TOPIC ELEVEN

PROJECT MANAGEMENT

11.0 Project management is the application of processes, methods, skills, knowledge, and experience to achieve defined objectives within agreed parameters. It entails planning, organising, delegating, monitoring, and controlling all aspects of a project, while motivating participants to meet performance targets for time, cost, scope, quality, benefits, and risk.
Unlike routine operations (‘business as usual’), a project is a temporary endeavour with a defined start and end, undertaken to deliver a unique product, service, or result.

11.1 Key Terms in Project Management

1. Project: A temporary endeavour to create a unique product, service, or result. For example, constructing the Bujagali Hydroelectric Dam in Uganda was a project aimed at boosting energy supply, while internationally, the development of the COVID-19 vaccines by Pfizer and BioNTech represented a time-bound initiative to address a global health crisis.

2. Business Case: Justification for a project, evaluating benefits, costs, risks, and alternatives to determine viability. In Uganda, the business case for the Kampala-Jinja Expressway considers economic growth through improved transport; globally, Amazon's Project Amelia uses AI to optimise logistics, justified by cost savings and efficiency gains.

3.  Program: A coordinated collection of related projects to achieve benefits not possible individually, often for efficiency. Uganda's National Roads Authority manages a program of infrastructure upgrades, including multiple road projects; internationally, NASA's Artemis program groups missions for lunar exploration.

4. Portfolio: A grouping of projects, programs, and related activities to meet strategic objectives, regardless of interrelations. For instance, the Ugandan government's portfolio under the National Development Plan includes diverse initiatives like agriculture and energy; at a corporate level, Google's portfolio encompasses tech projects from search algorithms to autonomous vehicles.

5. Stakeholders: Individuals, groups, or organizations who are affected by or can affect a project's outcome. For example, for a university project in Uganda to implement a new e-learning system, stakeholders include students, lecturers, IT staff, university administration, and the National Council for Higher Education.

6. Deliverable: Any unique and verifiable product, result, or capability to perform a service that is produced to complete a process, phase, or project. For example, in Uganda's Karuma Hydroelectric Power Project, a key deliverable was the commissioned power plant capable of generating 600 MW of electricity; internationally, in NASA's Perseverance Rover mission, deliverables included the rover hardware and the Ingenuity helicopter for Mars exploration.

11.2 Characteristics of Projects 

Projects differ from routine operations through these key traits: 

1. Driver of Change: Projects introduce innovation or improvement, such as Uganda's digital tax system rollout by the Uganda Revenue Authority to enhance revenue collection, or Apple's iPhone launches globally to disrupt mobile technology. 

2. Temporary: Have a defined start and end; once goals are met, the project dissolves. The Entebbe International Airport expansion in Uganda ended upon completion in 2021, shifting to operations. 

3. Cross-Functional: Involves diverse teams across functions or organisations, often causing coordination challenges. Uganda's Karuma Hydroelectric Project required collaboration between engineers, financiers, and environmental experts from multiple countries. 

4. Unique: No two projects are identical due to varying contexts, teams, or locations. Even repeated events like Uganda's national census differ by year and demographics. 

5. Uncertainty and Risk: Inherent threats and opportunities, heightened by external factors like economic shifts. Global trends highlight risks from supply chain disruptions, as seen in delays to Uganda's oil pipeline project due to geopolitical tensions.

11.3 Project Lifecycle 

Projects follow a structured lifecycle, typically divided into five phases. This ensures systematic progression while allowing for iterative adjustments in agile environments.

1. Initiation: Define the project's value and feasibility. Develop a project charter, identify stakeholders, and assess risks. In Uganda, initiating the Standard Gauge Railway involved stakeholder consultations with communities and funders; internationally, SpaceX's Starship project began with vision-setting for reusable rockets. 

2. Planning: Detail scope, schedule, budget, resources, and risks. Create plans for communication, quality, and procurement. For example, planning Uganda's COVID-19 vaccination rollout included resource allocation amid global shortages. 

3. Execution: Implement the plan, manage teams, and deliver outputs. This phase consumes most resources. The execution of Australia's Sydney Metro project involved construction teams building tunnels and stations. Uganda’s Karuma Hydroelectric Project involved multidisciplinary teams constructing a 20 m roller-compacted concrete dam, excavating 8.7 km of tailrace tunnels, installing six 100 MW Francis turbines in an underground powerhouse, and completing commissioning and testing.

4. Monitoring and Controlling: Track progress against the plan, manage changes, and ensure quality. This overlaps with other phases for real-time adjustments. In Europe, the EU's Horizon Europe program monitors research projects using Key Performance Indicators (KPIs) for innovation impact. In Uganda's Karuma Hydroelectric Project, monitoring involved site inspections, environmental and safety monitoring, and schedule tracking by AFRY to ensure compliance and make necessary adjustments.

