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        Introduction

        In this course, we explore some aspects of bringing a complex project to completion. There are a number of things to consider
          in the final stages of a project. It is very important to ensure that the goals of the project have been achieved, and that
          all the outcomes and deliverables have been handed over to the sponsor (or that any discrepancies have been addressed). Handover
          can involve different types of presentation for different types of outcome. There may be a physical object to handover, but
          other outcomes might include, for example, training to enable staff to use new technology or processes. The way the outcomes
          are delivered will also vary according to the type of project. In any case, there will need to be agreed processes for resolving
          any difficulties encountered at the point at which control and responsibility are handed over to the owners of the project.
        

        Completion of a project is often followed by an evaluation (although evaluations can also take place during the life of a
          project).
        

        We shall consider how different types of evaluation can contribute to managing a project. Evaluation can be expensive, but
          there are a number of ways in which it can be focused and planned so as to avoid unnecessary expense. Evaluation enables us
          to learn from studying what has happened, and we conclude this course by looking at ways in which you can plan for personal
          development so as better to manage future projects.
        

        This OpenLearn course provides a sample of postgraduate study in Business

      

    

  
    
      
        Learning outcomes

        After studying this course, you should be able to:

        
          	explain the key components of project closure and their importance

        

        
          	plan an effective project closure

        

        
          	ensure that the project activities have been completed

        

        
          	recognise problems that may need to be resolved at the closure stage

        

        
          	contribute to evaluating a project.

        

      

    

  
    
      
        1 Handover and delivery

        
          1.1 Formal handover

          The outputs of a project should be defined at the planning stage, including any conditions that will be required for a smooth
            transfer. Each outcome should be formally handed over to the sponsor who should confirm their delivery (‘sign them off’) so
            that there is no dispute about whether outcomes have been completed.
          

          A closure list is likely to have sections to include the following groups of tasks, but each project will have different features
            to consider. A list of suggested areas to consider can be seen below:
          

          
            
              
                
                  	[image: ] handover complete for all deliverables
                  
                

                
                  	[image: ] client or sponsor has signed off all deliverables as accepted
                  
                

                
                  	[image: ] responsibility for future maintenance agreed
                  
                

                
                  	[image: ] final project status reports complete
                  
                

                
                  	[image: ] all financial processes and reports complete
                  
                

                
                  	[image: ] project review complete
                  
                

                
                  	[image: ] staff performance evaluations and reports completed
                  
                

                
                  	[image: ] terminate staff employment on project
                  
                

                
                  	[image: ] terminate all supply contracts and processes
                  
                

                
                  	[image: ] close down site operations and accomodation used for project
                  
                

                
                  	[image: ] dispose of equipment and materials
                  
                

                
                  	[image: ] announce completion of project (internal, external and public relations contacts)
                  
                

                
                  	[image: ] complete project file and store appropriately
                  
                

              
            

            

          

        

        
          1.2 What is handed over, and when? 

          Not all handovers are at the completion of a project. In some projects there might be several different types of handover,
            which happen at different stages. For example, the Tate Modern was built within the shell of a disused power station, and
            an early handover point was when the building was purchased and became the property of the Tate Trustees. Such a handover
            is significant when a building may present long-term problems (in this case, contamination from its previous uses).
          

          
            
              Example 1: Risk assessment in handover

            

            
              When the Tate negotiated with the original owners of the Bankside Power Station, Nuclear Electric, they insisted on Nuclear
                Electric handing over a decontaminated building, one that was safe for the construction team to work in. Essentially that
                meant asbestos-free, since the major contaminant of the old building was the asbestos that had been used throughout to insulate
                various items of plant, ducts, pipes and internal walls. It's only comparatively recently – in the last twenty years or so
                – that the hazards of asbestos have become apparent. Old construction hands tell stories of workers sitting on beams covered
                with asbestos dust while eating their sandwiches. Now it's accepted that even a single fibre of certain types of asbestos
                can initiate a cancer if it lodges in some bodily tissues.
              

              The Tate's agreement with Nuclear Electric required compensation to be paid if any asbestos was later discovered once the
                building was handed over, since such a discovery was bound to delay the works. The deplanting team sent air samples off on
                a daily basis and received reassuring answers, but unfortunately there was asbestos that no one suspected lurking like a time
                bomb behind columns, in corners of the chimney and high in the roof.
              

              (Sabbagh, 2000, p. 76)

            

          

          If the project involves preparation and handover of a physical object, there may be a number of contributing components and,
            possibly, subcontracted elements. The project plan should have identified the various elements and the details of handover
            arrangements for each stage, if there is a sequence of tasks. The schedule will have identified the sequence in which tasks
            need to be completed. Hopefully, the risk register will have identified the risks associated with each handover and a contingency
            plan will have been made for each major risk. Handovers should be identified as key stages on the Gantt chart.
          

          Acceptance criteria for ‘hard’ projects, where the output is highly specific, may be fairly straightforward. These arrangements
            can be quite similar to common routine arrangements for confirming receipt of items by matching delivery notes with order
            forms. For example, the delivery and instalment of a new computer system should have been tested under normal conditions,
            as evidenced by signed-off documentation.
          

          Acceptance criteria for ‘soft’ projects may be more problematic. To illustrate this, let us take a voluntary organisation
            setting up an initiative in secondary schools to do preventive work on bullying. The project plans to run a series of events
            intended to develop awareness and to establish a new procedure for dealing with bullying. The handover phase in projects of
            this kind may include activities and processes that enable the project's sponsor to take over responsibility on a long-term
            basis. A definition of completion for this type of project might be ‘achieving the active, successful management of the activity
            by the project's owners, users or stakeholders and withdrawal of the project team’.
          

          Any support that will be required as part of the project completion should be planned, and the person responsible for providing
            it should be identified. In some projects (for example, many IT projects) there may be an integration or configuration period,
            in which the client gradually takes over the long-term maintenance of the project outcomes. Again, it is important to have
            clear agreement about how the project itself will be concluded and handed over, even if there is a separate agreement about
            future support or training related to the outcome.
          

          Once a handover process has been agreed, a meeting of the project team to prepare for the handover should be arranged. This
            is the time to make sure you haven't forgotten anything that might lead your sponsor to withhold acceptance. It is helpful
            to draw up a list of outstanding tasks, and to make sure that someone is responsible for doing each of them within a specified
            time-scale. These might include minor tasks from early stages of the project which were not critical to progress and have
            been left on one side.
          

          
            
              Example 2: Cracks in the walls

            

            
              The gallery walls in the Tate Modern had been designed to be very smooth and white, so that they would provide an unobtrusive
                background on which to display the art. However, as curators were hanging paintings in the galleries, they became concerned
                about the number of cracks that were appearing in the walls. ‘…with such a short run-up to opening, we can't really hang major
                paintings and then un-hang them to Polyfilla gaps behind them. Obviously, whenever you hang a gallery you need to go in afterwards
                and paint out the art handlers’ finger marks and tidy up and all that stuff, but you want to keep it a kind of clean cleaning,
                not a dirty cleaning. We certainly can't do building work. And my concern is that there seem to be a number of different problems,
                none of which come within the remit of one single person. Most of the teams here are actually working on the building, not
                on the display, and it's that transitional moment where suddenly our deadlines kick in, and if we don't have the building,
                then we won't have a display.’
              

