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1. UVOD
Cilem predlozenych skript je pfriblizeni tématiky vybranych kapitol pro studenty

Filozofické fakulty Univerzity Palackého v Olomouci k pfedmétu Projektovy management.

Skripta s nazvem ,Zaklady projektového fizeni — vybrané kapitoly” navazuji na jiz dfive
vydanou publikaci Zaklady projektového fizeni (Bendova et al., 2012). Vzhledem
k rozSifujicim se narokim na poznatky v oblasti projektového fizeni s dirazem zejména na
praci s lidskym kapitalem, jsme se pokusili vystihnout nejzajimavéjsi aspekty a otazky, které
mohou projektovi manazefi Ci jednotlivi ¢lenové tym( fesit v dnesni multikulturni dobé.
RozSifujeme tak portfolio standardnich znalosti jako jsou Logicky ramec, Analyzy rizik aj.,
a zaméfujeme se na vybrané pristupy, nastroje ¢i doporuceni. Aktudlné prezentované
kapitoly jsou doplnény pfiklady, Sablonami, doporucenimi tak, aby ctendfi co nejvice
pribliZily popisovanou problematiku.

Tato skripta jsou rovnéz unikdtni svym mezinarodnim rozsahem. Autofi zde prezentuji
poznatky v jazyce ¢eském, slovenském a anglickém. Multikulturni prostfedi a multikulturni
projektové tymy jsou v dnesSni dobé standardem, proto povazujeme za pfrinosné nahlédnout
do uvazovani vsech tfi jazykovych koncept(.

Budete-li mit dotazy nebo pripominky k publikaci, budeme radi, kdyz mne budete
kontaktovat na e-mailové adrese klara.seitlova@upol.cz. Vase poznamky a pfipominky
budou cennou inspiraci pro dalsi vydani.

PhDr. Klara Seitlova, Ph.D.



2. ROZDILNE PRISTUPY V PROJEKTOVEM RIZENI

Autor: Klara Seitlova

Cil

Kapitola s nazvem ,,Rozdilné pfistupy v projektovém fizeni” shrnuje aktualné nejznaméjsi
proudy v metodice projektového fizeni. Jsou zde popsany hlavni principy vybranych pfistupt
tak, aby Ctenar pochopil vyznamné metodické kroky v jejich uziti. Nejvice se konkrétné

zamérime na metodiku PRINCE?2.

Kli¢ova slova

Projektové fizeni, projektovy management, IPMA, PMI, APM, PMA, ICB, Prince2, PMBOK,

projekt

Uvod

Projektové fizeni (nékdy také popisovdno jako projektovy management) v poslednich
letech nabyva na dilezitosti. Standardni organizacni struktury a pracovni navyky se na
zakladé pozadavkl turbulentniho trhu neustale méni a tim jsou kladeny naroky na procesy
a jejich fizeni. DalSim trendem ve spolecnosti jsou inovace a tim vznikajici jedinecné
projekty. Pravé vtéchto oblastech se uplatfuje projektové Fizeni. VyuZivani metod
projektového fizeni je o to dllezitéjsi, ¢im nakladnéjsi a slozitéjsi projekty jsou realizovany.
Nedostatecné znalosti a dovednosti projektového manazera mohou mit vysoky financni, ale
i socidlni dopad.

Projektovi manazefi by se méli snazit pristupovat ke své praci zodpovédné a nenechavat
situaci ndhodé. Pravé jistota je jeden z aspektll projektového fizeni, ktery se pomoci uziti
a fizeni ovérenych metod v projektu snazime zvysit a v pfipadé nastalé chyby védét, jak
mame reagovat.

Vsechny znamé metody projektového fizeni vzesly z dlouholetych znalosti, zkusenosti
a zvyklosti projektovych manazer(. Renomované pfistupy testovaly své metodiky na tisicich
projektech. Metody se taktéZ neustdle vylepSuji a pfizpusobuji sou¢asnym poZadavkim.

Mezi nejzndméjsi pristupy a profesni organizace projektového fizeni patfi:

Profesni organizace

e PMI - Project Management Institute



e OGC - Office of Government Commerce (od 1. ¢ervence 2013 Axelos — spolecny

podnik Cabinet Office a soukromého investora)

e IPMA - International Project Management Association (V CR zndmé jako SPR —

Spolecnost pro projektové fizeni)
e APM - Association for Project Management
e PMA - Project Management Academy

Standardy v Fizeni projektd

e PMBOK®- Project management body of knowledge
e PRINCE2® - Projects in controlled environment
e |CB-IPMA Competence Baseline

Kazdy z pfistupl se na problematiku projektového fizeni diva svou optikou. Mizeme
tedy samoziejmé nalézt rlizné nastroje, definice ¢i doporuceni. Nicméné podivame-li se
hloubéji do principd, nalezneme podobny zaklad a tim je snaha o UspéSné fizeni

realizovaného projektu.

Projekt

Ptistupy k Fizeni projektl jsou systematicky zkoumdny od 20. stoleti (Dolezal et al.,
2009). Pravé podrobné zkoumani nam prinasi nékolik definic projekta.
e ,Projekt je docasné Usili zahrnujici sekvenci navazujicich aktivit k dosazeni
specifického a unikdtniho vystupu a které je omezeno terminem, rozpoctem
a pozadavky na kvalitu a které je ¢asto provadéno za ucelem dosazeni zmény.“ (Lake,
1997) ,Projekt: jedineény proces, ktery se sklada ze souboru koordinovanych
a fizenych cCinnosti s pocdtecnim a koncovym datem, vykondvanych za ucelem
dosazeni cile odpovidajiciho specifickym poZzadavkim na termin, rozpocet a vyuzité

zdroje.” (1SO 10006, 2003)

e ,Projekt je doCasné Usili vyvinuté za ucelem vytvoreni unikatniho produktu, sluzby i

vysledku.” (Project Management Institute, 2008)



e ,Projekt je doc¢asné uskupeni vytvorené za ucelem dodani jednoho ¢i vice produktt

dle schvaleného Business Case.” (The Office of Government Commerce, 2009)

e ,Projekt je casem a naklady omezend operace za ucelem realizovat mnozinu
definovanych vystupl (prostor pro naplnéni cild projektu), a to vSe dle standardu

a pozadavku kvality.” (Dolezal et al., 2009)

Ve vySe popsanych definicich mizeme nalézt propojeni. Kazdy z projektli obsahuje
aspekty docasnosti a konkrétni vymezenosti, pfinasi zménu, unikdtnost, je realizovdn
projektovym tymem, v pribéhu projektu se objevuje nejistota a riziko, projekt a projektové
fizeni neni uzivano na rutinni a banalni zalezZitosti, tedy byva komplexni a sloZity.

