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Management for the More Experienced (Ex-Files)  

Project Management Techniques
Project management is a complicated task, as some of you may already know.  To ensure that any project that you are undertaking runs smoothly and is completed on time you can utilise one of a number of project management techniques.  Techniques discussed below are those mostly likely to be useful to information professionals undertaking small to medium projects.
Gantt charts

Henry L. Gantt, an industrial engineer, invented Gantt charts in 1917.  A Gantt chart is basically a standard bar chart that has been rotated onto its side.  “The Gantt chart provides a graphical illustration of all the activities in a bar chart diagram, where all the activities and their duration times are given on the vertical axis and the horizontal axis gives the total time span” (1).    The chart shows at a quick glance how long each task should take, the length of the whole project and the overall timescale of the project. It also shows what should be happening on each day, week or month of the project.  On a Gantt chart milestones can be indicated by diamonds so that they stand out clearly.  A milestone for a project could be the completion of an interim report required by the project funders before they release the next period’s funding.

Below are links to a couple of examples of Gantt chart:

http://en.wikipedia.org/wiki/Gantt_chart 

http://www.chartexample.com/chart_example/ganttchart.php 
GANTT charts can be very useful as they do not take too long to complete and give you a quick and easy-to-understand visual representation of the project.  They are good for small-to-medium-size projects but can be too simple for larger projects where a large number of variables are to be considered and monitored.  GANTT charts are also easy to produce and can be created using a word processor, by hand, with spreadsheets or specialised project management software.  
Network analysis

Network analysis is based on the idea of the ‘network’ or ‘arrow’ diagram.  A PERT chart discussed below is one example of a diagram utilised in network analysis.  “Some types of charts show the duration of each activity by writing it in along the line.  The most sophisticated versions, usually generated by computer programs, will draw the charts against a horizontal timescale with the length of line indicating how long an activity is expected to take, and additional slack made up by a dotted line” (2). The Critical Path Method is an example of the network analysis monitoring and control technique.  
Critical Path Method or Analysis 
The critical path method or analysis was developed in America by Du Pont and Remington Rand in the 1950s.  The critical path method considers the critical path of the project (the sequence of tasks that add up to the most time required for the project to be completed).  This method works by looking at all the tasks that need to be completed during the project and the time they will take.  This method also considers the relationship between tasks i.e. tasks that have to happen before another task can or tasks that can only happen once one or more other tasks have already happened.  Two dates are then calculated for each task of the project – the earliest start date and the latest possible completion date.  Tasks that have the same earliest start and latest possible completion date are critical.  Delays to tasks on the critical path will hold up the project. Tasks that are not critical can be delayed up to their latest completion date without causing a delay to the project itself.  As a project progresses you may find critical tasks take less time or non-critical tasks take longer which may necessitate changes to the critical path.  This method is represented graphically as a PERT chart.
PERT Charts

PERT charts are the graphical representation of the critical path method or analysis.  PERT is an acronym and stands for Project Evaluation and Review Technique.  A PERT chart is simply a flow chart and shows the order in which project tasks need to be done and how they relate to the other tasks in the project.  
Below is a link to an example of a PERT chart:

http://whatis.techtarget.com/definition/0,,sid9_gci331391,00.html
A PERT chart consists of three elements –

· Events –  events or milestones. For example, if your project involved gaining feedback via a questionnaire, completion of the writing of the questionnaire would be an event (events are shown on the example as numbered rectangles)
· Activities – activities or task are things that need to happen to realize the events (shown as arrows on the example)
· Non-activities – activities that are not dependent on other activities occurring to provide the resources for them to occur (these are shown on the diagram as dotted lines) 
The advantage of the PERT chart is that it is easy to see the sequence of every event and any dependent tasks.  PERT charts work very well for large projects that involve large project teams doing parallel tasks.

As PERT charts are not drawn to scale it can be harder to visualise exactly where you are with the project than with a GANTT but the different information they include means that they work better for large projects.  

Budget Profiling
All projects, even the smallest, require some budget.  A project with too little money can quickly fail.  To work out the budget that your project requires you need to consider the resources you require.  You then need to calculate how much they cost and the timescale over which the budget will be spent.

In working out how much money is required you will need to think about the three main categories for which the budget needs to provide:

· People – project staff and any experts you might need to complete a specific task
· Equipment – any specialised equipment you need to purchase or hire, computer programmes, CDs etc

· Expenses – travel to interview people or to conferences

Don’t forget about VAT.

Profiling itself is not too hard - you just need to work out how much will be spent and when for each of the three categories.  Totals can then be utilised in checking the progress of the project.
Work Breakdown Structure (WBS)

Creating a Work Breakdown Structure (WBS) can help to identify the individual tasks.  The structure can then help to develop the full project plan.  A WBS is fairly simple to create.  It involves the whole team getting together and thinking of all the different tasks that have to occur to complete the project.  First, write down all the tasks on post-it notes.  Then arrange these into groups of tasks that make up the major tasks of the project.  Finally, organise all the tasks into a logical order.  “The purpose of a WBS is to decompose the project into steps and sub-steps” (3).   Using your WBS you should now be able to create a Logic Network.
Logic Network (time chart)

“A Logic Network shows the sequence of activities in a project across time. It shows which activity logically precedes or follows another activity” (3). To produce a logic network take a large sheet of paper and on the far left write “Start” and on the far right write “Finish”.  Then using the sticky notes from your WBS organise the project tasks into order from “Start” to “Finish”.  Demonstrate relationships between the different tasks with arrows; some tasks may have a number of arrows linking them to other tasks. All lines must be connected and go from left to right.  Thus, each task must connect to at least one other task or be connected to the start or end of the project.  To help plan the timing and duration of the project add time required to each of the tasks.  The Login Network that you have produced will help you to realize the dependencies in your project, its timescale and its workflow. 
Conclusion

There are a variety of different tools and techniques to help with the complex task of project management.  Discussed above are a number of these that are useful for small to medium size projects and can be utilised without expensive software.  All the tools attempt to get the project team to consider the task necessary for the project, the relationship between the different activities and the timescale of the project.  Completing a project within its proposed timetable is an essential element of good project management.  
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