THE IIL/WILEY SERIES IN PROJECT MANAGEMENT

What

Functional Managers
Need to Know About

PROJECT
MANAGEMENT

Harold Kerzner, PH.D.
Frank P. Saladis, PMP







What Functional
Managers Need

to Know about

MANAGEMEN

Harold Kerzner, Ph.D.
Frank Saladis, PMP

\ Y
i~
umwy
- INTERNATIONAL

WILEY ITx i Institute for Learning, Inc.
John Wiley & Sons, Inc.



This book is printed on acid-free paper.

Copyright © 2009 by International Institute for Learning, Inc., New York, New York. All rights reserved.
Published by John Wiley & Sons, Inc., Hoboken, New Jersey

Published simultaneously in Canada

No part of this publication may be reproduced, stored in a retrieval system, or transmitted in any
form or by any means, electronic, mechanical, photocopying, recording, scanning, or otherwise,
except as permitted under Section 107 or 108 of the 1976 United States Copyright Act, without
either the prior written permission of the Publisher, or authorization through payment of the
appropriate per-copy fee to the Copyright Clearance Center, 222 Rosewood Drive, Danvers, MA
01923, (978) 750-8400, fax (978) 646-8600, or on the web at www.copyright.com. Requests to
the Publisher for permission should be addressed to the Permissions Department, John Wiley &
Sons, Inc., 111 River Street, Hoboken, NJ 07030, (201) 748-6011, fax (201) 748-6008, or online

at www.wiley.com/go/permissions.

Limit of Liability/Disclaimer of Warranty: While the publisher and the author have used their best
efforts in preparing this book, they make no representations or warranties with respect to the accuracy
or completeness of the contents of this book and specifically disclaim any implied warranties of
merchantability or fitness for a particular purpose. No warranty may be created or extended by
sales representatives or written sales materials. The advice and strategies contained herein may not
be suitable for your situation. You should consult with a professional where appropriate. Neither
the publisher nor the author shall be liable for any loss of profit or any other commercial damages,
including but not limited to special, incidental, consequential, or other damages.

Photo credits—2.2,2.3,2.8,2.9,4.2,4.7,4.8,4.11,4.13,4.18, 4.19, 4.20, 6.7, 6.8: PhotoDisc/
Getty Images; 2.4, 2.5,2.7, 4.5, 4.10, 4.12, 4.16, 4.17, 6.4: Digital Vision; 2.1, 2.6, 3.1, 6.6: Purestock;
2.10, 4.9, 6.3: Artville/Getty Images; 2.11, 4.14: Corbis Digital Stock; 2.12, 6.5: Imagestate

For general information about our other products and services, please contact our Customer Care
Department within the United States at (800) 762-2974, outside the United States at (317) 572-3993
or fax (317) 572-4002.

Wiley also publishes its books in a variety of electronic formats. Some content that appears in
print may not be available in electronic books. For more information about Wiley products, visit
our web site at www.wiley.com.

“PMI”, the PMI logo, “OPM3”, “PMP”, “PMBOK” are registered marks of Project Management
Institute, Inc. For a comprehensive list of PMI marks, contact the PMI Legal Department.

Library of Congress Cataloging-in-Publication Data:
Kerzner, Harold.
What functional managers need to know about project management/Harold Kerzner,
Frank Saladis.
p. cm.—(The IIL/Wiley series in project management)
Includes index.
ISBN 978-0-470-52547-0 (cloth)
1. Project management. 1. Saladis, Frank P. II. Title.
HD69.P75K4973 2009

658.4'04--dc22
2009018591

Printed in the United States of America

10987654321



CONTENTS

Preface vii
Acknowledgments  xi
International Institute for Learning, Inc. (IIL) xii

Chapter 1:

PROJECT MANAGEMENT PRINCIPLES
Project Management Humor 2
Project Management 4

Project Necessities 6

Results of Good Planning 8

Project Characteristics 10

The Triple Constraint 12

Resources 14

Types of Project Resources 16

Project Organization 18

Multiple Boss Reporting 20
Project-Driven versus Non-Project-Driven Firms 22
Complexities in Non-Project-Driven Firms 24
Levels of Reporting 26

Low-Level Reporting 28

Why Use Project Management? 30
When to Use Project Management 32
Relationship 34

The Need for Restructuring 36
Improvement Opportunities 38
Resistance to Change 40



iV CONTENTS

Chapter 2:

THE BENEFITS OF PROJECT MANAGEMENT
Benefits of Project Management 44

Chapter 3:

43

SOME IMPLEMENTATION COMPLEXITIES
The Challenges Facing Project Managers 70
Working with the Technical Prima Donna 72
Early Reasons for Failure 74

Chapter 4:

69

ROLE OF THE MAJOR PLAYERS IN PROJECT
MANAGEMENT: THE PROJECT MANAGER

The Three-Legged Stool 78

The Project Manager’s Stool 80

Negotiating for Resources 82

The Project Kickoff Meeting 84

Organizing the Project Team 86
Responsibility Assignment Matrix 88
Establishing the Project’s Policies and Procedures
Laying Out the Project Workflow and Plan 92
Establishing Performance Targets 94
Obtaining Funding 96

Executing the Plan 98

Acting as the Conductor 100

Putting Out Fires 102

Counseling and Facilitation 104

Encouraging the Team to Focus on Deadlines 106

Monitoring Progress by “Pounding the Pavement”
Evaluating Performance 110

Developing Contingency Plans 112

90

108

77



CONTENTS V

Briefing the Project Sponsor 114
Reviewing Status with the Team 116
Briefing the Customer 118

