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Principal of project management

The project management subject has become one of the most common themes in the recent past
and that due to increase the numbers of the mega projects worldwide
with the development of modern technology in all areas of knowledge
which require new methods of project management to cope this fast
developing.

The concept of the project is very different
than the daily routine operation works, therefore, the project
management is different than the daily activity in operation
management, therefore, the most books and references which discuss
the project management, they define the project as a number of
tasks and duties to be implemented during a specific period of time
to achieve a specific objective or set of specific targets.

Based on the above definition, it is clear
that project management is different from the operation
management.

The definition of management in general can
be summed up as the planning, organization and recruitment, direct
and control the resources of the organization to achieve its
financial and non-financial targets.

In the operation management , the production
managers is focus in general, about the volume produced during the
week compared to the previous week and compared to the same week
last year, and what is the profits, sales or operational orders
this week, compared with the last week or what the company is
spending During this quarter of the year compared to the estimated
budget, what is the amount of sales of the product (A) compared to
the product (B), and what is the position of sales of the product
in the company in comparison to that of the competitive companies
in the same area.

On the other hand, it can be to know the
meaning of "project management" as the planning, organization,
direction and control all kinds of resources or a certain period of
time to achieve a specific objective.

To clarify the difference between project
management and operations management, when we think about what is
going on in the mind of these two mangers. The project manager
dream is to finish the project on time and where he will relocate
after the finish of the project, and this is totally difference
than the thinking of the operation manager as he dreams for no stop
of the daily products, so it will be not one of his dream to stop
work which is on the contrary of the project manager target.
Therefore, you can imagine the difference between the thinking of
the two mangers.

The first difference is that the definition
of project management is considered to finish the project in a
certain time and it is a set of objectives at once. While some
measures are applicable for the operation and project management in
the same time, as it the use of budget and manpower to put an end
to specific actions.


Project characteristic

One of the most important features of the
project is the selection of individuals belonging to different
locations of the same company. In some international projects, the
individuals are from different countries, culture, education,
employment, and all of these individuals have different skills.
With all those differences, they must work together to complete the
work in a specific time and definite target.

The project manager
has to coordinate between the members of the project to reach the
goal of the project. As a result of rapid development in modern
technology, the specialty has become important, therefore, now a
day any project contains many different disciplines, and an
explicit example in construction projects, there are a team for
constructing the reinforcing concrete and other team for finishing
work, plumbing work and others. So, every branch of the
construction activity has its own technology and skills. Therefore,
the project manager has to cooperate between the different
disciplines to achieve the project objective.

The primary goal of the project manager is to
complete the project with high quality and achieve the objective in
the same time.

Any project has a main driver. In general,
the driver is one of the two driving forces, or in other words two
ways in the philosophy in managing the project, one of them is the
cost driven and the other is the time driven.

This driver is considered the underlying
philosophy in the management of the project, which must be
determined by the director of the project with other parties, as
well as the official sponsor of the project and the Stakeholder.
The project driving philosophy should be known to both the
technical and administrative department managers.

To illustrate the above two driven factor
effect, we should think about all types of projects that are
running around us. We will find that in some projects is to reduce
the cost is the major factor and the time will be the second factor
as when the project duration time increase will not affect the
project in operation phase, in precise meaning will not affect the
owner and his investment. For examples of that in case of building
the housing, mosques, churches or museum and other project that
have a social aspect.

On the other hand, there are some projects,
reducing the time is the main challenge so it will be a time
driven. The examples of these projects as the hotels projects as
any save in time will have a money gain to the owner as the profit
from the hotels is calculating per day of using the rooms in the
hotels. For another example of that is the petroleum industry for
oil and gas or petrochemical project as any day save will be gain a
lot of million dollars per day as the production is measured by
barrel oil per days (BOPD) or million standard cubic feet per day
(MMSCFD) that will multiply the oil or gas price respectively and
then you can calculate the income. For example if the gain of
production from the project is 50,000 BOPD with oil price 40 $ so
every day save, the owner gain 2,000,000 $.

From the above discussion, the main driver in
the petroleum project is the time so the main target in these
projects is to reduce the time as you can.

Therefore, it is very important to define the
basic driving forces for project is the cost, or time.

It is essential that all the staff who is
operating in the project should know this information and this is
the responsibility of the project manager. Any group of teams at
work both in the design or execution should provide proposals and
recommendations and action steps are in the same direction of the
project driver in reducing the time or reduce cost.

It is necessary that target to be clear to
all, so as to avoid waste time to discuss ideas and suggestions
which is not feasible, you can imagine that you are working in a
housing project and one of the proposals from the engineers is to
use the cement to provide a rapid setting to reduce the time of
construction but it will increase the cost Is this proposal
acceptable?! Certainly will not be accepted and on the other side
in the case of the construction of a hotel and be one of the
proposals is the use of finishing materials , that are the
cheapest, but needed time to import from abroad, which will delay
the project some days Is this proposal accepted?! Of course, this
proposal is unacceptable, but if we replace any of these proposals
to the other project, we will find that the two proposals are
excellent and acceptable.

