up ae"raJ. tactors such u sis., qU&llt7 ot Jll&Dapll8Dt, 
experlenc., preaent work. load and t1l:umclal 8treDgth. 

In single value ccapetltlon, all ot thes. are reduced to 
a lone .... aluation ot the ultimate value .xpressed in the 
mcme7 bld. Such ls the cue on p1bllc projects vbere 
the only requlreMnt to be on tbe blddlnl liat 18 that 
an adequate bond be avallable. 

9. Role ot .8t1mate in settiy t1D&l cost 

1) To set capltal coats only 
2) To s.t t1naDcing, operating ad .. 1Dt.UIloe GOata 0II.l¥ 
3) To set all proJ.ct costs t~ a apecltled perlod 

of time 

10. Control posltlon OCCUR1.d 

1) 10 control exerted 
2) Minor controls posslble 
3) MaJor controls posslble 
4) Total control ot program 

Much elaboratlon 18 posslble on control poaltloll8. Th. 
cod. auagested ls a 81mpllatlc approach a;ad 1D actual. 
us. mlgbt be modltled to retlect to what tbe control la 
applled. Control posltlon IIIA7 .xtend to labor, .. t.rlal, 
land, mone7, deslgn, construction or sub coutraetora 
UlOIlS others. 

.... ... 
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Definition: 

Question? : 

What is it?: 

RALPH J. STEPHPlN80N. P. J<!. 
OONIIOlll'rNG ENQrNJllII:R 

PROJECT MANAGEMENT 

AN EXPLORATORY LOOK 

Project A set of work actions having 
identifiable objectives. 

Effective Of a nature that accomplishe s 
identifiable objectives in accordance 
with the action plan, and achieves' 
specified peripheral goals re sulting 
from intermediate actions. ~ 

Manage To direct the application of available 
resources. 

What is different about project organization as compared 
to the ongoing parent organization? 

1. Project organization is usually temporary 
(relatively) . 

2. 

3. 

Project organization may be on a different 
base than the ongoing parent organization. 

Project authority positions tend to be vested 
first and earned later. 

A project seems to have the following characteristics 
(feature s) and requirements. 

1. Its objectives must be clearly defined. 

The desired course of action from start to 
finish is (and if it isn't, should be) explicitly 
stated as a standard of pe rformance (if you 
can't plan it, you can't do it!) 

The resources required to do each action from 
beginning to end are identified and made countable. 
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Project Management 
An Exploratory Loo·k 
Page two 

RALPlI .T. ST11lPHIl:NIiION. P. J;~. 
(lOM.ULTIMO IllMOINF.I'.H 

An organization structure should be 
(or is best) built under (not over) 
the resource framework to give the 
resource frame quality, continuity 
and monitorbility. 

The resources needed to do the project 
can be assembled and put to work. 

A method of isolating, identifying and 
correcting deviations from the standards 
of expected performance has to be 
devised and applied. 

The performance should be measured 
to reward competence, and correct and 
improve lesser efforts as the project 
proceeds and upon its completion. 

Outside management (ongoing management) 
usually sets both the starting and ending 
of the project. 

H/o 9? 
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THINKING PATTERNS I 

Why plan? .•• , ••••••.•••••••••• , •.••••• 

Why translate? . I I •••• I ••• I • I •••••••••• 

Why control? .••••••••••••••••••••••••• 

Why correct? •••••••••••••••••••••••••• 

Why learn? •••••••••• ' •••••••••••••••••. 

APPROACH PATTERNS. 

1. Improve capabilities 

2. Gain control 

3. Create Don't adapt 

4. Experiment 

5. Expand conceptual srasl? 

6. Don't deadhead Keel? learnins 

7. ~ :problems 

8. Define objectives 

to 

to 

to 

to 

to 

RALPH J. STlDPHEN80NI PIID. 

OONlU:rurUI'G IDNGtNlIllllR 

evaluate I 

communicate I 

achieve! 

maintain I 

improve! 