              (adapted from Sabbagh, 2000, p. 315)

            

          

          The significance of stakeholders is well recognised and there are many ways of analysing the impact of their influence and
            needs. Either of two simple approaches will probably suffice in order that the project manager can recognise the implications
            of stakeholder influence during the handover period:
          

          
            	
              (a) draw a ‘star chart’ showing the stakeholders around the project:

            

          

          
            [image: Figure 1]

             Figure 1 Stakeholder analysis and the power/interest – star chart

          

          The arrows can be two-way as well as one-way and the expectations can be marked on the arrows, which can be of different thickness.
            Amend the chart as necessary in order to depict clearly the influences on the particular project.
          

          
            	
              or (b) draw a matrix and locate stakeholders in it.

            

          

          
            [image: Figure 2]

            Figure 2 Stakeholder analysis and the power/interest – matrix

          

          As we have seen, a communications matrix is a way of noting who needs to be consulted and at what stage. It can also be useful
            at the handover stage. It can be a formal chart or rough notes, but its purpose is to help minimise the problems that arise
            when people feel they have not been consulted. The table below shows an example.
          

          
            A communications matrix

            
              
                
                  	Stages
                  	Operations Director
                  	Area Manager
                  	Site Manager
                  	Marketing Director
                  	Equipment Suppliers
                  	Fittings Suppliers
                

                
                  	Initial plan
                  	[image: ]
                  	[image: ]
                  	[image: ]
                  	[image: ]
                  	[image: ]
                  	[image: ]
                

                
                  	After first site meeting
                  	
                  	[image: ]
                  	[image: ]
                  	
                  	[image: ]
                  	[image: ]
                

                
                  	Operation of unit agreed
                  	[image: ]
                  	[image: ]
                  	[image: ]
                  	
                  	[image: ]
                  	[image: ]
                

                
                  	On-site work nearing end
                  	[image: ]
                  	[image: ]
                  	[image: ]
                  	[image: ]
                  	[image: ]
                  	[image: ]
                

                
                  	Start operations
                  	[image: ]
                  	[image: ]
                  	[image: ]
                  	[image: ]
                  	
                  	
                

              
            

            

          

        

        
          1.3 Delivering with style

          You can deliver the outcomes agreed with the minimum of fuss or celebration – or you can deliver with style. A project that
            is delivered so that it meets the outcome requirements exactly and is on time and within the budget allowed will usually be
            well received.
          

          In many projects the moment of final delivery may not be clearly defined, as different elements may have different times and
            modes of delivery. However, each delivery offers an opportunity to please the client by making the presentation part of the
            successful outcome. For example, when a new suite of rooms that have been fitted out for use as offices are handed over to
            the client, there will be only one chance of making a first impression! Suppose the furniture is assembled and in place, but
            the carpets are covered in dust and wrappings from new furniture left in a pile by the entrance. How much better it would
            have been to have spent a few minutes vacuuming the carpet and clearing away the debris – and to have placed a few plants
            or vases of fresh flowers on the shelves or desks.
          

          
            
              Activity 1

            

            
               0 hours  10 minutes 

              
                Imagine that you are leading a project in which you have been contracted to deliver a series of training events within a small
                  organisation. What might you do to demonstrate to your client that you have successfully achieved the outcomes required?
                

              

              View discussion - Activity 1

            

          

          Presentation is about creating an impression. Handover events can create a favourable or unfavourable impression.

          The successful completion of a project is the purpose of the whole thing – but, somehow, the final stages can often be an
            anticlimax, or the unwelcome disbanding of a happy team. Ideally, the project conclusion will be marked by a satisfied client,
            a proud team and pleased stakeholders. The conclusion can be planned as a celebration, to take place whilst the project team
            is still intact. Planning to celebrate success demonstrates confidence in the project, and can be indicated as a milestone
            from the early stages of the plan. You could, of course, plan to celebrate achievements at each milestone review, but a final
            party can be the focus of successful project completion.
          

          Planning celebratory events can be a motivating factor for the team, and can help to keep up momentum in the later stages
            of a long project.
          

          
            
              Example 3: Keeping up the momentum in a long project

            

            
              Three years is very long in the world of IT projects, where staff seek variety of work and enjoy the challenge of stretching
                themselves to acquire new skills in the ever-expanding world of technology. Projects that continue for this length of time
                would witness career changes, developments and setbacks. People may change employers, may emigrate to far-away places or may
                face all kinds of changes of fortunes. The project management has to understand and deal with these developments to ensure
                that the consequences for the project are kept to a minimum and to maintain motivation and commitment in the rest of the team.
              

              We had planned to achieve a major milestone approximately every six months. Every time we reached one of these milestones
                we would organize a party where we let our hair down and simply enjoyed ourselves. In some of these parties, we would present
                each team member with a little something as a souvenir to remember the occasion. Once we presented a T-shirt with the project
                logo while another time we would hand out certificates for the contribution the team had made.
              

              In each one of these parties the team would hear a new piece of information on the final project success party, which was
                a closely guarded secret within a small group of individuals. Some team members were almost obsessed about trying to find
                out more about this party, giving us countless opportunities for some gentle teasing. What form the party would take, where
                it would be, who would be present and so on were some of the questions that would be asked. The only piece of information
                that was available was the date, which was set to be just two weeks after the official end of the project.
              

              (Craig and Jassim, 1995, p. 163)

            

          

          There are many other ways of signalling success as a project progresses. It is often effective to keep everyone who has an
            interest in the project informed about successes, through a news-sheet or public announcements. This also gives an opportunity
            to acknowledge the efforts of the team and to contribute to keeping morale high.
          

        

      

    

  
    
      
        2 Completing the project

        
          2.1 Introduction

          As handovers can take place at many stages – not just the concluding stage – of a project, handover is not, in itself, completion
            of the project. If the project's objectives were clearly set out, the completion or acceptance criteria should flow logically
            from them. Such criteria might include the following:
          

          
            	
              the key stages and milestones are all completed;

            

            	
              the outputs or outcomes meet the quality specifications;

            

            	
              the project sponsor has accepted and signed off the project;

            

            	
              the project has been completed on time and within the budget anticipated.

            

          

        

        
          2.2 Closure tasks

          The closing stages of a project need as much, if not more, attention as the early stages. Many of the final tasks in a project
            may seem rather tedious ‘housekeeping’ once the project's main purpose has been achieved. Nevertheless, there are a number
            of actions that must be taken to close the project and ensure that any necessary maintenance arrangements have been made.
          

          
            	
              Make sure that all project staff actually stop work on the project.

            

            	
              Make sure that payments for time and expenses are completed and discontinued.

            

            	
              The final review of the project must be arranged, when all of the learning that has been gained during the project is gathered
                together and presented.
              

            

            	
              One key task is to ensure that the client formally ‘signs off’ the project, to confirm that it has produced the outputs and
                outcomes that were required. There will be documents to complete to formalise the successful conclusion, and to confirm that
                all contractual requirements have been met. If this formal process is not gone through the client may expect ongoing response
                and support that should have been treated as ongoing maintenance, and not part of the project itself.
              

            

            	
              Ensure that all expenditure is accounted for in the final statement of costs. This is particularly important if the client
                has authorised additional expenditure that was not part of the original estimate. Clients do not always realise the extent
                to which small additional items of expenditure can add up to substantial sums. There should be a clear record of purchases
                made, shown through orders, delivery notes and payments against invoices. Any discrepancies should have explanations, supported
                wherever possible by evidence: in some cases it might be necessary to hold a formal financial audit. The financial accounting
                must be completed, and some arrangements made for outstanding unpaid invoices or left-over fixed assets or materials.
              

            

            	
              Identify the records that need to be kept beyond the life of the project, and to arrange for their storage in a way that will
                enable retrieval in future. These can include different contracts, letters, minutes of meetings, different versions of the
                project plan, staff records and other communications to be filed for future reference.
              