V nasledujicich podkapitolach naleznete popsané vybrané principy jednotlivych pristupa.

PMI - PMBOK

The Project Management Institute,

;1.4\\ ’ ' americka neziskova organizace, je nositelem
. \\ odbornych standard( pro fizeni projektd, ktery
[ .:\ ‘ ‘ ®

= je popsan v knize A Guide to the Project

Project Management Institute
Management Body of Knowledge — PMBOK

(Project Management Institute, 2008).

PMBOK popisuje projekt z procesniho pohledu, pficemz jednotlivé procesy popisuje
z hlediska vstupl (dokumenty, plany, navrhy,...), nastroji a technik (kterymi jsou
zpracovavany vstupy) a vystupl (dokumenty, produkty,..). PMBOK je rozdélen do 42

procesl, sdruzenych do péti procesnich skupin a deviti znalostnich oblasti.

PMBOK procesy (Method123, 2. ledna 2015):

e —

planning ™

R

PMBOK
Processes

&,
Uiras quo?
"‘-..__E‘I_J_H_ﬂ 33‘!-3

L 3

s Closing

e



Procesni skupiny jsou:

Initiating — vytvari se organiza¢ni schéma projektu, definuji se projektové role,

vytvari se Charta projektu a identifikace zainteresovanych osob.

Planning — je jddrem procesnich skupin, kdy vznika celkovy plan projektu na zdkladé

definovani rozsahu projektu, ¢asu a naklada.

Executing — vytvafi se produkty projektu, realizuji se spoustéci mechanizmy

jednotlivych krokd a milniky.

Monitoring and controlling — sledovani a kontrola praci na projektu a fizeni zmén.

Closing — definovani fizeného ukonceni projektu.

Znalostni oblasti PMBOK jsou definovany jako (Project Management Institute, 2008):

Project Integration Management - propojuje a integruje vSechny znalostni oblasti.
Project Scope Management - procesy potiebné k zajisténi, aby projekt obsahoval
pouze prace a vstupy potiebné pro radmec. Rizeni rozsahu projektu je primarné
zaméreno na definovani a fizeni, co je a neni zahrnuto v projektu.

Project Time Management - Casovy harmonogram projektu na zakladé vsech
definovanych ¢innosti. Zahrnuje popis kritické cesty.

Project Cost Management - rozpoctova oblast zahrnuje vytvoreni, cerpani a kontrolu
projektového rozpoctu.

Project Quality Management - znalostni oblast je kontrolnim mechanismem kvality,
zahrnuje tizeni kvality jednotlivych vstupl a kontroly, zda byla splnéna ocekavani
vSech zucastnénych stran na projektu.

Project Human Resource Management - pracuje s vedenim a motivaci lidského
kapitalu,

Project Communications Management - komunikacni procesy spojené s efektivnim
fizenim projektu.

Project Risk Management - fizeni vSech potenciondlnich rizik za Ucelem snizeni
nejistoty.

Project Procurement Management - fizeni smluvnich dokumentu.


http://en.wikipedia.org/wiki/Scope_(project_management)
http://en.wikipedia.org/wiki/Project_Risk_Management

PMBOK shrnuje postupy a jejich nejlepsi feSeni v oblasti projektového fizeni.

Neposkytuje ale detailni ndvod postupu béhem samotného projektu jako napftiklad PRINCE2

(Sunohara, 2011).

[PMA - ICB

international

| P M A}}x E‘:‘: I!I?]{:]tem ent

association

CERT[FIKACVNi
ORGAN

International Project Management Association
je  nadndrodnim  sdruZzenim  projektovych
manazZerl. Jednou ze zdakladnich funkci je
prosazovani fizeni projektl jako profesi. IPMA
vytvorila v Sedesatych letech 20. stoleti standard

IPMA Competence Baseline (ICB). Standard IPMA

popisuje kompetence, kterymi by mél manazer projektu disponovat. ICB je uréen k dalSimu

rozpracovani narodnimi organizacemi,

které jsou ¢Eleny IPMA (IMPA, 2015). V Ceské

republice je IPMA zastoupena &eskou asociaci Spole¢nost pro projektové Fizeni o.s. - SPR

(Dolezal et al., 2009). SPR vydavd mimo jiné Narodni standard kompetenci projektového

fizeni, co? je lokalizace Competence Baseline pro Ceskou republiku.

Standard IPMA (Pitas et al., 2010) kompetence definuje jako soubor znalosti, dovednosti

a takovych forem chovani, které ¢lovéku umoznuji podavat pozadovany pracovni vykon.