This is clear that when we loose the
communication between project manager and the personnel you will
find a lot of confusion, however everyone works hard, but in
different directions, which wasted effort and not everyone is in
the same direction to project success.

It must also be communicating with suppliers
and contractors, so that their proposals in the supply and
construction should be within the project driven criteria.

The project characteristics can be summaries
as follow:

The project has a specific target and
pre-determined.

The project is unique and can not be
replicated with the same task and resources give the same
results.

The focus is on the owner requirements and
his expectations from the project.

It is not a routine work, but there are some
tasks that are routine.

The project consists of a numbers of
activities associated and contributes on the project as a whole.
There is a specific time to finish the project. The project is
complex in that it works by a number of individuals from different
departments. Project management must be flexible to cover any
change occurring during the project.

There are uncertainty factors such as the
performance of individuals and their skills for some of the
unfamiliar work or unknown external influences that wasn’t happened
before.

The total cost is defined and has a limited
budget. The project given unique opportunities to acquire new
skills. It gives impetus to the project manager to learn to work
under changing circumstances as the nature of the project is the
change.

There are risks with each step of the project
and the project manager should manage the risks to reach the
project goal at the end.

 Project
life cycle

The project definition is a set of activities
that has a start time, time period and end time. These activities
vary from project to project depending on the nature of the
project, for example a cultural or social project, such as the
learning the people or civil project such as the establishment of a
residential building, hospital, road and bridges or industrial
projects. In our scope we will focus on the industrial
projects.

The civil projects in general, vary from
project to project depending on the size and value of the project.
It can start from the constructing a guard room to construct a
nuclear plant.

Therefore, the quality varies depending on
the size of the project, especially in developing countries.

In a small project might be sufficient to a
quality control, where only small contracting companies or the
engineering offices has not a target to have a global competition
as by increasing the quality it will increase the project total
cost that they will execute as if these companies have a quality
assurance tracking systems will also increase the cost of the
project as a whole, therefore, they are often apply the quality
control within the structure safety of the building only.

In case of major projects, there are many
execution companies or engineering office. Therefore, we must also
take into account that firms implementing quality assurance
procedures is necessary and vital as well as the quality control
carried out in all phases of the project based on the project
specifications.

Stages of construction projects are start by
a feasibility studies, followed by preliminary studies of the
project, following the detailed studies with detailed drawings.
Then the operation crew will receive the project to run.

In all these stages there are many types of
quality control is required to obtain a successful project that has
benefit and appropriate return money to the owner and all parties
participants in that project. In Figure (2.1) shows the life cycle
of any project.

From this figure, it is clear that at the end
of the feasibility study have been finished, 5% of the project and
upon completion of the engineering designs have been finished 25%
of the project and take the biggest project in terms of time and
costs is the period of the execution phase.
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The characteristic of the project life cycle
is that changing from time to time. In each period there are a
different number of personnel and employment in the project, for
example at the beginning of the project the number was very small
and then increases when increasing the number of activities carried
out and then gradually decrease until at the end of the project and
Figure (2.2) shows the change in the number of personnel in the
project.
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From the above figure, it
is noted that, the project manager should have the necessary
skill to deal with changes that occur during the life cycle of the
project.

As shown in Figure (2.1) that after the
feasibility study, it should take a decision on the level of senior
management and have definite answer for the following question.
Will the project continue or be terminated? Here is the gate if
there is a positive situation, then cross the gate to the next
stage to the preliminary studies, which will provide a more
accurate assessment of the project. After that, another gate to
take the decision in this case if this gate is open the project
will move forward the detailed engineering and construction
phase.

At each phase of the project there is a role
for both the owner and the contractor and the consulting engineer
and that each system has its own project management way and every
stage of these stages has its own characteristics and
circumstances, which followed a change in the area of employment
Scope Of Work (SOW) for each of the three parties and will be
clarified for each stage.
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Feasibility Study

Each phase of the project has different
importance and impact on the project as a whole, but differs
depending on the nature and circumstances of the project and its
value and target.

Phase of the feasibility study is the second
step after the emergence of the idea of the owner. The owner in oil
and gas project is the geologist, petroleum engineering team which
their idea based on oil and gas reservoir characteristics.

The economic study for the project will be
performed by high level and high skill of the organization as this
study will include the expected fluctuation of the price for oil
and gas and other petrochemical product during the project life
time. Their experience based on they do the similar projects before
so they have records and lesson learned from the previous
projects.

In this initial phase is an important in the
selection of team or the consultant office who will perform this
feasibility study for the project and in some cases there is an
input from an engineering firm to perform generic engineering study
about the project and estimate the cost based on their
experience.

The phase of the feasibility study is
followed by the preliminary (FEED) study phase. These two phases
are very essential and critical as it sets the objective of the
project and then identify engineering ideas through the initial
studies. It is preferred to apply the Japanese proverb, " think
slowly and execute quickly," especially in the feasibility study
stage, where it is the stage of defining the goal of the project
and the economic feasibility of any move that is
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Figure(2.3) Project life cycle phases
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