RALPH J. BTJIIPBlIIN80N. P. Eo 
OO".tIVI'bfCit JI1JrGnr ••• 

Claim Prone Job Characteristics 

During the profiling, proposing and negotiating period, it is often 
possible to gain a good insight into the expected nature of a job if 
one is fortunate (or unf.)rtunate) enough to be the successful pro .. 
poser. The problem job is becoming increasingly serious in our 
business and professional lives and it should be identified early. 
The problem job generally results in increased costs during the 
construction period and quite often requires arbitration or litiga­
tion to achieve resolution of costs and damages. 

Thus, it is good policy for the perceptive owner, architect/engineer 
and contractor to become familiar with those characteristics that 
early identify a job as having potential for being a trouble project. 

This list of characteristics is by no means complete, nor is it 
meant to imply that a job having these features will necessarily 
be claim prone. It is, on the other hand, an honest effort to state 
certain unique job features that have been identified in projects 
that have ended up in litigation or arbitration. The list is at random 
with no attempt to c1as sify or characteri ze the feature s. 

,-

Claim prone job characteristics may include: 

a. A wide spread in proposal prices .. 

b. Issuance of a large number of pre -bid addenda and instructions. 

c. For subcontractors, a poor general contractor reputation if 
the project is being built by one prime. 

d. For projects with separate primes, poor other prime 
contractor reputations" 

e. More than four to six prime contractors involved(applicable 
on normal building work only)o 

Poor reputation of architect/engineer preparing contract 
documents. 

g. Excessive how-to-do-it emphasis in contract drawings and 
specifications. 

Page 1 of 2. Hlo 12,1i 
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Claim Prone Job Characteristics 
(continued) 

RALPH J. BrIDPlDll:M'IIO:M'. P. E. 
OO_U"IIl'z.. _.1 .... 

h. Non-liable party involvement in responsible positions, 
i. e. non-liable construction manager. 

i. Large numbers of allowance items. 

j. Zero (or excessively small) tolerance specifications. 

k. Poorly defined authority and responsibility patterns in the 
offices of the architect/engineer, the owner. the general 
contractor or other prime contractors. 

1. Inexperienced specialty contractors. 

m. Excessive number of pre-selected suppliers for key material 
and equipment. 

n. Large dollar amount or numbers of owner purchased equipment. 

o. Location in strike prone areas. 

p. Location in jurisdictionally sensitive areas. 

q. Heavy use specified for untried products and equipment. 

r. Non-liable party involvement in establishing delivery commit­
ments, io e. construction manager, architect/engineer, owner 
representative. 

s. Involvement of pOlitically accountable owners, architect/ 
engineers or other contractorso 

t. Multi responsibility payment structures. 

u. Excessively long time periods to award contracts after a 
proposal. 

v. 

(Note: This often occurs in public work where many 
non-project approvals and agencies are involved.) 

Poor owner reputation. 

Page 2 of 2 Hlo 125 



® 

I; / 

I I 

; , 

; " 

,~ 
I, l ' 

'I I 
'I. , 



" 

-I ~. 
RALPH J. STHlPHHlNBON. P. Eo 

PROFIT POTENTIAL LEVELS 

In construction the concept of profit is complex and often misunderstood. There 
are many kinds of profit - financial, socio-economic, value system, self-actual­
ization, education, enjoyment, technical and probably as many more equally 
important but less obvious. 

If we view the various kinds of returns on investments relative to project 
management, it appears there are three major levels of profit potential avail­
able, that achieved by being certain to consider and include all elements of 
the project, that achieved by arranging these elements in an effective action 
sequence and the profit achieved by making effective use of discretionary or 
float time. These are identified as levels A, Band C respectively. 

A brief discussion of each is given below. 