Kompetence jsou déleny do 3 skupin (Pitas et al., 2010):

e Technické kompetence (zakladni elementy kompetenci projektového Fizeni):

Uspé3nost Fizeni projektu, Zainteresované strany, Pozadavky a cile projektu, Rizika

a prileZitosti, Kvalita, Organizace projektu, Tymova prace, Reeni problémd,

Struktury v projektu, Rozsah a doddvané vystupy projektu, Cas a faze projektu,

Zdroje, Naklady a financovani, Obstaravani a smluvni strany, Zmény, Kontrola, fizeni

a podavani zprav, Informace a dokumentace, Komunikace, Zahajeni, Ukonceni.

e Behavioralni kompetence (personalni elementy projektového fizeni): Vldcovstvi,

Zainteresovanost a motivace, Sebekontrola, Asertivita, Uvolnéni, Otevrenost,

Kreativita, Orientace na vysledky, Vykonnost, Diskuze, Vyjednavani, Konflikty a krize,

Spolehlivost, Porozuméni hodnotdm, Etika.
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e Kontextové kompetence (kontext projektu): Orientace na projekt, Orientace na
program, Orientace na portfolio, Realizace projektu, programu a portfolia, Trvala
organizace, Byznys, Systémy, produkty a technologie, Persondlni management,

Zdravi, bezpecnost, ochrana Zivota a Zivotniho prostfedi, Finance, Pravo.

Metoda projektového rizeni PRINCE2

™ Nejpodrobnéjsi popis metodiky PRINCE2O je

popsan v manualu Managing succesfull projects

,("PRINCEZ® with PRINCE2 (The Office of Government

Commerce, 2009). PRINCE2 znamena Projects IN

. Controlled Environment. V prekladu to mGzeme
Accredited by @’ APM GROUP

nazvat jako projekty vfizeném prostredi.
Nasledujici fadky budou vychazet zejména z prekladu vySe uvedené metodiky.

Metodika PRINCE2 byla poprvé vydana vroce 1989 spolecnosti CCTA (the Central
Computers and Telecomunications Agency) ve Velké Britanii. Metodika navazuje na projekt
PROMPTII (metody pro fizeni projektl vytvorené firmou Simpact Systems v roce 1975). Na
Upravach puavodniho standardu pokracovala vroce 1996 organizace CCTA (Office of
Government Commerce). Metodika PRINCE2 byla publikovana poprvé v roce 1996 a od té
doby pribéiné vyvijena a revidovana, naposled v roce 2009 (ILX Group, 2015). Metodika
vychazi ze zkusenosti fizeni projektd rdznych firem. Metodiku vytvareli projektovi manazefi,
ale také samotni feditelé firem i clenové jednotlivych tym0. Nejcastéji byvd metodika
pouzivana v oblasti informacnich technologii, bank ¢i statnich organizaci. MizZeme fici, Ze
metodika PRINCE2, kterd vychazi z evropské kultury, je celosvétové nejrozsirenéjsi
a doporucuje ji Evropska komise i vlady clenskych statli EU na fizeni projektl financovanych
z verejnych prostredkl. Svéd¢i o tom i desitky verejnych zakdzek, kde je stanoven
pozadavek, Ze projektovy manaZer a pripadné i jini pracovnici projektu musi mit certifikat
PRINCE2 Foundation nebo Practitioner.

Metodiku PRINCE2 Ize aplikovat na jakykoliv projekt. Konkrétné projektové fizeni je
definovano jako planovani, delegovani, monitorovani a fizeni vSech aspektli projektu,

a motivace kjejich feSeni, dosaZzeni projektovych cill, socekavanymi vykonnostnimi

11



parametry casu, ndkladu, kvality, rozsahu, ptinost a rizik (The Office of Government
Commerce, 2009).

Konkrétné definice projektu dle PRINCE2 je: ,Projekt je docasnou organizaci, ktera je
vytvorena za Ucelem dodani jednoho nebo vice produktl na zakladé odsouhlaseného
obchodniho pfipadu” (Bentley, 2010, s. 9). Z definice projektu je ziejmé, Ze se jedna
o jedinec¢nou udalost. Projektem tedy neni myslena napf. opakovana vyroba jednoho
produktu nebo poskytovani stale stejné sluzby. Opakované Cinnosti (Business as Usual, BAU)
maji jinou charakteristiku Fizeni. V kontrastu kBAU mulzZeme projektovou praci
charakterizovat hesly jako nejistota, zména, docasnost, jedine¢nost, riznorodost.

Pti realizaci projektu se setkdme s Sesti aspekty, které musi byt vzdy fizeny. Jedna se o:

e (as;
e Naklady;

e Pfinosy;

e Kvalitu;
e Rozsah;
e Riziko.

V metodice PRINCE2 se setkdme s komponenty a procesy, které napomahaji dané
aspekty ridit.
Metodika dale spojuje Ctyfi hlavni integrované elementy, které se prolinaji vSemi

projekty. Konkrétné se jednd o:

e Principy;
e Témata;
e Procesy;

e PrizpUsobeni.

12



Projektové prostredi (AXELOS, PROJECT EMVIRONMENT

2. ledna 2015):

PRINCEZ THEMES

N

Kazdy z elementl je popsan dale.

Principy
PRINCE2 definuje 7 principll, které jsou popsany jako univerzalni a aplikovatelné pro

vsechny projekty, potvrzené praxi a dlvéryhodné. Kazdy projektovy manazer musi
v projektech pouzivat vSech 7 principQ, jinak nedojde k Uspésnému reseni projektu.

1. Princip kontinualniho opodstatnéni projektu
2. Princip uceni se ze zkuSenosti

3. Princip definovanych roli a odpovédnosti

4. Princip Ffizeni pomoci etap

5. Princip fizeni na zadkladé vyjimek

6. Princip zaméreni se na produkty

7. Princip pfizplUsobeni se projektovému prostiedi

Témata

Stejny pocet 7 nalezneme také u témat. Kazdé z témat popisuje specifickou oblast. Kazda
z oblasti mGze byt vnimana také jako nezbytna kompetence projektového manazera po

celou dobu projektu.

13



Obchodni ptipad (Existence obchodniho pfipadu musi byt ovérena dfive, nez projekt

zacne byt realizovan. PoZzadované prinosy musi byt SMART.)
Organizace (Struktura fidiciho tymu projektu, definice roli a odpovédnosti.)
Kvalita (Stanoveni ocekavané kvality, jeji pribézna kontrola a vyhodnoceni.)