            

          

          
            Closure checklists

            It is helpful to consider closure as, in effect, a mini-project, and to plan for it as a distinct set of activities. We have
              seen that, once the project has been recognised as successful and all of the key milestones have been achieved, reaching the
              final milestone – closing the project – can seem an anticlimax. One way to focus attention on the work that still needs to
              be done is to prepare a detailed checklist.
            

            
              
                Activity 2

              

              
                 0 hours  5 minutes 

                
                  Note the key headings that you think should feature on a project closure checklist.

                

                View discussion - Activity 2

              

            

            Like all aspects of managing a project, management of the closure can be planned, and the tasks can be delegated. A detailed
              list of closure tasks will be even more useful if it has columns showing who is responsible for each task, and the dates by
              which actions can be started and should be completed. There may be a need for scheduling, even at this stage, to ensure that
              tasks are sequenced and prioritised appropriately. Each project will have different requirements, but closure lists are likely
              to include all or most of the following:
            

            
              	
                handover complete for all deliverables;

              

              	
                all deliverables as accepted signed off by client or sponsor;

              

              	
                final project status reports complete;

              

              	
                all financial processes and reports complete;

              

              	
                project review complete;

              

              	
                staff performance evaluations and reports completed;

              

              	
                staff employment on project terminated;

              

              	
                all supply contracts and processes terminated;

              

              	
                site operations and accommodation used for project closed down;

              

              	
                disposal of equipment and materials;

              

              	
                announcement of completion of project (internal, external and public relations contacts);

              

              	
                completion and storage of project file.

              

            

            If the manager of the project moves on to another assignment before all these tasks are complete, a list showing appropriate
              responsibilities will provide a framework for effective completion.
            

          

        

        
          2.3 Closing the project

          Closing a project can be quite an emotional experience for team members who have worked together for some time, particularly
            if close bonds have developed. The manager of a project has some obligations to staff who have worked for some time on it.
            Build into the plan a closure interview with each member of staff, so that their contribution can be formally recognised and
            recorded. Staff may need help to recognise the skills and experience that they have gained and how these have been evidenced
            in their contribution and achievements. They may welcome a signed record of their achievements, and some will need references
            to progress to their next jobs. Some staff will need to leave before the project is fully finished, and some will not have
            jobs to go to. The project is not finished until the closure has been managed and it is helpful if the person managing these
            final activities is not worried about his or her own future. Once again, planning well in advance can reduce the stress of
            the final stages.
          

          
            Project debriefing

            Individual interviews with key members of the project team, for example the managers of key stages, can encourage them to
              evaluate their performance and identify what they have learned. A structured debriefing process can be helpful, to include
              stakeholders as well as all the project team. This may take the form of a series of meetings, which draw conclusions about
              overall project performance and constraints, identify and review any new ways of working that were developed, and consider
              what could have been done differently. These can take the form of after action reviews.
            

          

          
            The closure meeting

            The final meeting is a time for celebrating successful completion. It could have a similar format to the launch meeting, and
              involve many of the same people. It might include:
            

            
              	
                reviewing the outputs or outcomes;

              

              	
                confirming the arrangements for any follow-up work;

              

              	
                thanking the team, the sponsor(s) and the stakeholders for their support;

              

              	
                presenting the completion report for approval and sign-off.

              

            

            Closure events may vary according to the nature of the project. Consider the following examples.

            
              
                Example A

                The project purpose was the development of a joint commissioning strategy. The formal ending of the project was the launch
                  of the jointly agreed strategic plan that would be implemented by the joint commissioning team.
                

                Example B

                The project was to expand a business unit so as to take on the management of a new property which would provide additional
                  services in a new geographical area. The end of the project was marked by a formal opening ceremony.
                

                Example C

                The project was to develop a new information system. At the final meeting sponsors were required to sign documentation to
                  record their acceptance of the system and agreement that all the work had been completed as required.
                

              

            

          

        

        
          2.4 Problems in closure

          Projects do not always go according to plan. If problems develop during the closure period there are particular difficulties.
            The following story is told by an integration manager of an IT project.
          

          
            
              Activity 3

            

            
               0 hours  15 minutes 

              
                Review this example and comment on what you think the problems were.

                
                  We had just completed the coding and testing in our team when the project manager was taken away to start up another project.
                    I was asked to take over the project, and my manager explained that this was a straightforward task – merely an integration
                    activity. The other two teams had nearly finished and I was available. I didn't worry about the responsibility because I had
                    been the integration manager of my previous project, and that had gone smoothly.
                  

                  It took me a couple of weeks to get used to the reporting system and so on. The previous project manager gave me some help
                    but he was getting increasingly busy with his new project. Finally I was in a position to understand what the other two teams
                    were doing. My first impression was not very encouraging.
                  

                  Total system integration was due to start but all the objects that were being built by the test team kept displaying errors.
                    By then I was really worried. The previous project manager had left, so I decided to start the overall system integration
                    using a small team of the strongest team members we had at the time. I hoped that we would be able to sort out the last few
                    errors during the integration.
                  

                  When we first put the whole system together I was appalled. I knew it was going to be bad but I hadn't realized it would be
                    that bad. The system failed every test case we had for the integration. Most of the problems were occurring in the parts built
                    by the team members who had already left. The team got frustrated because of all the extra time they had to spend investigating
                    these problems and resolving them.
                  

                  We tried to get some of the team members who had left the project to come back and help us, but this was almost impossible.
                    Many of the problems we encountered needed days to resolve. We finally decided to cut our losses and rewrite the worst parts
                    of the software. By then we were running more than two months behind, and rewriting those parts cost us a few weeks more.
                    The system was delivered to the users over three months late.
                  

                  It was a bad time for all of us, made worse by the realization that these problems could have been avoided if integration
                    had been properly planned at an early stage. And at the time I felt very isolated – it felt as though nobody was listening
                    to us.
                  

                  (Craig and Jassim, 1995, pp. 155–6)

                

              

              View discussion - Activity 3

            

          

          If the project outcomes include technological systems that need to be used by people who were not part of the project team,
            the handover needs to include a strategy to ensure that users can operate the new system. The new system also has to work
            effectively alongside any other systems in use.
          

          
            Project drift

            Project drift is a common problem when one project leads into another without a clear break, or when extra tasks, which were
              not identified at the beginning, are added to a project. If possible, significant changes of the latter kind should be treated
              separately as a follow-on project: otherwise they may not be properly resourced and this can have adverse consequences for
              motivation of the project team.
            

            
              
                Example 4: A drifting project

              

              
                The planned closure of a local authority service centre was closely linked with a community development initiative. The intention
                  was to give the empty building to voluntary sector organisations in the area, for use as a community centre.
                

                The transfer of services out of the building took place as planned but, at the point where the project manager was due to
                  close the project by handing over the building to the community steering group, the building was taken back into use by the
                  local authority to provide emergency accommodation for refugees. The project manager had to leave the project at this point,
                  although the project was not fully completed.
                

                To allow the project manager to return to other work and to avoid drift, the emergency use of the building was dealt with
                  by another manager and the original project was deemed to have closed. The community development initiative was put on hold
                  with a view to appointing a new project manager to complete the task when the building became available again.
                

              

            

            
              [image: Figure 3]

               Figure 3 A drifting project?

            

            If the drift has caused the situation not only to be unresolved but also with to have the prospect of continuing indefinitely,
              it may be impossible to carry out the normal closure activities.
            

            If the project seems impossible to complete fully, it might be possible, and helpful, to consider closing off the phase of
              the project that has been achieved. For example, you might hold a review to establish what could be considered finished and
              what needs to remain in place to allow the next stages to progress. It is often helpful to use such a review to close off
              what has been done so far. This may allow a fresh start, to take on board new possibilities as if this was the beginning of
              a new project. This approach helps stakeholders to revisit fundamental questions about the purpose and goals of the project,
              to redefine the anticipated outcomes, and to set new boundaries for timescale, budget and quality requirements.
            