Level A Profit Potential 

The basic profit potential is realized when the manager and his project 
team have made certain to include all project elements in the estimating, 
planning and control process; when they have made certain that everything 
is counted and there are no missing pieces. Every element missed erodes 
the profit picture just as a missing piece of .a jigsaw puzzle spoils the 
pleasure of assembling it. 

Level B Profit Potential 

Once project elements are accounted for, they must be properly arranged 
in a logic pattern to produce the most effective plan of action. In 
any plan there are identified desired and necessary relationships. 
The proper expression of desired relations is a major factor in reali~ 
ing level B profit potential. Here is where the true skill of the 
project manager begins to impact upon the job. The experienced, 
intelligent, knowledgeable manager will explore, simulate and select 
the most effective ways of assembling the job under his control. The 
level B profit potential is highest when the best ways have been selected. 

Level C Profit Potential 

This profit is highest when the job is scheduled well and a selection 
made as to where each task should be done in relationship to the dis­
cretionary time available to it. Often discretionary time is identified 
as float time. Where the good manager schedules the task when he has 
resource options (time, money, manpower, equipment, etc.) will largely 
determine how profitable the level C management work has been. 

0: ,1 nutshall, level A prof! t potential deals with identifying all the elements 
,~.lclved. Level B profit potential is concerned with arrangin~ these elements 
::' 1 lOgical and effective action plan 0 The C level prof! t potential is 
;~ed when the project is managed well by proper scheduling within allowable 
, lcurce limits. 
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SUGGESTED BIBLIOGRAPHY OF MANAGEMENT RELATED BOOKS 

Managing Yourself Creatively 

Hawthorn Books, Inc. 
260 Madison Avenue 
New York, New York (paperback) 

Ted Pollock 

The Nine Master Keys of Management Lester R. Bittel 

McGraw-Hill Book Company 
330 West 42nd Street 
New York, New York 10036 

It All Depends 

University of Alabama Press 
University, Alabama 

Management - Ta sks, Re sponsibilitie s, Practice s 

Harper &: Row, Publishers, Inc. 
10 East 53rd Street 
New York, New York 10022 

The Managerial Grid 

Gulf Publishing Company 
Houston, Texas 77001 

The Rational Manager 

McGraw-Hill Book Company 
330 West 42nd Street 
New York, New York 10036 
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Harvey Sherman 

Peter F. Drucker 

Blake &: Mouton 

Kepner &: Tregoe 
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Critical Path Method 

Cahners Publishing Company, Inc. 
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Prentice Hall, Inc. 
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GLOSSARY OF TERMS USED IN 

PROJECT PLANNING AND MANAGEMENT 

Administrati ve 

Usually considered to be supportive of ex'e-cutive operations 
in an organization. Very simply, administrative costs may be 
considered the cost of management. 

Authority 

The leverage, either vested or earned, that allows an individual 
in an organization to effectively carry out his responsibilities. 

Business model 

A graphic depiction of the elements which make up a business 
entity. The model usually identifies premises, objectives and 
implementation. It recognizes basic business functions, 
business activities and manager activitie s. 

Control 

Maintaining firm, fair, competent managerial direction of any 
given situation. Controlling leads to achievement. It is usually 
accomplished by the invisible use of leverage. 

Critical path method 

A mathematical modeling technique which allows the user to 
establish ranges within which resources can or must be used. 

Decision table 

A tabular display of information regarding a defined situation 
which permits alternative courses of action to be evaluated 
by ye s or no answers to explicit questions. 

Decision - to - action time span 

The amount of time required from the point at which a decision 
is made to the point where the decision is implemented. In a 
management structure it is important to insure that the full 
span of time from decision to action is covered from shortest 
to longest. 

Page I of 12 HIO 160 



, .,:. 
• ~ Glossary (continued) 

Decision tree 

B.u .. PJI J. STmPJOD1'QIOlf. P. m. 
OO •• VII.I'J' •• ......... 

A graphic device showing alternate courses of action from a 
given situation point. The decision tree is used to graphically 
show the impact of various possible decisions at any given point 
in the decision process. It can be quantified or unquantified. 