Plany (Pristup zaloZeny na planovani spiSe produktu nez jednotlivych aktivit. Projekt

obsahuje nékolik drovni plana.)

Riziko (Klicové momenty pro prezkoumani rizika, pristup k analyze rizik a fizeni rizik

napfic¢ vSéemi procesy.)

Zména (Rizeni zmény podporené kontrolou a identifikaci procest, které aplikuji dané

zmény.)

7. Progres (Pro vy$si management se jednd o fizeni na zakladé vyjimek.)

Procesy

Procesy jsou vnimany jako Zivotni cyklus projektu. Zakladem je fizeni proces(, coZz ndm

definuje fizeny start, pribéh i ukonceni projektu. V prabéhu projektu probihd 7 dilcich

procest. Kazdy z procesd ma svUj jasné stanoveny pocatecni bod/vstup a vystup. V pribéhu

jednotlivych procest je doporucena tvorba dil¢ich produktl — projektovych dokumentd.

Proces Anglicky nazev Zkratka
Zahdjeni projektu Starting up a project SuU
Smérovani projektu Directing a project DP
Nastaveni projektu Initiating a project IP
Kontrola etapy Controlling a stage CS
Rizeni dodavky produktu Managing product delivery MP
Rizeni prechodu mezi Managing a stage boundary SB
etapami

Ukonceni projektu Closing a project cp
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e s orr o v Corporate or programme management
Jednotlivé faze v prabéhu P P 9

projektu jsou nejlépe ziejmé  (project Board)

z nasledujiciho grafu: Direction
g
e
{Project) e
Management =
£
§
& Y
Closing a
project
Controlling a Stage
Delivery . .
(Team) Managing Product Delivery
Based on 0GC PRINCE2 material. Reproduced under licence from OGC.
Prizptisobeni

Poslednim elementem je mysleno uZiti metodiky projektového Ffizeni. Metodiku lze
pouZzit u vSech druhi projektl rliznych rozsahu. Je vSak nutné, aby projektovy manazer zvolil
rozumny pristup k striktnosti uZziti vSech doporucenych dokumentl. V podstaté Ize
konstatovat, Ze projektovy manaZer muze vyuZit dvou polu k uzivdni metodiky. Roboticky
pristup, kdy mechanicky pro jakykoliv projekt vyuZije vSechny doporucené dokumenty,
reporty a vystupy. Nebo nezavisly pfistup, kdy projektovy manazer vyuzije téch dokumentd,
které jsou nezbytné pro splnéni projektu. Sami autofi doporucuji uziti takového rozsahu
metodiky, aby byl v souladu s rozsahem projektu, firemnimi standardy, atd. Cilem metodiky
neni zahlceni administrativnimi a fidicimi kroky, nybrz udrZeni vhodné urovné kontroly
a fizeni vnéjsich i vnitrnich faktord projektu.

V ndsledujicim schématu nalezneme souhrnny pohled na jednotlivé elementy propojené

v Zivotnim cyklu projektu.
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Schéma Zivotniho cyklu projektu (POTIFOB, 2014):

VEDENI SPOLECNOSTI/ PROGRAMU

Genamanio
st projekt

TRAINNG OROANIZATION

Legenda

jeenatiivich sitivitich procesu

Tato jsou fidic! produkty wytvofené nebo sktualizované v

Ugilazt nebe rashadnuti, kieré spouit dalf proces et
:] stouti na informovini vedeni spoleEncsti/ program.

BRINCEZ® je registrov
Dizgram ® 2013 POTIFOB. viechna griva vyhrazens.

3 Cabinet Office. Swirl logo™ e achranng ndmks Cainet Office.

Daporuent =
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axTvITY
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PROCESNi MODEL PRINCE2 POTIFOB®

On Time In Full On Budget
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> ) - (aktuatizzvany) @
& o — Zpréwe o wkondend Fnrevizginedl |
£ Frajekts Zeozden 5
> ijimiy [ pomnstcich “n
cnerz proje = Z ' G Pién reve oozt
Senvdiena e
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) nbsiea Fipse
Fidn revize pfinozh Inkenc) : -
Zprve o konbeni 5:';;’"“"‘“ ‘Sprive o sizkanjch
=gy - pemersicn
Nt s vyjmensite . T Dapemseni
Fcic tim projekey l}mmnn e vifmzs | ukoneni projel
projetty 1
Zziven wirvokTe
orefanim noau P 4 -Doporicen nisidnich
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projetiu Fiipravte linovant ukangeni po .
- ATUALIZUTE
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b Frojesta odn =
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- - ~Denk isramy o torfigarsin
E il | Rt e — ] - =
z & projekty 8 sestaite z poladicn %
= P ::.m wymaanatie projast Fnrevie prinosd ‘i
P procuttu projeitu
Cnermy arojerty e ontert orc
o erojes Doparuite uisnten projekts o
[ e
e
AKTVITY Kontrola etapy

Zvyse uvedeného schématu milzZeme také vycist dokumentaci, kterd je nedilnou
soucasti projektového fizeni. Metodika PRINCE2 se podrobné jednotlivym dokumentim
vénuje v priloze A Manuadlu. Pravé v pouZiti a rozsahu projektové dokumentace je nutna
odbornd kompetence projektového manazera tak, aby rozsah byl adekvatni k rozsahu
projektu. Konkrétné se jedna o tyto manazerské produkty (dokumenty).

e Plan revize pfinosl

e Obchodni ptipad

e Zprava o stavu baliku

e Strategie fizeni konfigurace

e Zaznam o Konfiguracni poloZce

e Strategie fizeni konfiguraci
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Denik projektového manazera