          

        

      

    

  
    
      
        3 Evaluating at different stages of the project

        
          3.1 Evaluation while developing the vision

          A project is often shaped through discussion among those developing the vision and direction of the project. They may agree
            in general terms about what is to be achieved, but have to make a number of choices before deciding how to proceed. It may
            be important to allow time for different views to be heard and considered, and for attitudes to change and – hopefully – converge.
          

          
            
              Example 5: Developing the vision of the Tate Modern

            

            
              The Tate Gallery in London had successfully established outposts in St Ives and Liverpool to make modern and contemporary
                art accessible to people outside London. However, another concern developed during the 1980s. The Tate had always had two
                focal areas, a historical collection of 400 years of British art and the major British collection of international modern
                and contemporary art. The collections were far greater than the display space, and so much was in permanent storage. The Trustees
                of the Tate had begun to feel that there should be two separate buildings and the approaching Millennium offered the possibility
                of attracting funding.
              

              The key figure at the Tate during the 1990s was its director, Nicholas Serota. It was he who initiated the project, although
                all key decisions were made by the Trustees. One criterion everyone thought important was that any new site should be accessible
                to Londoners and visitors to the city. However, large enough sites in central London were rarely available and very expensive.
                It was important that the site should be impressive to enable the Tate Modern to rival other new galleries, for example, the
                Guggenheim in Bilbao and the Getty in Los Angeles, both of which were in new and striking buildings.
              

              Peter Wilson, the Tate's Head of Gallery Services at the time, noticed the empty Bankside building when the Trustees were
                considering the possibility of using river transport to the former Billingsgate Fishmarket, that was a potential site. Other
                Tate directors went to look at the disused Bankside power station but thought that it looked too big. Serota became intrigued
                and tells the story that he stopped off on his way home and walked along the length and width of the building. He said, ‘…it
                occurred to me that if I was in Frankfurt or Cologne and saw this building and was told that it was being converted to be
                a Museum of Modern Art, I wouldn't be surprised.’
              

              Many disagreed. Michael Craig-Martin was a painter and a Trustee who said, ‘I much preferred originally the idea that it was
                going to be a wholly new building, and I fully expected that it was going to be, until we went to see Bankside.’ He was impressed
                by the size of the building and the space that would be available. ‘The most important thing for art is to have plenty of
                space. And for an institution whose role is to expand, to be able to have a building which allows for future development is
                a fantastic thing for a museum.’
              

              There were also disadvantages. A new building could have made a dramatic architectural statement and attracted funding and
                publicity. The 1950s Bankside power station looked forbidding to many people. Serota argued that the building would allow
                them to: ‘bring together a mid-twentieth century vision and a late twentieth-century vision.’ It was not easy to reach, although
                set in an imposing site on the river opposite St Paul's Cathedral. The area around the power station was unattractive and
                run-down, but the local authority were very supportive of the project because it would bring training and employment to this
                deprived area and later a constant stream of visitors.
              

              (Adapted from Sabbagh, 2000, pp. 4–10)

            

          

          Many stakeholders may become involved in evaluation in the early stages of a project, in imagining what it might mean for
            them and how it might present advantages or disadvantages. The anticipated impact of the project can be usefully evaluated
            in the early stages, to ensure that the investment of energy and resources can be expected to achieve the intended results.
          

        

        
          3.2 Evaluation during the planning stage

          Evaluation at this stage is usually concerned with whether plans represent good value for money. It may be appropriate to
            evaluate inputs to the project, to ensure that their quality and quantities are sufficient to achieve the objectives. In large
            building projects, many specialist tasks are subcontracted. Specifications are developed, and potential contractors are invited
            to tender for work. The element of competition can lead to problems if some tenderers are over-anxious to win contracts. They
            may be tempted to offer very low prices or attractively fast times, making no allowance for setbacks or delays outside their
            control. If they fail to meet their deadlines there may be a knock-on effect, when other tasks cannot start till they finish.
            Those evaluating tenders need to be able to estimate the budget and timing required for a particular piece of work: the cheapest
            is not necessarily the best, nor the one that promises the fastest completion.
          

          
            
              Example 6: The steel contract for the Tate Modern

            

            
              The steel contract was just one of a hundred or more contracts that had to be organised. Preparing a bid might take several
                weeks of concentrated work for a potential contractor and a contractor might tender for many jobs and only win one. When contractors
                work on a number of different projects they have to schedule their own resources to fit with the needs of each project, but
                they also have to try to ensure an even flow of work. As one contractor said, ‘It's absolutely vital to the well-being of
                this company. We desperately need a job of this size in the next three months. We're bidding four at this very moment, and
                we have to get one of them.’
              

              The steel contract included the purchase of the steel, fabrication of each piece prior to installation at Bankside, erecting
                the steel framework within the existing shell of the building and ensuring that the concrete base was strong enough to support
                the new structure. There were a number of elements that contractors were worried about, in particular the need to work with
                concrete and a wooden balustrade on a staircase.
              

              On the day that the tender documents were due to be evaluated, the news that asbestos had been found in the building had just
                reached the committee. This meant that there would be a considerable delay to the project while the contamination was cleared
                from the site. This news may have influenced the decision.
              

              The committee used a procedure that they had used successfully to evaluate other tenders. They opened each bid and noted the
                bottom-line figure on a summary sheet. The highest bid was £7,750,816 and the lowest was £5,489,840. They then looked at the
                cheapest to find out why it was so much lower. They discovered that the price for the steel itself was too low because they
                had priced a lower grade than had been specified. They had also omitted to price the wooden balustrade. When these elements
                had been added, the price of this bid came in line with several others. Many other adjustments were made to bids in a similar
                way.
              

              A shortlist was made of contractors to interview and there was considerable concern to ensure that the contractor chosen should
                be able to deliver the work within the price agreed. However, price and the quality of materials were not the only considerations.
                The contract was eventually awarded to a contractor who had reduced the price by making a change to the schedule that promised
                to reduce the timescale by a quarter. This, of course, was very attractive in the light of the current delays. Unfortunately,
                as the work progressed, the promised saving was found not to be fully achievable.
              

              (Adapted from Sabbagh, 2000, pp. 125–147)

            

          

          Even when a tendering process is carried out with care, to ensure that the contract results in a partnership that will be
            successful for everyone, it is impossible to predict all the potential risks. Some contingency sum might be agreed, but many
            contracts also incorporate a process for negotiating liability for additional costs, when these arise unexpectedly.
          

          Risk is the chance of something occurring that has an adverse effect on the project. Many risks can be foreseen and identified.
            For example, if the project involves development of computer-based systems, time needs to be allowed for ‘de-bugging’ once
            the systems are installed.
          

          The main categories of risk can be summarised as follows.

          
            Main categories of risk

            
              
                
                  	physical
                  	loss of or damage to information, equipment or buildings as a result of an accident, fire or natural disasters
                

                
                  	technical
                  	systems that do not work or do not work well enough to deliver the anticipated benefits
                

                
                  	labour
                  	key people unable to contribute to the project because of, for example, illness, career change or industrial action
                

                
                  	political/social
                  	for example withdrawal of support for the project as a result of change of government, a policy change by senior management,
                    or protests from the community, the media, patients, service users or staff
                  
                

                
                  	liability
                  	legal action or the threat of it because some aspect of the project is considered to be illegal or because there may be compensation
                    claims if something goes wrong
                  
                

              
            

            

          

          In view of all these possibilities, the careful examination of the question below, early on in the project, can save a lot
            of (though not all!) problems later:
          

          ‘What could go wrong in this project?’