Dysfunction - organizational 

An organizational problem that hinders or prevents achieving 
objectives - may be temporary or permanent. 

Early finish (EF) 

The earliest possible time a task can finish in a network model 
if all of the tasks preceding it have been completed by their 
early finish dates. 

Early start (ES) 

The earliest possible time at which a task can begin in a network 
model if all tasks preceding it start at their earliest possible 
starting times. 

Education 

The teaching and learning proce ss by which principles of doing 
things are conveyed to the learner. 

Effective 

Of a nature that accomplishes identifiable end objectives in 
accordance with an action plan. and achieve s worthwhile 
peripheral goals resulting from intermediate accomplishments. 

Elapsed duration 

The estimated or actual amount of calendar or clock time an 
activity requires to accomplish considering all directly and 
indirectly related influences upon the task activity. This 
includes temporary work delays and stoppages due to 
influencing actions on the task. 
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Ex'e-cutive 

The executing arm of the organization. This is the group and 
activities that are closest to the flow of expense and income in 
achieving the organization's prime objecti~,es. It is closely 
related to line operations. 

Fabrication facilities 

Usually considered to be the physical location where materials 
and equipment are prepared and assembled ready for use. 

Goals 

Similar to objectives but quite often applied to individual 
effort rather than group or company effort. 

Goals - dependent 

Targets to be achieved, but affected by major influence s beyond 
the manager's control. (Note: dependent goals, while beyond a 
manager's control, may be well within his company's ability 
to achieve. Lack of correlation between company and individual 
effort in achieving a manager's dependent goals may cause 
severe organizational dysfunctions. ) 

Goals - direct control 

Targets achieved by managing conditions well within the direct 
influence of the manager. 

Histogram 

A graphic depiction of quantity plotted against various elements 
such as item function, item name or time. 

Hygiene 

The elements in a given situation that are acceptable to an 
individual but do not necessarily motivate him. These same 
factors, if unacceptable, act as negative influences upon the 
individual. 
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Interfaces 

Points at which different but related activities exert direct 
influences upon each other. Interfaces are often the influence 
points where direct control goal activitie s contact dependent 
goal activities. Poor management of interface situations 
usually causes problems. 

Late finish (LF) 

The latest allowable time in a network model that a task 
can be completed without forcing those tasks that follow it 
past their latest allowable starting dates. 

Late start (LS) 

The late st allowable time at which a task in a network model 
can start without forcing the tasks that follow it past their 
latest allowable starting dates. 

Leverage 

The effective use of ve sted and earned authority to solve 
problems and achieve objectives. 

Life cycle cost 

The total cost of a system over its entire defined life. 

Line activities 

Those organizational activities that are most closely 
identified with the flow of basic expense and income related 
to the prime objectives of the organization. 

Line of action 

A sequential statement of the activities necessary to conceive, 
de sign, build and operate an environment. 

Manage 

To define, assemble and direct the application of resources. 
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Management by exception (MX) 

A measuring and monitoring system that sounds an alarm 
to the manager when problems have or are about to arise. 
and remains silent when there are no problems. The system 
explicitly identifies the problem area, thus permitting the 
effective manager to manage the exception while leaving 
smoothly running operations to continue running smoothly. 

Managerial grid 

A numerical grid which positions a manager in a matrix by 
defining his concern for people as compared to his concern 
for production. This grid has been highly developed by 
Blake &: Mouton and is useful in establishing managerial 
systems that are both desirable and needed. 

Money flow 

The flow of income and expense plotted in amounts of money 
against time. 

Monitoring 

Measurement of current project conditions and position against 
the standard of performance. 

Motivation 

The elements of a given situation that encourage and make 
effective. successful and meaningful the activities of those 
engaged. 

Network plan 

A graphic statement of the action standard of performance 
expected to be used in achieving project objectives. 