Closing Out the Project 120

Project Management Skills 122

Chapter 5:
ROLE OF THE MAJOR PLAYERS IN PROJECT
MANAGEMENT: THE PROJECT SPONSOR 127

The Need for a Sponsor 128
The Project Sponsor Interface 130

Chapter 6:
ROLE OF THE MAJOR PLAYERS IN PROJECT
MANAGEMENT: THE FUNCTIONAL MANAGER 133

Classical Management 134

The Functional Manager’s Role 136
Staffing Questions 138

Worker Understanding and Skills 140
Special Requirements 142

Recruitment Policy 144

Degree of Permissiveness 146

The Project Manager’s Recruitment Concerns 148
Management Plan Data 150

Staffing Pattern versus Time 152

Special Issues with Assignments 154

Contflicting Policies and Procedures 156

Asking for a Reference 158

A Summary of Other Special Issues 160

The Functional Manager’s Problems 162

The Functional Manager as a Forecaster 182



Vi CONTENTS

The Type of Matrix Structure 184

The Functional Manager’s View 186
Working with the Project Managers 188
Expectations of the Assigned Resources 190
Handling Organization Priorities 192
Handling Project-Related Priorities 194
Balancing Workloads 196

Multiproject Planning 198

Changing Resources during the Project 200
The Impact of Scope Changes 202

Risk Management 204

Project Documentation 206

Conflicts 208

Conflict Resolution 210

Talking to Project Managers 212

Project Performance Reports 214
Estimating and Scheduling 216

An Effective Working Relationship 218
Successful Culture 220

Promises Made 222

Non-Financial Awards/Recognition 224
Wall-Mounted Plaques for All to See (Cafeteria Wall) 226
Public Recognition 228

Other Non-Monetary Awards 230

Public Pat on the Back 232

Securing Proprietary Knowledge 234
Wearing Multiple Hats 236

Conclusion 238

Index 241



PREFACE

hen project management first began, the only industries
Wthat readily embraced project management as a way of doing
business were aerospace, defense, and heavy construction. These
industries were identified as project-driven industries, where each
project had a profit target. The prime objective of project management
was to generate profits, and the project managers had the responsibility
for profit and loss. The survival of the company rested in the hands
of the project managers.

Project managers were viewed as managing profit centers, and
functional manager groups were looked upon as cost centers. The
role of the functional manager was basically to assign resources to
projects and to keep their costs as low as possible. If the project was
successful, then the project manager could expect to receive a bonus.
If the project failed, blame was placed on both the project manager
and the functional managers. Functional managers were treated with
indifference and often received neither bonuses nor credit for doing
their job well.

Functional managers were not required to understand project
management. Their role was to assign resources to projects and often
relied on the project managers to provide daily direction to the
resources. The reason for this was that project managers at that time
were, in almost all cases, engineers with advanced degrees and they
possessed a strong knowledge and command of technology, often a
greater technical knowledge than the functional managers. Functional
managers would basically relinquish any control over the resources
once the resources were assigned to the projects.

As project management matured and the projects became more
sophisticated, it became extremely difficult for project managers to

maintain their technical expertise and continue to possess a command

vii
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of technology. Many were no longer considered to be technical experts.
Most project managers today have an understanding of technol-
ogy rather than a command of technology. The technical expertise
resides in the functional areas. As a result, the accountability for the
success of the project is now viewed by many executives and project
sponsors as shared accountability between the project manager and
all participating line or functional managers. With shared account-
ability, the line managers must now develop a good understanding
of project management, which is why more line managers are now
seeking project management certifications and credentials such as
the Project Management Institute’s PMP® (Project Management
Professional) and CAPM® (Certified Associate Project Manager).
Today, project managers are expected to focus on and manage proj-
ect deliverables rather than people. Management of the assigned
resources has become a line function.

Today, the technical knowledge repository of most companies
resides in the functional areas. When resources are assigned to a
project, the resources continue to receive technical direction from
their functional managers. Functional managers are now an integral
part of project management and share in the success and failure of
each project. Project management is now viewed as a discipline of team
leadership and team accountability.

As project management continues to evolve and mature, the rela-
tionship between the project manager and functional managers con-
tinues to mature and is getting stronger. They must work together,
understand each other’s priorities and problems, and resolve issues
jointly. When a functional manager encounters a problem when
assigning resources, the functional manager goes directly to the
project manager for assistance and contingency planning. When a proj-
ect manager has a resource-related or technical problem, they go to
the functional managers for assistance with the identification of alter-
natives. Senior management may be called upon to assist in problem

resolution only as a last resort if the project and functional managers
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cannot reach an agreement. The success of project management
may very well rest upon how well the project manager and functional
managers work together.

The role of the functional manager has changed significantly.
Functional managers now have the power and influence to drive
any project to success or failure by the way they provide support
for the project. Therefore, a positive relationship between project
manager and functional manager is essential. This need for a strong
project manager/functional manager relationship has become appar-
ent in the implementation of the majority of today’s projects, and
senior management has finally realized the importance of functional
management in making project management succeed.

HaroLp KERZNER
FrRANK SALADIS
INTERNATIONAL INSTITUTE FOR LEARNING, INC. 2009
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