          Having identified potential areas of difficulty you can then examine these by asking, in respect of each one:

          
            	
              How likely is this to happen?

            

            	
              How serious would it be if it did?

            

          

          Having raised these questions, you can then consider what you might do either on your own or with a team. Some of the less
            likely possibilities and those that would really just be minor irritants may not need a lot of attention. Others could be
            seen as quite critical to the success of the project and you can, at an early stage, plan what to do if the worst happens.
          

        

        
          3.3 Evaluation during implementation of a project

          At this stage the project activities are monitored to determine how their timing, quality and cost match the plan. The results
            of this monitoring are reviewed to see whether the plan needs to be modified. New environmental conditions may indicate the
            need to change the organisation's strategic direction. It might be necessary in that case to re-align the project, so that
            the outcomes relate to the new direction. In some cases it may be necessary to abort the project, if it is no longer appropriate
            or likely to make a useful contribution.
          

          Incorporating this kind of evaluation as part of the project plan (formative evaluation) can considerably enhance the likelihood
            of achieving useful outcomes. If formative evaluation is to take place, it should be integral to the project's design. It
            can facilitate a more organic change process, with testing and refining built in as the project progresses. But formative
            evaluation can increase the complexity of a project, because of the need to timetable an extra set of deadlines. It will also
            add new items to the risk log, particularly the risk of delays. If formative evaluation results in decisions to make significant
            changes to the project, it may lengthen the time-scale, increase the budget or necessitate additional quality measures.
          

        

        
          3.4 Evaluation at the end of a project

          Different types of evaluation may take place at the end of a project. A common one is determining the extent to which the
            project outcomes have been achieved. This is often done in a meeting of the sponsor, key stakeholders and project team leaders,
            and sometimes informed by reports from key perspectives. An evaluation of this nature may be the final stage of the project,
            and the main purpose might be to ensure that the project has met all of the contracted expectations and can be ‘signed off’
            as complete.
          

          A different type of evaluation may be a review of the process, with the purpose of learning from experience. This is often
            done by comparing the project plan with what actually happened, to identify all the variations that occurred, in both processes
            and outcomes. The aim is to draw out how to avoid such variations in future projects or how to plan more effectively for contingencies.
          

          Although monitoring takes place throughout a project, evaluation based on the information thus gained is likely to happen
            at the end of the project, in a final summative evaluation which identifies:
          

          
            	
              what the project has achieved;

            

            	
              the aspects of the project that went well;

            

            	
              the aspects that went less well;

            

            	
              things that you would do differently next time.

            

          

          Some of the key questions to consider in carrying out an evaluation of the planning and implementation of a project are:

          
            
              
                	
                  What went well and why?

                

                	
                  What helped to make the project go smoothly?

                

                	
                  What should we avoid doing during future projects?

                

                	
                  What difficulties did you find in carrying out the tasks?

                

                	
                  What was helpful about the project plan?

                

                	
                  What was unhelpful about the project plan or hindered the work?

                

                	
                  Did anything else help to make the project run smoothly?

                

                	
                  Why do you think we had that problem with x?

                

                	
                  Did anyone outside the project team contribute towards achieving the project?

                

                	
                  Did anyone or any other departments hinder the project activities?

                

                	
                  Did we accurately predict the major risks and did the contingency plans work?

                

                	
                  Was the quality maintained at an appropriate level?

                

                	
                  Was the budget managed well and did we complete the project within the budget?

                

                	
                  Was the timing managed well and did we complete the project within the time-scale?

                

              

            

          

          A list of questions (adapted from Elbeik and Thomas, 1998) provides a framework for planning and assessing yourself in terms
            of your achievement in managing a project:
          

          
            
              
                	
                  Were the project objectives achieved?

                

                	
                  Has your sponsor’s problem been solved or addressed?

                

                	
                  What could you have done differently to improve the final result?

                

                	
                  What do your colleagues feel about the results of the project?

                

                	
                  How does your sponsor’s staff regard your involvement?

                

                	
                  How good is your current sponsor relationship?

                

                	
                  Will your sponsor recommend you to their colleagues?

                

                	
                  Has your sponsor asked you to undertake additional work?

                

                	
                  Did the project stay within budget?

                

              

            

          

          The aim of this type of evaluation is to understand and learn from the reasons for success or failure, so that we can perform
            better in future.
          

          
            
              Example 7: Lessons from the Tate Modern

            

            
              The project managers who had worked on the Tate Modern discussed the lessons that they had drawn from this experience.

              One of the notable aspects of the project had been the extent to which good relationships had been maintained between the
                Tate and its partner organisations. Towards the end, the Tate had even given everyone blue hard hats with ‘Tate’ on them to
                try to break down the ‘them and us’ feel. Comments made by the project managers included:
              

              ‘I've probably learnt a hell of a lot because from an architectural point of view anything this scale only comes to you in
                your life once. It's been like a whole life really, because you sort of start off a teenager, and you end up somebody completely
                different at the end of it. You have to learn lots of skills, dealing with characters like these and they in turn have had
                to deal with people like us, who are not necessarily the easiest of architects to be around.’
              

              ‘Three or four key issues that I look back and think we should have done differently – we should have been more forceful in
                our advice to the client – as a team – about the implications of taking on Level 4 and the fit-out at the stage we did. Because
                when we took those things on, we were looking at them, to be honest, with rose-tinted glasses; we were still struggling along
                from the problems we'd had with the steel frame, et cetera, and then we took on another £10–£15 million pounds’ worth of work,
                and no project could take that, not with a team that's already struggling.’
              

              One offered some advice for the construction managers on how to deal with the architect: ‘Don't be afraid of him. … I think
                now people understand the reasons why we make decisions early on and have to revisit things, and I understand all of the issues
                why construction management is the way it is, but I think they need to absorb us more into the equation sometimes, because
                we're not that bad, you know. We do make compromises.’
              

              ‘Where we fall over as a team is in the design detail, and it's the design detail that makes it work. It's generally there
                in the architects’ heads, but they need to be able to understand the full integration of not just the architectural design,
                but all the services content that goes with it. And that needs to be sorted out a little earlier, because a lot of the problems,
                and the challenges, that we've had is being able to overcome those as we've gone through the project, and sometimes that's
                too late. When you're out in the field, that's too late.’
              

              On the Tate as a client:

              ‘I think they've been an absolute joy to work with. They understand about people. Our business is about delivering what they
                require, what they want, and trying to make their dreams into realities. They understand not just the views of the architect;
                they understand the construction elements, and they understand some of the detail as well.’
              

              ‘Sometimes we give them advice, and they're aware of the implication but they choose to ignore it – that's the client's prerogative.
                But generally the client goes into these decisions with his eyes open, and will live with it, you know. And the great thing
                about them, generally, is they're not looking for scapegoats; I go to their board meetings, and there's problems to talk about
                but they approach them in a positive manner.’
              

              (Sabbagh. 2000, pp. 322–325)

            

          

          At the end of a project it is possible to evaluate the extent to which each stage went as planned, and explore the implications
            of any deviations from plan. Evaluating the separate stages is likely to produce information that can be used to improve the
            management of future projects.
          

          It is also possible to take a broader view, by evaluating the use of projects throughout an organisation and the extent to
            which their outcomes contribute long-lasting value. This type of evaluation might be very important in reviewing the way an
            organisation decides on projects in which to invest. British Petroleum established an audit process to carry out post-project
            appraisals:
          

          
            
              In talking with business people from large British and multinational corporations, I have found that few companies examine
                their completed projects in any depth. Most audits are narrowly focused attempts to check that proper controls are in place
                while a project is in operation. When our managers audit an oil refinery, for example, they gather detailed information about
                how the oil and gas is collected, measured, shipped and accounted for.
              