Network planning 

A graphic technique of showing the necessary and desired 
actions needed to achieve end, intermediate and peripheral 
objecti.ve s. 
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Objectives - end 

Those objectives that are realized from and upon total 
completion of the project work. 

Objectives - intermediate 

Those objectives achieved at specific and identifiable stages 
of the project, i. e. partial occupancy of a building, or turn. 
over of a mechanical system for temporary heat. 

Objectives - long range 

Usually applied to organizational objectives to be achieved 
within a 5 to 10 year period. Sometimes called strategic 
objective s. 

Objective s - mediuni. range 

Organizational objectives to be achieved within a I to 5 year 
period. Sometimes called tactical objectives. 

Objectives - peripheral 

Those objectives realized on an ongoing basis through the 
life of the project and achieved as an indirect re suIt of 
project activities. Peripheral objectives may be personal, 
professional, technical, financial or social. Examples of 
peripheral objectives might include staff promotion, 
profitable subcontractor operations or specialized experience. 

Objective s - short range 

Organizational goals to be achieved between now and 1 year. 
Sometimes called operational or short term tactical objectives. 

Ongoing organization 

The arrangement and interrelationships of people charged with 
maintaining supportive actions provided by the ongoing elements 
of a company. Examples of functions contained in the ongoing 
organization are estimating, administration, legal, sales and 
purchasing. 
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The arrangement of resources (talent, skill, money, time, 
space, people, et all that has evolved or been selected to 
accomplish the functions, activities, manager activities and 
goals of a business or institution. 

Planning 

Establishing and arranging the necessary and desired actions 
leading to end, intermediate and peripheral objectives. 

Problem 

A deviation from an accepted standard of performance. 

Profiling 

A selective, flexible, dynamic operable system of screening 
projects, people, activities and other elements of a project 
to achieve optimum results, as defined by established plans 
and objectives. 

Profit - education 

Company and project fulfillment of learning goals held by 
individuals or groups involved. 

Profit - financial 

Fundamentally, the difference between organizational cash 
income and organizational cash expense. Further definitions 
of financial profit are complex and often unique to an organiza­
tion or project. 

Profit - self actualization 

Personal fulfillment realized after basic needs of shelter, 
safety, protection, love and freedom from hunger are achieved. 

Profit - socio-economic 

Company, group or individual achievement of social objectives 
within a financially profitable situation. 
(Note: very difficult to explicitly define. ) 

.~ 
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Profit - value system 

Company and project fulfillment of personal, professional, 
technical, social and financial values held important by 
individuals and groups. 

Project 

A set of work actions having identifiable end objectives. 

Project Manager 

That individual responsible for full implementation of a 
project through the authority and resources given him by 
his organization. Usually the project manager is most 
concerned with supportive action which brings resources 
to the point of effective use. 

Project organization 

The arrangement and interrelationships of people charged 
with implementing the end, intermediate and peripheral 
objectives of the project. 

Project stage s 

A sequential definition of the action steps to be taken in 
successfully carrying out a project. 

Project superintendent 

The individual, usually in a construction program, who is 
most directly responsible for the expenditure of funds to 
carry out the project. The project superintendent is 
responsible for ex'e-cutive actions. 

Que stion - direct 

One asked with strong indications as to specifically who 
should reply. 

Question - overhead 

One asked of a group without indication as to who 
is to reply. 

Page 8 of 12 H/O 160 



'. 
• 

_ ,= 

Glossary (continued) . RALPH J. STlIPU8ft80ft. P. JD. 
00 •• 17l1li1 •• ........ 

Question - relay 

One passed along to someone else other than the party 
originally asked. 

Question - reverse 

One returned to the que stioner by rephrasing or rewording 
the original question~ 

Relations - formal functional 

Project relationships that concern distribution and use of 
data, information and decisions that flow along formally 
defined transmission lines. Formal functional communications 
are usually written and are normally one to many or many to 
one in nature. Formal relations are precisely defined and 
most day to day business is accomplished within the formal 
relation framework. 