Zprava o ukonceni projektu

Zprava o ukonceni etapy

Zprava o vyjimce

Zprava o stavu etapy

Registr otevienych bodu

Zprava o otevieném bodu

Prehled ziskanych poznatki

Zprava o ziskanych poznatcich

Plan

Produktovy rozpad

Kontrolni seznam produktu

Popis produktu

Vyvojovy diagram produktu

Vykaz stavu produktu

Charta projektu

Dokumentace o nastaveni projektu

Mandat projektu

Popis produktu projektu

Strategie fizeni kvality

Registr kvality

Strategie fizeni rizik



e Registr rizik

e Balik prace

Jako priklad ukdzky dokumentu zde uvedeme vybrané zakladni dokumenty (manazerské

produkty) a to Obchodni pfipad, Popis produktu projektu a Popis produktu.
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Vzor dokumentu: Obchodni pFfipad

Nazev projektu:

Datum:

Verze:

Autor:

Vlastnik:
Klient:
Historie zmén
Datum zmény: Prehled zmén: Zpracoval:
Schvaleni
Jméno a pfijmeni Podpis Datum Verze
Strucné manazerské
shrnuti
Dlvody projektu
Ostatni moZnosti
Ocekavané prinosy
Ocekavané
nevyhody
Cas Termin Milnik
Naklady
Navratnost investic
Hlavni rizika Riziko Dopad Reakce na vyskyt
rizika
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Vzor dokumentu: Popis produktu projektu

Nazev projektu:

Datum:
Verze:
Autor:
Vlastnik:
Klient:
Historie zmén
Datum zmény: Prehled zmén: Zpracoval:
Schvaleni
Jméno a pfijmeni Podpis Datum Verze
Nazev
Ucel
Kompozice
Odvozeni
Pozadované
dovednosti pro dodani
Ocekavani zakaznika
na kvalitu
Akceptacni kritéria Tolerance kvality Akceptacni metoda Odpovédnost
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Vzor dokumentu: Popis produktu

Nazev projektu:

Datum:

Verze:

Autor:

Vlastnik:

Klient:

Historie zmén

Datum zmény:

Piehled zmén:

Zpracoval:

Schvaleni

Jméno a pfijmeni

Podpis

Datum

Verze

Identifikac¢ni udaj

Nazev

Ucel

Kompozice

Odvozeni

Format a prezentace

Pozadované
dovednosti pro dodani

Kritéria kvality

Tolerance kvality

Metody pro
ovéreni kvality

Pozadované
dovednosti pro
ovéreni kvality

Odpovédnost

Autor

Posuzovatel

Schvalujici
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Z uvedeného prehledu a zejména z detailniho studia metodiky PRINCE2 muUzZeme fici, Ze
metodika PRINCE2 je systematickou ptiruckou pfi realizaci projektu. Vychazi z nejlepsi praxe
a zkuSenosti nabytych fizenim tisice projekt(. Je akceptovatelnd pro uZziti na jakémkoliv
projektu bez ohledu na jeho velikost, slozitost, odvétvi atd. Zakladem, ktery je nutné vidy
dodrZovat jsou ctyfi integrované elementy - principy, témata, procesy a prizplsobeni.
Pokud se projektovému manaZerovi podafi dodrzet uvedené standardy, vyrazné snizi riziko,

nejistotu a pfiblizi se ke zddrnému splnéni projektu.

Kontroln{ otazky

1. Které nejznaméjsim pfistupy v projektovém Fizeni znate?

2. Zkuste porovnat pfistup PMBOK a PRINCE2. Jaké muZete najit rozdily?

3. Jaké kompetence by mél projektovy manazer spliiovat dle standardu IPMA
Competence Baseline (ICB)?

4. Jaké zakladni elementy se prolinaji vSemi projekty u metodiky PRINCE2?

5. Popiste 7 témat, 7 principl a 7 procesl dle metodiky PRINCE2.

6. Vyjmenujte alespon deset manazerskych produktd (dokumenta).

Doporucené odkazy

Aktualni informace o asociacich v projektovém fizeni

http://www.pmi.org

http://www.prince2.com

http://ipma.ch

http://www.ipma.cz/

Zajimavosti z oblasti projektového fizeni

http://www.mpmm.com/project-management-best-practices.php

http://www.acsa.cz/

Videoprednasky

http://prince-2.cz/index.php/video
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3. FEEL-GOOD MANAZMENT AKO CESTA KSTASTNEMU
PRACOVNEMU TiMU

Autor: Martina Bacurova

Ciel

Kapitola si kladie za ciel zoznamit Citatela s pracovnou poziciou feel-good manazéra.
Jednd sa orychlo sa rozvijajuci trend voblasti podpory organizacnej kultury
a zamestnaneckej spokojnosti. Kapitola tieZ upozorriuje na doleZitost investovanie do

starostlivosti o fudi pracujucich v nasom time.

Kl'acoveé slova

Feel-good manazér, organizacna kultira, medziludské vztahy, komunikacia, spokojnost

Vv praci

Uvod

Praca na projekte je vidy prdcou timovou. Videdlnom pripade su ¢lenovia timu
pohanany spolo¢nou viziou a zdielaju zodpovednost za kvalitne odvedenu pracu. Zdielat by
sme rovnako mali aj zodpovednost nad vzajomnou spokojnostou a zdravou atmosférou
v ramci projektového timu.

Energia, ktoru venujeme ludom pracujucim okolo nds, sa nam vrati v podobe ich
pristupu, motivdcie av ich pracovhom nasadeni. To sa v konecnom doésledku odrazi na
celkovej Uspesnosti projektu.

V poslednych rokoch sa mnohé organizacia snazia o zavadzanie inovativnych spdsobov
prace. Spolo¢ne s tym sa zvySuje doraz kladeny na starostlivost o zamestnancov. Ako jeden
z novych fenoménov suvisiacich s tymto faktom, vidime vznik pracovnej pozicie s ndzvom
Feel-good manazér. Tato myslienka zacala naberat na svojej popularnosti hlavne v Nemecku
aviak pomaly sa zaéina $irit aj ku ndm. V Cesku a na Slovensku sa stretdvame s oznaéenim
happiness manazér.