              A post-project appraisal, however, takes a much larger view. It first looks at the big questions: Why was the project started
                in the first place? Is it producing as much oil as the proposal predicted? Is the demand for oil at the forecasted level?
                Did the contractors deliver what they promised? Does the project fit well into BP's overall corporate strategy?
              

              (Frank Gulliver, 1987)

            

          

          This type of evaluation seeks to improve the way future projects are chosen, rather than how they are managed.

        

        
          3.5 Designing a formal evaluation

          Reviews and informal evaluations will often be sufficient, but sometimes a formal evaluation will be needed. A formal evaluation
            can be both time-consuming and expensive, and so must be carefully planned. There are many different ways of carrying out
            such an evaluation, and the process chosen will influence the attitudes of those involved and whether their response to the
            project is positive or negative.
          

          There are a number of decisions that have to be made in designing an evaluation.

          
            	
              Decisions about goals: what is the evaluation for? who wants the evaluation?

            

            	
              Decisions about focus: what is to be evaluated?

            

            	
              Decision about methods: how and from what sources will the information be gathered?

            

            	
              Decisions about evaluation criteria: how will criteria be set, and by whom?

            

            	
              Decisions about process: who will do the evaluation, and who will manage the process?

            

            	
              Decisions about application: what use will be made of the findings?

            

          

          All of these decisions relate to the overall purpose of the evaluation; and, if each is considered as part of the design process,
            the answers will enable the process to be planned.
          

          
            Planning an evaluation

            The evaluation should have clear aims and objectives. It is also helpful to decide where its boundaries should lie – how much
              or how little is to be evaluated?
            

            
              
                Activity 4

              

              
                 0 hours  20 minutes 

                
                  If you were part of a group planning to evaluate the planning and implementation stages of a project, what questions would
                    you recommend should be asked?
                  

                

                View discussion - Activity 4

              

            

            If you plan to carry out this type of evaluation it is helpful to collect the appropriate data when it becomes available.
              A key decision in the planning stage is who should be involved in the evaluation: in its design and/or its implementation.
              The nature of the audience may determine how the results of the evaluation are reported and used. The purpose of the evaluation
              will also influence who carries it out. The outcome of a major publicly-funded project would often be evaluated by an external
              and independent body, to give the findings. A collaborative project, in contrast, might be formally evaluated by a group of
              the key stakeholders, each reporting back to their own organisation. An external evaluator may be costly; but an internal
              evaluation will draw on time and energy that might be better devoted elsewhere. The evaluation's timing may be particularly
              significant if it is to involve project team members.
            

            Contingency plans indicate what to do if unplanned events occur. They can be as simple as formalising and recording the thought
              processes when you ask ‘what if …?’ and decide which options you would follow if the ‘what if?’ situation happened. The key
              points in contingency planning can be summarised as follows:
            

            
              	
                Note where extra resources might be obtained in an emergency and be aware of the points in your plan where this might be required.

              

              	
                Identify in advance those dates, which if missed, will seriously affect your plans, e.g. gaining financial approval from a
                  committee that meets only once every six weeks.
                

              

              	
                Know your own plan very well; probe for its weak points and identify those places where there is some ‘slack’ which only you
                  know about …
                

              

              	
                Keep all those involved (including yourself) well informed and up-to-date on progress so that problems can be addressed before
                  they cause too much disruption.
                

              

              	
                Recognise the key points in your plan where there are alternative courses of action and think through the possible scenarios
                  for each one.
                

              

              	
                Learn from experience – sometimes the unpredictable peaks and troughs in activity follow a pattern – it's just that we have
                  yet to recognise it.
                

              

            

            The following suggestions for dealing with contingencies were all made by practising managers:

            
              	
                Break key tasks down to a greater level of detail to give better control.

              

              	
                Be prepared to overlap phases and tasks in your plan in order to meet time-scales, but give the necessary extra commitment
                  to communication and co-ordination this will require.
                

              

              	
                Spend time at the start in order to pre-empt many of the problems.

              

              	
                Learn from experience, e.g. develop a list of reliable contractors, consultants, etc.

              

              	
                Try and leave some slack before and after things which you cannot directly control, to minimise the knock-on effect of any
                  problems prior to, or during, such tasks.
                

              

              	
                Pull tasks forwards if possible: one less thing to worry about!

              

            

          

        

        
          3.6 Collecting and interpreting data

          In many projects it can be difficult to make comparisons with anything similar. However, there may be quality standards that
            can be used for one of more of the outcomes, perhaps alongside different targets for time-scales and resource use. Benchmarks
            are another possible source of comparative data; they have been established for many processes, and data are available from
            industry, sector and professional support bodies.
          

          
            
              Activity 5

            

            
               0 hours  20 minutes 

              
                A training and consultancy organisation, Ace 1, has been contracted to provide a twelve-month-long development programme for
                  first-line managers. The purpose of the programme is to increase the potential pool of senior managers within the client organisation,
                  to reduce the extent to which they have to recruit externally. You are a senior manager in Ace 1 and will be managing the
                  project. You have decided to plan the evaluation at an early stage in the project so that you can collect information throughout
                  the process. Make a rough draft of the main types of data you will collect and who will provide them.
                

              

              View discussion - Activity 5

            

          

          A number of potential methods could be used to collect and analyse data:

          
            	
              records kept for monitoring purposes to make comparisons between activities;

            

            	
              records of meetings and other formal events can provide useful data on the sequencing of decisions and discussion of issues;

            

            	
              interviews, questionnaires or focus groups;

            

            	
              observation or role-play might provide useful insights into how activities are carried out.

            

          

          The balance between qualitative and quantitative data is important, because each can supplement the other and it is difficult
            to achieve an overall picture if only one type of data is used.
          

          
            
              Activity 6

            

            
               0 hours  10 minutes 

              
                If you were evaluating a project and only quantitative data was available for your inspection, what would you want to have
                  more information about?
                

              

              View discussion - Activity 6

            

          

          The methods you choose to collect information will be influenced by the availability of resources, taking into account:

          
            	
              the cost of obtaining the information, in relation to its contribution to the evaluation;
              

            

            	
              the number of sources from which information should be obtained if sufficient viewpoints are to be represented to ensure that the results are credible;
              

            

            	
              the time it will take to obtain and analyse the information;
              

            

            	
              the reliability of the information obtained;
              

            

            	
              the political aspects of the process – for example, some ways of gathering information may help build up support for the evaluation.
              

            

          

          Direct contact with those involved in the project might be the only way in which sufficient information can be obtained to
            make the evaluation worthwhile.
          

          
            
              Example 8: Post-Project Appraisal (PPA) at British Petroleum

            

            
              At an appraisal's outset, the team relies on the files to become familiar with the project. This avoids wasting people's time.
                The team learns about the economic climate at the time, the identity of the contractors, or the chemical process used. Team
                members might spend the first two months of a six-month investigation just looking at files – both at project files and at
                material in related corporate files, in such departments as accounting, legal or planning.
              

              While the PPA manager will probably already know the senior managers who should be interviewed, the files provide a complete
                list. The team generally tries to interview everyone involved in the project. Since most projects have been completed for
                at least two years before the unit begins its work, however, the project members are working all over the world on other things.
                In one investigation, the PPA team talked to 80 individuals; the average is usually around 40.
              