Re lations - informal functional 

The natural channels along which organizationally related 
material is most easily, comfortably and quickly transmitted. 
The informal relation usually exists by consent and is 
stimulated to maximum effectiveness by a mutual profit 
gained from the relation. There is little, if any, authority 
normally expressed in informal relations. Communication 
is usually oral and one to one. Often informal relations 
define the hidden organizational structure. 

Relations - occasional or temporary 

Those created when extraordinary or unusual management 
demands arise. The temporary relationship is, by its nature, 
unstable and should seldom be adopted as a permanent active 
arrangement. Extensive use of informal functional relation­
ships creates business dysfunctions, breaks down morale and 
causes internal tensions difficult to resolve. 
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Relations - reporting 

The official channels through which each individual conveys 
or is given raises, appraisals and evaluations; is fired, 
assigned, reassigned, and is provided professional, vocational 
and personal identity. Usually is a one "to one communication. 
The true organizational superior of an employee is usually 
that individual with whOJTl. he maintains a reporting relation. 

Relations - staff 

Those business relation. through which a person or group 
provides advisory services necessary to accomplish goals. 
Staff personnel usually act in a consulting capacity with 
little or no authority relative to those outside the staff group. 

Resources 

The tools of the supportive and ex'e-cutive manager. Resources 
can include manpower, .talent, tools, equipment, time, money, 
experience, space, materials, as well as intangibles such as 
enthusiasm, morale and leverage. 

Responsibility 

The assignment, spoken or understood, that a person in an 
organization has as his part in maintaining the organization's 
health and continued vitality. 

Schedule 

A graphic or written tabulation of project activities showing 
where they are to start and finish. The schedule is derived 
from the plan of action and the network model by locking the 
tasks and the resources they require into a specific time 
position. 

Span of control 

The number of organizationally related individuals a manager 
directly controls. Span of control is signified by the number 
of one to one relations a manager maintains. 
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Staff 

A supportive unit of any organization in which the basic 
function is usually advisory in nature. Staff functions 
are occasionally defined as overhead or non-production. 
They are considered to be the opposite of line activities. 

Standard of performance 

A well defined, explicitly stated, approved and accepted 
statement of the measurement object to be used as a 
gage of performance and goal achievement. 

Structured organization 

An arrangement of business elements that tends toward 
highly defined, formal functional definition. The 
structured organization, depending upon degree, can 
work exceptionally well or not at all. It tends to lead 
toward high overhead, e.xcessive management layering 
and quite often, particularly in subsidized sectors, 
management paralysis. It is beneficial in that when well 
used, it tends to eliminate confusion and misconceptions 
regarding the role of the individual in the organization. 

Talent 

A capacity for achieving identifiable success. Usually 
talent is considered one of the abstract resources. 

Time 

The clock or calendar position assigned to activities. 
Usually in network systems time is measured in elapsed 
working days. 

Total float (TF) 

The amount of discretionary time available to a task 
in a network model. The total float is the difference 
between the early and late starts and finishes. It is 
one of the most important elements in the use of network 
systems. 
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The teaching and learning processes by which specific. 
explicit methods and systems of doing something are 
conveyed to the learner. 

Translation 

Recasting standard of performance information and data 
into graphic, narrative, mental, oral or other form to 
insure optimum use by all involved. 

Unstructured organization 

An arrangement that encourages interrelations tending 
toward informal operations, minimal paper work, loosely 
defined reporting relations and high dependence upon 
individual initiative. It should be noted that the informal 
nature of this kind of organization demands continued 
challenge and excitement infused from the outside to 
maintain economic strength without being subsidized. 
Usually subsidization of the unstructured activity brings 
it to an end. 

Value engineering 

A simulation technique that encourages identification of 
the best function for the least cost (not only financial) 
in a given technical decision situation. 