5. Closure: Finalise deliverables, obtain approvals, archive documents, and conduct lessons-learnt reviews. Uganda's completion of the Mandela National Stadium renovations included handover and evaluation; globally, the 2020 Tokyo Olympics closure involved financial audits and sustainability reports.
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11.4 The Project Management Constraints

Projects operate under constraints, often visualised as the “iron triangle” of scope, time, and cost, with quality at the centre. Modern views, extend this to include risks, resources, and sustainability, aligning with global ESG (Environmental, Social, and Governance) trends.

1. Scope: What the project will deliver, no more, no less. Expanding scope without adjustments leads to "scope creep" (uncontrolled changes or additions that can delay the project or increase costs). In Uganda's Northern Bypass project additional features and extensions caused significant delays and increased complexity.

2. Time: Delivery within deadlines; delays increase costs, as in Uganda's oil refinery project extensions.

3. Cost: Budget adherence; overruns can undermine viability, e.g., budget overruns on the Tororo-Mbale-Soroti Road significantly affected its financial viability, causing delays and necessitating additional government borrowing.

4.Quality: Meeting standards and stakeholder expectations, incorporating trends like sustainable materials in construction such as Uganda's Eco Concrete initiatives using local pozzolans (e.g., volcanic ash & kaolinite clay) for eco-friendly building materials

5.Risks: Managing uncertainties and threats; failure to mitigate can cause failures, as in Uganda’s East African Crude Oil Pipeline (EACOP) project where environmental, human rights, and corruption risks have led to delays and scrutiny.

6.Resources: Efficient allocation of human, financial, and material assets; constraints can impede execution, for example, Karuma and Isimba Hydroelectric Projects, staff capacity gaps and funding limitations have slowed progress.
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                                Figure 1: The triple constraint
11.5 Critical Project Success Factors

1. Executive Sponsorship & Strategic Alignment: Strong, visible support from top management and a clear link to organizational strategy.

2. Engaged Stakeholders & Effective Communication: Proactive identification and management of stakeholder expectations through clear, consistent communication.

3. Clear Requirements & Realistic Planning: Well-defined project goals and a detailed, achievable plan developed with input from key users.

4. Competent Project Team & Manager: A skilled, motivated team led by an effective project manager with both technical and leadership skills.

5. Agile & Adaptive Approach: The ability to adapt to change and manage risks proactively, rather than rigidly sticking to an initial plan.

6. User Involvement: Continuous consultation with the end-users to ensure the deliverable meets their needs and gains their acceptance.
11.6 Causes of Project Failure

Project failure can mean cancellation, significant budget overruns, missed deadlines, or a deliverable that is not used.

1. Poorly Defined Scope & Unrealistic Expectations: "Scope creep" without proper change control is a primary cause of failure.

2. Inadequate Risk Management: Failure to identify and plan for potential risks (e.g., economic shifts, supply chain disruptions).

3. Lack of Executive Support: Without a senior sponsor to champion the project, it can lose priority and funding.

4. Ineffective Communication: Leads to misunderstandings, misaligned efforts, and unresolved conflicts.

5. Insufficient or Incompetent Resources: Assigning an under-skilled team or providing inadequate funding.

6. Ignoring Stakeholder Needs: Failing to manage stakeholder interests, leading to resistance and lack of acceptance.

Online Video Resources

1. What is Project Management Triple Constraints?
https://www.youtube.com/watch?v=xc-p-g6mXO0 YouTube
2. Project Management 101: Beginner’s Guide to Project Management
https://www.youtube.com/watch?v=0zF06TOKKOE YouTube
3. Triple Constraint Project Management Explained | TeamGantt
https://www.youtube.com/watch?v=rTIxNtnjujQ YouTube
4. Project Management Basics [QUICK GUIDE]
https://www.youtube.com/watch?v=XuyCeYYod_s YouTube


Case Study: The Uganda Standard Gauge Railway (SGR) Project


The Uganda Standard Gauge Railway (SGR) is a planned modern railway line intended to connect Kampala to Kenya’s Mombasa port, with extensions to Rwanda, South Sudan, and the Democratic Republic of Congo. The project aims to reduce transportation costs, improve trade efficiency, and boost regional integration.


The SGR has, however, faced several major challenges. Securing funding has been a persistent problem, as negotiations with China’s Exim Bank have delayed implementation. Stakeholder concerns, particularly from local communities affected by land acquisition, have created tension due to delayed compensation and limited consultation. Weaknesses in project scope and planning have raised questions about whether building a new railway is more viable than upgrading existing infrastructure. 
Time and cost overruns have been frequent, with project start dates repeatedly pushed back. In addition, political influence and shifting regional agreements, such as Kenya’s reconsideration of its own SGR plans, have added further uncertainty. 


Despite these challenges, the project remains central to Uganda’s long-term infrastructure strategy, and policymakers argue it could be transformative once implemented.

Discussion Questions

1. Based on the SGR case, what project management challenges can you identify in terms of time, cost, and scope?

2. How does inadequate stakeholder consultation affect project success? Give examples from the case.

3. In your opinion, was the business case for Uganda’s SGR project strong enough to justify the risks? Why or why not?
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