              In their interviews, the PPA team members make an effort to understand the psychology of the project members and managers.
                They interview in pairs so that one team member can ask questions while the other watches the interviewee. A furtive look
                often tells as much as a direct answer.
              

              After the interviews, the two team members compare notes and reconcile differences in their perceptions. The full story usually
                emerges in separate pieces: senior managers in London will give up one piece of information, engineers on an oil rig in the
                middle of the North Sea will give up another. By melding project members’ different perspectives, the PPA people can come
                up with the whole picture.
              

              … Sending PPA teams into the field to conduct investigations is far more expensive than sending out questionnaires – and far
                more effective. Because a questionnaire is a set collection of questions it can elicit only a limited view of the project.
                In an interview, people offer unexpected information; also, the PPA team can lead an interviewee away from digressions.
              

              (Frank Gulliver, 1987)

            

          

        

        
          3.7 Analysing and reporting the results

          When planning what data to use in the evaluation it is helpful to consider how the data will be analysed. Usually, there are
            a lot of data, perhaps in several different forms. If you have set clear objectives, it should be possible to identify the
            data that are relevant to each issue. It is usual to follow the steps below:
          

          
            	
              consider numbers, for example how much has been achieved at what cost;

            

            	
              consider quality, whether appropriate and not too high or low;

            

            	
              seek out both positive and negative evidence;

            

            	
              make comparisons; and

            

            	
              look for patterns in the evidence.

            

          

          It can be very time consuming to analyse data from interviews and observations but, if the purpose of the analysis is clear,
            then it is possible to focus only on the relevant material.
          

          It may be that several different evaluation reports must be prepared on completion of a project:

          
            	
              the client/sponsor report;

            

            	
              what has been learnt from the project;

            

            	
              different types of evaluation report for different stakeholders.

            

          

          For example, some funding bodies require to be told how their funding contributed to the success of a project, and so need
            a report relating only to one aspect. It is usually for the manager of a project to identify the number and types of report
            that are required, and to ensure that they are prepared and presented appropriately.
          

          You need to consider the audience and use language that they will understand, avoiding unfamiliar jargon. The report is likely
            to include:
          

          
            	
              an executive summary;

            

            	
              an explanation of the background to the project;

            

            	
              an explanation of how the evaluation was planned;

            

            	
              the methods that were used to collect and analyse data;

            

            	
              a presentation of the evidence, and how it has been interpreted;

            

            	
              a conclusion, and recommendations for future practice.

            

          

          If some aspects of the work encountered problems, be careful about identifying causes if there is an implication of blame.
            Sometimes it is better to discuss problems that have implications for contractual relationships in confidential reports or
            face-to-face meetings. Consider how to present the report in a businesslike and attractive format appropriate for its audience.
          

        

        
          3.8 Following up the report

          The evaluation report will often contain recommendations for further actions and these may lead to new project ideas. Recommendations
            may relate to processes and procedures within the organisation. Project evaluation and debriefing can be a learning experience
            for the organisation as a whole, as well as for individuals. For example, British Petroleum gathers the lessons learnt from
            post-project appraisals in a series of booklets that are then used as guidance for writing project proposals. In some circumstances
            it may be helpful to run seminars to discuss the lessons learnt, and to develop better processes with other potential project
            managers.
          

          
            
              Example 9: Disseminating the lessons from a project

              The project manager of a staff development project ran a series of seminars for human resources colleagues, to disseminate
                the lessons learned from the project. The key lessons identified were:
              

              
                	
                  Give sufficient time to clarifying the project leader's role and accountabilities.

                

                	
                  Make sure the resourcing plan is sufficiently detailed.

                

                	
                  Replacement costs for staff on training courses should be included in the budget.

                

                	
                  Formulating strategy, project planning and implementation are not sequential – plans have to be flexible.

                

                	
                  The objectives of the project need to be clear.

                

                	
                  Do not assume networks of communication already exist.

                

                	
                  Make involvement of key individuals in development activities mandatory – they (we!) must be open to change.

                

                	
                  The key people are not just senior managers.

                

                	
                  Do not spend too much time piloting – you may lose momentum.

                

                	
                  Remember to take into account the tension between operational work and project development work.

                

                	
                  Beware: big projects can become a dumping ground for all the organisation's ills!

                

              

            

          

          The workshop considered the conditions from which the lessons had been drawn, and spent time in agreeing how to avoid these
            and similar pitfalls in future project working.
          

          
            
              Activity 7

            

            
               0 hours  20 minutes 

              
                If you think back to a recently completed project, develop a list of lessons from the project. Write a brief description of
                  the project and then list the key lessons.
                

              

              View discussion - Activity 7

            

          

        

      

    

  
    
      
        4 Self-development from a project

        
          4.1 Introduction

          Managing a project provides considerable opportunities for self-development, but these can be lost if you become too immersed
            in delivering the project to remember that you will move on to other work once it concludes. For many managers, taking responsibility
            for a project is a time-bounded task with clear objectives and a fixed budget. A project usually involves managing staff,
            finance, operations and information across the boundaries of departments and functions, with complicated interactions and
            difficult situations. There is usually a strategic dimension, in ensuring that the project continues to align with organisational
            objectives and directions. Thus the project manager's overview of the project is similar to the chief executive's view of
            the whole organisation. There is an opportunity to use the experience of managing a project to develop yourself for a more
            senior role, and to demonstrate, through successful outcomes and evaluation, that you are prepared for such a role.
          

        

        
          4.2 Personal self-evaluation

          You could also carry out a personal self-evaluation, to contribute to your own development as a project manager. You can develop
            a list of questions to evaluate your own performance:
          

          
            	
              Were the project objectives achieved?

            

            	
              Did the project stay within budget?

            

            	
              How were problems that occurred during the project been resolved?

            

            	
              What could you have done differently to improve the final result?

            

            	
              What do your colleagues feel about the results of the project?

            

            	
              How good is your current sponsor relationship and the relationship with other stakeholders?

            

            	
              Will your sponsor recommend you to colleagues?

            

            	
              Has your sponsor asked you to undertake additional work?

            

            	
              What have I learnt from managing this project?

            

            	
              What skills/competences could I develop to help me with future projects?

            

          

          Some of the information you will need might be obtained from your colleagues and project team, such as:

          
            	
              To what extent did I contribute to achieving the project objectives through the way in which I managed the project?

            

            	
              What specific actions did I take which helped us to meet the project objectives?

            

            	
              What did I do that hindered us in achieving the project objectives?

            

            	
              What might I have done that I didn't do to help us to achieve the project objectives?

            

            	
              Would you appoint me to a similar role in future?

            

            	
              Would you choose to work with me in similar roles in future?

            

            	
              Would you recommend me to colleagues?

            

          

          Some of these questions can be usefully asked from an early stage in the project to review the working relationships within
            the team. Other questions relate to the final outcomes and answers will be coloured by the extent to which the project is
            considered successful. Many of the questions will need to be adapted for use in a particular setting.
          

          
            
              Activity 8

            

            
               0 hours  20 minutes 

              
                Imagine that you have just been asked to manage a new project that will be more challenging than any that you have managed
                  before. Make a note of any ways in which you might plan for personal development, and how you would then evaluate the development
                  achieved.
                

              

              View discussion - Activity 8

            

          

          It can be lonely managing a project; and it can be difficult to seek feedback about your own performance if the team are new
            and lack confidence, or if the situation requires you to take a strong lead. Consider asking a senior manager in your organisation
            to act as your mentor for the duration of the project. This should not be someone who has a strong personal stake in the project,
            but someone who can help you learn from what happens as the process unfolds. Share with your mentor your plans to use the
            project for personal development, and ask her or him to help you make the most out of the opportunities the project offers.
            You might find it helpful to draw up the framework of a personal development plan, indicating some targets for development
            and identifying how you will know that you have reached them. You might also want to collect evidence of your achievements,
            to produce as you pursue new career options.
          