Tato kapitola vychadza z diplomovej prace autorky obhdjené na Filozofické fakulte
Univerzity Palackého v Olomouci (Bacurova, 2015) vedené K. Seitlovou, v ktorej mapovala
podobu feel-good manaimentu v nemeckych aslovenskych organizaciach. V ramci
diplomovej prace tiez skiumala vplyv pritomnosti tejto pozicie na urovern komunikacie

a spoluprace na pracovisku.
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Osoba feel-good manaZéra

Podla internetového portalu GOODplace je feel-good manazér clovek, ktory sa stara
o udrzanie organizacnych hodnét, sprijemnovanie atmosféry na pracovisku a podporu
internej komunikacie. Medzi jeho Cdinnosti patri vytvaranie zdielanych zazitkov pre
zamestnancov, ¢o zlepsuje medziludské vztahy a zvysuje pocit prislusnosti k organizacii
(Kraus-Wildegger, 12. septembra 2014).

Firma Fraunhofer vypracovala oficidlny pracovny popis tejto pozicie. Ako hlavnu misiu
uvadzaju zabezpelenie spokojnosti zamestnancov, ktord ndsledne povedie k ich
efektivnejsej praci. Feel-good manazér moéze fungovat v ramci viac disciplinarneho timu,
alebo ako samostatnd jednotka. V mensich organizdcidch moéze byt tato praca
skombinovana s inou pracovnou poziciou, pripadne sa na tejto pozicii mozu striedat viaceri
zamestnanci (Fraunhofer-institut fur arbeitswirtschaft und organisation 1AO, 2013).

Feel-good manazéra si mbzeme predstavit ako centralnu kontaktni osobu, na ktoru sa
ostatni zamestnanci obracaju so vsetkym, €o sa netyka priamo biznisu. Z rozhovorov, ktoré
boli uskuto¢nené vyplynulo, Ze sa takto vnimaju aj samotni feel-good manazéri. Zamestnanci
sa na nich méZu obracat s otazkami, pripomienky alebo navrhmi na zlepsenie. Pravidelnd
reakcia na tieto pripomienky aodporucania vyrazne urcuje smer ich prace. Nie su
zodpovedni za vyrieSenie vSetkych problémov, skér ide o prejavenie zdujmu a ndsledne
o spolo¢nud snahu ndjdenia najlepSieho moZného postupu. DéleZitou funkciou feel-good
manazérov je redukovat stres u zamestnancov. Podporou a asistenciou sa snaZia zredukovat
pocet stresorov, ktoré by mohli zamestnancov rozptylovat od prace (Stuber, 15. jula 2013).
Feel-good manazér vidy reaguje na momentdlne potreby, preto sa neda definovat nieco
ako ,beZny den” v jeho praci. Pracovna ¢innost je vo velkej miere ovplyvnené aj samotnou

organizaciou a tym, ¢o presne spada do jeho kompetencii.

Vznik pracovnej pozicie

S myslienkou feel-good manazérov sa stretdavame hlavne voblasti start-up firiem.
Potreba ¢loveka, ktory by udrziaval firemné hodnoty sa zadina objavovat s rastom firmy, kde
prestava byt mozné fungovat na baze kamaratskych vztahov. Snahu o udrzanie priatelskej,
neoficidlnej a kolektivnej atmosféry moZeme povaZovat za jeden z dévodov vzniku tejto
pozicie. Uvadzame citat z bookletu nemeckej spoloc¢nosti Jimdo, ktord v istom bode zacala

Celit rovnakym problémom. ,Jimdo bolo vZdy hrdé na svoju kultdru. Jej zakladatelia vedeli,
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Ze to nechcu obetovat pre rast spolocnosti. Milovali chodit kaZdy den do prdce a boli si
vedomy toho, nakolko to ovplyvriuje motivdciu vyrobit skvely produkt. Nechceli to stratit
a chceli aby to rovnako vnimali aj novy zamestnanci. Rozhodli sa, Ze prvym krokom bude si
ujasnit, &i pfesne “limdo kultira” znamend. Dal$im déleZitym krokom bolo prijatie Feel-good
managera.” (Roock, Detzner, 2013, str. 7).

Ako dalsi dévod moézieme vidiet snahu o vytvorenie nadstandardnych sluzieb pre
zamestnancov, ¢o povedie to k tomu, Ze si firma dokaze udrzat kvalitnych ludi. Feel-good
manazérka zo spolocnosti Wooga hovori otom, Ze dneSnd generdcia si nevyberd svojho
zamestnavatela iba na zaklade vyplaty. Toto musia zohladriovat, pretoZe sa snaZia ziskat
tych najlepsich z najlepsich (Berlios, 19. jun 2014). Ako vyplyva aj z tohto tvrdenia, tak tento
dévod pre vznik pozicie feel-good manazéra mozZe ziskavat na svojej dobleZitosti prave
s prichodom novej pracovnej generacie — generacie Y. Jedna sa o mladych fudi narodenych
po roku 1980. Podla riaditela spolocnosti Reed Specialist Recruitment, je ich hlavnym
Specifikom to, Ze sa neboja menit zamestnavatelov. Uvadza, Ze na jednom mieste ostavaju
priblizne jeden rok, a za tuto dobu sa snaZia nabrat ¢o najrychlejsie a ¢o najviac skisenosti.
Podla prieskumu spoloc¢nosti Reed, kazdy siedmy predstavitel generdcie Y uviedol, Ze
benefity, ktoré organizacia ponuka, hraju velkd rolu pri rozhodovani sa, ktoru pracovnu
ponuku prijme. Vyskum tiez ukdzal, Ze pre milénidlov je dolezZité uznanie a individudlny
pristup. Autorka ¢ldnku dokonca uvadza, Ze uznanie je pre nich jedna z hlavnych motivacii
(Sretrova, februar 2011).

