





PROJECT CONTROL





Controlling a projectÑmaintaining and measuring its performance once it gets under wayÑinvolves four stages: 





Periodically reviewing the performance of each project activity on the schedule





Measuring and evaluating its performance against the planned project objectives





Taking the necessary action on critical activities that are affecting project performance





Communicating overall progress to management and project team through meetings, memos, and written reports





These reports emphasize the critical activities that are falling behind schedule and what corrective action they require.








Measuring Project Performance





Project control is an early warning system to resolve problems in the earlier stages of the project and thus avoid panic situations when the project nears completion. It compares the early start/early finish schedule, based on the original plan, with the actual performance of the project.





The four distinct stages are characterized as follows:





1. Monitor: periodic checking of the plan and schedule





2. Assess: identifying the critical items and problems





3. Resolve: finding solutions to the problems





4. Communicate: advising management, project team members, suppliers, vendors, and contractors of project status








Monitoring the Project





Monitoring project activities is a continuous checking of their performance. This effort is essential to keeping the project under control. At least once a month, the project team will formally check the total project. If there are disturbing signs that the project may be heading for difficulties, formal monitoring and reporting will be more frequent. The present status of each project activity is noted and recorded during the monitoring stage.


The next steps will determine whether any of these activities will significantly affect the schedule. To get a clear picture, the revised durations of these activities are shown on the project schedule. Those are the only markings as all of the other project activities have progressed, are progressing, or are planned to progress according to the original schedule. The project team members responsible for their respective activities review and confirm changes. Memos, status meetings, or any other means of communication may serve this purpose.








Assessing the Project





The next stage, assessing the project, determines what effect the changes have on the project schedule, particularly on the project completion date.  With the revised durations, new calculations are made for the earliest start times and latest finish times of all of the project activities.


To observe the total effect, a completely new schedule is to be prepared, requiring recalculation of the total float for each activity. The new total float table


will show some dramatic changes on some activities, which is a sign that a new schedule needs to be recalculated. The new schedule will be helpful to recognize all activities with O float and also those with relatively small float. The schedule gives more attention to these activities ( 1) to prevent further potential delays and (2) to reduce their durations as a possible way to restore the project to its original completion date. The revised schedule is quite complete, showing early and latest start times, early and latest finish times, durations, and float. It is very helpful in reviewing the entire project to help resolve the scheduling problems.








Resolving Problems





Certain questions must be answered to help solve the planning and scheduling concerns and/or problems of the project:





1. Which specific activities are behind schedule? How much will they delay the project date if not corrected?





2. What are the reasons for the delays that have caused the project to fall behind schedule?





3. What steps have been or are being taken (or should be taken) to get back on schedule, and what results have been achieved or are expected?





4. Will any other specific recommendations for further action restore the schedule and prevent further concerns?








Communicating





It is important to communicate the project status to management, suppliers, vendors, contractors, and project team members. While a written report is possibly one of the most valuable communication devices, other effective means include phone calls, memos, personal contact, and meeting formally as well as continuously throughout the project.





A status report presents a view of what is happening in the project, offering readers an opportunity to suggest improvements early enough to make an impact on the project's progress. The status report is not extensive; it is essentially a summary. In a relatively short format the report should be readable and structured in such a way that it will likely be read. The report includes a brief background of the project, highlights critical areas, and outlines the resolutions and improvements planned.








Project Reports





During the term of the project, an inclusive report may be needed that reviews the overall progress to date or a report may be prepared at the end of the project for documentation. As status reports are relatively short for such purposes, a conventional type of report used in the business environment may be more appropriate. Key elements of this type of report include:





Introduction


	A.  Purpose


	B.  Scope (limits of report)


	C.  Background


Summary (highlights of project)


Conclusions


Project description


Appendix








The introduction should describe the purpose (a statement of the objective of the report), scope (limitations associated with the concept, project objectives, purpose, timing, costs, personnel/labor), and background (facts behind the project).





The summary (which may also be called Highlights or Executive Highlights) can be a commentary or made up of numbered or bulleted statements. Its contents summarize the completed project report. If the report is relatively small, then the summary may also contain the decisions and judgments stemming from the project's outcome.





The conclusions may also contain any recommendations. In fact, each conclusion may be followed with a recommendation. This section may also contain possible alternative courses of action that could or should have been taken. If the report is written at the beginning of the project, it should include a rationale for the preferred course of action.





The remainder of the report, project description and appendix, contains the details (work breakdown structure, personnel/labor requirements, costs, etc.), calculations, and reference material to support the introduction, summary, conclusions, and recommendations. The project description represents the full-scale reportÑwhat was done, how it was done, and why it was done. Although the introduction with the summary and conclusions are more widely read, the extensive detail in the description, nonetheless, should be accurate and comprehensive. It is the documentation of the conclusions.
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A typically structured report will follow this outline:





A.  Title Page


B.  Letter of transmittal


C.  Table of contents


D.  Introduction


E.  Summary


F.  Conclusions


G.  Project description�


	1. Plan


		a. Objective statement(s)


		b. List of project activities (with descriptions)


		c. Work breakdown structure�


	2. Schedule


		a. Time estimates


		b. Calendar schedule


		c. Bar chart schedule�


	3. Project control


		a. Status reports


		b. Progress bar chart schedules


		c. Summary bar charts�


	4. Project costs


		a. Cost (expenditures) schedule


		b. Cost control (indicated cost outcome reports)


		c. Time/cost tradeoffs (where applicable)�


	5. Personnel/labor plan and schedule


		a. Load distribution charts of personnel/labor


		b. "Smoothing" charts of personnel/labor








The heart of the project management concept is good control; therefore, it must be carefully planned.  Very elaborate and complex control tools are not needed.  The control tools should be adequate only to assure compliance with the overall project plan.  Therefore, the project implementation plan should provide the basic elements of the control process.  It is important that the organization be informed as to the extent that a Work Breakdown Structure (WBS) will be used, and how small will the units or tasks be.  A separate project accounting and control system should be avoided if at all possible.
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