        

      

    

  
    
      
        Conclusion

        In this course, the issues that arise in bringing a project to a close have been examined, and ways of evaluating a project
          have been discussed. The key components of project closure have been identified and discussed and their importance in ensuring
          that the aims and objectives of a project have been successfully attained, have been explored. You should now be able to plan
          an effective project closure. Problems often need to be resolved at the closure stage, and those managing projects need to
          be aware of potential problem areas.
        

        The handover and delivery of a project or of project components are important stages. They require planning to ensure that
          the project sponsor or others receiving the project outcomes are satisfied and able to move forward. There are also opportunities
          at these stages to improve the impression that the project team has made.
        

        Evaluation can take place at any time during a project, and can have important implications for its continuation, direction
          or successful completion. Most projects are concluded with an evaluation, and those managing project teams will usually be
          invited to contribute to this. Evaluation may also take place some time after the conclusion of a project, to review the extent
          to which it has achieved its long-term objectives. You should now be able to contribute confidently to the planning and implementation
          of evaluations.
        

        Planning your personal development in order to improve your future performance in managing projects has also been discussed.

      

    

  
    
      
        Keep on learning
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          Study another free course

          There are more than 800 courses on OpenLearn for you to choose from on a range of subjects. 
          

          Find out more about all our free courses.
          

           

        

        
          Take your studies further

          Find out more about studying with The Open University by visiting our online prospectus.
          

          If you are new to university study, you may be interested in our Access Courses or Certificates.
          

           

        

        
          What’s new from OpenLearn?

          Sign up to our newsletter or view a sample.
          

           

        

        
          
            For reference, full URLs to pages listed above:

            OpenLearn – www.open.edu/openlearn/free-courses

            Visiting our online prospectus – www.open.ac.uk/courses

            Access Courses – www.open.ac.uk/courses/do-it/access

            Certificates – www.open.ac.uk/courses/certificates-he

            Newsletter ­– www.open.edu/openlearn/about-openlearn/subscribe-the-openlearn-newsletter
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        Activity 1

        Discussion

        You might have thought about providing the client with evidence that the required number of staff had attended the training
          events, and had successfully passed the tests that you had set; and that the task had been achieved to the required quality
          standards within the time-scale set and the budget agreed. However, did you consider how you might have involved the client
          a little, and shared some experience of the outcomes rather than simply supplying a paper record? For example, the staff have
          been trained to do something new, so you might provide an opportunity for the client to see their new performance. This could
          be done in the concluding hour or so of a training event, if the client or another senior manager would agree to watch an
          end-of-course presentation in which the staff demonstrate their new abilities. You might also have thought of inviting the
          sponsor to present certificates.
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        Activity 2

        Discussion

        Your list might include key deliverables, and checking that all the associated tasks had been completed to ensure that the
          purpose of the project had been achieved. Another main heading might include the ‘housekeeping’ elements: completing financial
          records, and any outstanding matters relating to staff and to the materials and equipment used. There could also be headings
          to remind you to stop all activities, supplies and processes related to the project; and to determine who should carry out
          each task, identifying the date by which it should be completed.
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        Activity 3

        Discussion

        Many of the problems experienced in this example arose from poor monitoring and control in earlier stages of the project.
          Monitoring should have raised awareness of the extent to which errors were occurring. Each element could have been tested
          for errors, and corrected before being handed over by the team that had built it. The project could have been planned to include
          more time at earlier stages to ensure that the separate elements integrated successfully. Planning could have emphasised the
          retention of project staff until the work was successfully completed so that new staff did not have to spend time learning
          what had already been done.
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        Activity 4

        Discussion

        Some of the key questions in evaluating the planning and implementation of a project are:

        
          	
            What went well and why?

          

          	
            What helped to make the project go smoothly?

          

          	
            What should we avoid doing during future projects?

          

          	
            What difficulties did you find in carrying out the tasks?

          

          	
            What was helpful about the project plan?

          

          	
            What was unhelpful about the project plan or hindered the work?

          

          	
            Did anything else help to make the project run smoothly?

          

          	
            Why do you think we had that problem with X?

          

          	
            Did anyone outside the project team contribute towards achieving the project?

          

          	
            Did anyone or any other departments hinder the project activities?

          

          	
            Did we accurately predict the major risks and did the contingency plans work?

          

          	
            Was the quality maintained at an appropriate level?

          

          	
            Was the budget managed well, and did we complete the project within the budget?

          

          	
            Was the timing managed well, and did we complete the project within the time-scale?
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        Activity 5

        Discussion

        You have probably considered how to collect data about the performance of the project in each of the three dimensions of time,
          cost and quality. For example, you could collect data about the proposed timetables for activities and the actual times, i.e.
          the scheduling of the project. You could collect data about the budget, from the estimates and initial forecasts and from
          the records of financial performance. In both of these dimensions data could be collected from both the provider organisation
          and from the client. Collecting data about quality might be more difficult. There might be some quality guidelines about the
          basic conditions expected for accommodation, presentation of materials and content of the programme. However, there will be
          many different viewpoints and perceptions about what is delivered and how it might have been improved. Again, data could be
          collected from the provider and from the client. To collect rich data that represents different perspectives, different stakeholders
          could be approached. In the client organisation these could include participants in the programme, their line managers and
          other senior managers, staff from their HR department and possibly key customers of the first-line managers in the development
          programme. In the provider organisation the project team would be an obvious source of data, but there would also be supporting
          staff, including administrative staff and possibly other service departments who could provide different perspectives on the
          project. Similarly, staff who manage the accommodation, whether this is in either the client or provider organisations or
          hired for the events, could provide information about how the processes were managed. In a project of this nature, you may
          have thought of seeking a longer-term view, perhaps six months after the conclusion of the project, to assess the extent to
          which it actually achieved its purpose in enabling more internal promotions.
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        Activity 6

        Discussion

        If only quantitative data was available you would have information only about things that could be counted. Although this
          is often very important, you would have no information about quality. You would want to know that the project had achieved
          both formal quality standards and any other expectations identified in the objectives. Opinions of customers of the project
          are very important in evaluating outcomes. The views of those who took part the project are important in evaluating the process.
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        Activity 7

        Discussion

        You may find that some of your key lessons are similar to those given in the project in the example, but hopefully you were
          able to identify some key lessons that were specific to the project that you were considering.
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        Activity 8

        Discussion

        There are a number of areas in which you might have considered planning personal development. Such broad areas might include
          improving your skills in managing a project, your knowledge of techniques useful in managing projects and your understanding
          of the process of managing a project. In particular, you might have noted such skills areas as interpersonal relationships,
          leadership, effective communications, management of control systems, and management of relationships with partners and stakeholders.
          You might have focused on developing your understanding of techniques by applying new knowledge in a new situation.
        

        Personal development can be evaluated in the same way as other factors. Firstly, you need to set targets against which to
          assess your success. Ask yourself, ‘How shall I know that I have succeeded?’ and identify the most significant indicators.
          As the project proceeds, you can collect evidence relating to your personal achievements as well as that relating to the project
          objectives. You may do this by compiling a portfolio of evidence which demonstrates your achievements against each objective
          that you have set yourself. Another way of keeping a record is a project journal, in which to set down what you notice and
          learn as the project develops. Some people find it helpful to note what works better or worse than they expected, and to look
          for reasons for this. It is sometimes possible to identify underlying causes of both success and failure by keeping a personal
          record of this nature.
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