Na zaklade rozhovorov s nemeckymi feel-good manazérkami usudzujeme, Ze sa tato
pozicia zacala vo firmach objavovat od roku 2011. V stéasnej dobe sa v Nemecku nachadza
priblizne patdesiat firiem, ktoré zamestnavaju feel-good manaZérov (Kraus-Wildegger,
13. januar 2013). O populdrnosti tejto myslienky sved¢i vysoké mnozstvo vychdadzajucich
Clankov atiez snahy ovzdeldvanie arozvoj v oblasti feel-good manazmentu. Sukromna
Skola v Stuttgarte ponuka jednorocny tréning na Feel-good manazéra, doména Goodplace

pravidelne organizuje semindare a stretnutia fudi venujucich sa tejto tematike.

Pracovna napln feel-good manaZérov

Feel-good manazér zo spolocnosti Codecentric rozdelil svoju pracovnu ndpln do Styroch

hlavnych oblasti. Tieto oblasti sa dali pozorovat aj vrozhovoroch sdalsimi feel-good

26



manazérmi. Pre mozZnl indpiraciu sme ich doplnili konkrétnymi prikladmi, zréznych

nemeckych firiem, kde sa Feel-good manazment nachadza (Charmaine, 1. november 2013):

1.

Interna komunikacia

VylepSovanie komunikacnych kandlov a procesov, prebiehajucich v organizacii.
Zameranie sa na detaily (napr. Styl akym su formulované informacie), ktoré by
mohli mat potencionalny dopad na motivaciu zamestnancov.

Reagovanie na jednotlivé potreby a pripomienky zamestnancov.

Vytvaranie €asu a priestoru pre mozné interakcie zamestnancov.

Stretnutia zamerané na poskytovanie spatnej vazby.

Poskytovanie tréningov zameranych na komunikaciu a spatnu vazbu.

Podpora timu

Inicidcia spolo¢nych stretnuti: spolo¢né ranajky, ,posedenie pri ¢aji“ - feel-good
manazérka zo spolocnosti Jimdo to opisuje ako: ,zacala som s vybratim piatich
ndhodnych ludi, zorganizovala som im stretnutie pri piti caju a sladkostiach. Bolo
na nich ako dlhy cas tu strdvia. Rozprdvali sa o com chceli, je to o tom aby sa
navzdjom lepSie spoznali.”

Spolo¢na zabava: karaoke, spolocné premietanie filmov vo firme, spolocné
chodenie do barov, spolo¢né varenie vo firme.

Organizacia pravidelnych timovych udalosti — vytvorenie ritualov (celo-firemna
letna a vianocna oslava).

,Feel-good rozpocet“! - mesaéne je kazdému zamestnancovi udelenych 10 eur na
to aby nejakym sp6sobom prispel do svojho timu. Feel-good manazérka zo
spolo¢nosti Wooga hovori, Ze je na ludoch, ¢i sa rozhodnu dat peniaze dokopy
a pripravit kazdy mesiac nejaké prekvapenie, alebo si Setria a potom uskutocnia
vacsiu akciu.

Vyzdoba pracovny priestorov: kvety, motivacné plagaty, fotky ¢lenov organizacie,

organizacné fotky, veci ,vyvolavajuce Usmev”.

1 . . ’ ,
Jedna sa o pojem vytvoreny autorom prace
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3. Starostlivost o novych zamestnancov

Rozhovor s novymi zamestnancami oich ocakdvaniach a cieloch, poskytovanie
obojsmernej spatnej vazby.

Zaclenenie novych zamestnancov do pracovného timu.

Odpovedanie na otazky, poskytovanie pomoci (u zamestnancov prichadzajucich
zo zahranicia, to je napriklad pomoc s administrativnymi zaleZitostami, pomoc
s hladanim ubytovania alebo poskytovanie jazykovych kurzov).

,Pexeso” s menami a fotkami ¢lenov organizacie.

Pomoc s hladanim ubytovania.

Administrativna asistencia.

4. Starostlivost o zdravie zamestnancov

Vytvorenie komplexnej Sportovej ponuky pre zamestnancov.
Ponuka ovocia na pracovisku.

Ranné spoloc¢né rozcvicky (pretahovanie chrbta).

Ponuka masazi.

Precvicovanie jogy.

Investovanie do pozicie ¢loveka, ktory sa stard o posilfiovanie firemnych hodnét a o spo-

kojnost v praci sa mbze odrazit v nasledujucich oblastiach (Siebers, 30. august 2013):

Zvysena motivacia a spokojnost v praci;
Podpora kreativity a inovacie;

Podpora timového ducha;

Pokles v absentizme a fluktuacii;

Zvysena lojalita voci firme.

Vo viacerych rozhovoroch, ktoré boli uskuto¢nené sa feel-good manazérov pytali aké

osobnostné charakteristiky su podla nich doélezité pre kvalitné vykonavanie tejto prace.

Zich odpovedi sme sa pokusili vytvorit nasledujlci zoznam: empatia, schopnost pocuvat,

komunika¢né a motivacné schopnosti, flexibilita, schopnost spravat sa ako ambasador

arolovy model. Skusenosti v oblasti riadenia ludskych zdrojov, Sportu, ergonomiky,
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koucingu alebo poskytovania spatnej vazby st vyhodou. Jeden z feel-good manaZérov sa
vyjadril aj k tomu, Ci je dblezité aby bol tento ¢lovek expertom v oblasti, ktorej sa dana firma
venuje. Uvadza, Ze to nie je nutnostou, avSsak méze to ulahdit jeho zaclenenie do kolektivu
a pochopenie kazdodennych situdcii. Zvyrazneny bol tiez fakt, Ze je vhodné aby bol feel-
good manazér sucastou firmy, kedZe jednou zklUcovych Uloh tejto pozicie je chapat

organiza¢nu kulturu, podporovat ju a tym pracovat na dlhodobo udrzatelnych cieloch.

Kritika feel-good manaZmentu

Zavedenie arychle spopularnenie tejto novej pozicie (hlavne v nemeckych
organizdcidch) sa samozrejme nevyhlo kritike.

S.Hofert napriklad uvadza, Ze stale neexistuje jednotna koncepcia toho, kto vlastne Feel-
good manazér je. Nejednd sa o ni¢ prevratné, ide iba o kombindciu viacerych tradi¢nych
pozicii. Nasli by sme tu prvky prace event manazéra, ¢loveka zodpovedného za internu
komunikdciu, oddelenim ludskych zdrojov a sekretarky (Otte, 7. august 2013).

Tejto kritike sa toho neda vela vytknut, preto Ze praca feel-good manazéra bez pochyby
spada do oblasti viacerych funkcii. Avsak stale povazujeme za vyrazny prinos, ked sa na
pracovisku nachddza jedna osoba, ktord pomocou rbéznych ndstrojov a aktivit vytvara
zdravsie a StastnejSie pracovné prostredie. A tiez, kto by nechcel povedat, Ze ma svojho
vlastného feel-good manazéra!

Manazérka zo spolo¢nosti Goodgame na to reaguje tym, Ze si fudia ¢asto neuvedomuju
to, Ze feel-good manazér méze plnit strategickd rolu pri udrziavani organizaénych hodndét vo
firme. Zavadzajuci je podla nej samotny nazov ,feel-good manazér®, ktory vnima ako prilis
evokujuci zameranie sa na jednotlivca a na zabavu. Ako vhodnejSi nazov by navrhovala
,manazér organizacnej kultury” (Kraus-Wildegger, 7.februar 2014).

Dal3ou kritikou s ktorou sa moZeme stretnut je tvrdenie, ze feel-good manaZment je iba
zasterka k tomu, aby organizacie udrzali zamestnancov dlhsie v prdaci. Na toto reagovali feel-
good manazéri zo spoloc¢nosti Codecentric aJimdo a uviedli, Ze starostlivost o dostatok
volného ¢asu a €asu s rodinnou tiez patri do ich zodpovednosti. V konecnom désledku by
sme toto mohli vnimat ako kontraproduktivne voci celej myslienke feel-good manaZmentu,
pretoze ,prilis vela prdce, aj pokial je vykondvand dobrovolne a s nadsenim, vedie

k vyhoreniu a tomu sa snazim zabranit, nie to podporit” (Volland, 9 september 2014).
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Ako tretiu a z psychologického uhlu pohladu za najzaujimavejSie povazujeme tvrdenie,
Ze ludia by mali byt sami zodpovedny za svoje Stastie a spokojnost. Edwin de Bree hovori
o tzv. naucenej bezmocnosti v organizaciach. Uvddza, Ze vo firmach je pozicia na vsetko
a zamestnanec potom nema za ni¢ priamu zodpovednost. Feel-good manaZzér je potom
prikladom toho, ako sa stardme aj o to aby sa ludia citili dobre, ¢im ich zbavujeme dalsej
zodpovednosti (Siebers, 30. august 2013).

Pri rozmyslani nad feel-good manazment povazujeme za nesmierne dolezité zvyraznenie
faktu, Ze sa nejednd o ,zachranu“ pre pracovné prostredie, kde vladne disharmonické
vztahy, stretdvame sa tu tzv. toxickym leadershipom alebo nejakou formou zneuZivania
zamestnancov. Feel-good manaZment by vidy mal stavat uZ na existujicom funkénom
pristupe organizdcie ku svojim zamestnancom asnaZit sa ojeho rozvoj. Jednd sa
o udrZiavanie a rozvoj uz nastavenych hodnét nie o snahe o zmenit firemnu kulturu.

Pokial sa zameriame na teoretické pozadie riadenia fudskych zdrojov, tak mézeme najst
pojem ,bojovnici za pracovnikov”. D. Ulrich uvadza, Ze sa jedna o ludi, ktori trdvia ¢as so
zamestnancami, rozumeju ich potrebam a snazia sa o ich naplnenie. Ich hlavhymi aktivitami
sU pocuvanie, odpovedanie na otazky a hladanie spdsobov ako poskytnut pracovnikom
zdroje, ktoré potrebuju. Tento koncept sa vo velkej miere zhoduje s myslienkou feel-good
manazmentu (Ulrich, 2009).

Personalisti zo spoloc¢nosti Clorux sa napriklad povaZuju za ,bojovnikov za pracovnikov”,
pokial plnia nasledujuce kritéria (Ulrich, 2009):

1. Jednaju v prospech pracovnikov a vedu vedenie ktomu aby rozvijal vztahy so

zamestnancami, rovnako ako aj medziludské vztahy vo vseobecnosti.

2. Poznaju zamestnancov a dokdzu predvidat ich obavy, potreby, problémy a pred-

chadzat im.
3. Su dostupni a pristupni pre zamestnancov
4. Zabezpecuju aby zamestnanci disponovali vSsetkymi zdrojmi, ktoré pre svoju pracu

potrebuju.

Vyhody feel-good manaZéra

Vytvorenim pracovnej pozicie feel-good manazéra sa dostavame na vyssi level
starostlivosti o zamestnancov. Venovanie sa tejto oblasti sa ndm mdze vyznamne vratit,

v kratkodobom aj dlhodobom hladisku.
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Z kratkodobého hladiska sa to moze prejavit na vykonnosti zamestnancov. Spolo¢nost
IBM vo svojom vyskum preukazala priamu spojitost medzi kvalitou pracovného Zivota
a produktivitou ludi (Bagtasos, 2011).

Daldia oblast, na ktord maju programy zamerané na starostlivost o zamestnancov je
absentizmus a fluktuacia. Odchod zamestnanca méze byt vyznamnou zatazou pre firmu.
Naklady samotnej fluktudcie nie su konecné. Je velkd pravdepodobnost toho, Ze
zamestnanec pred tym, neZ sa rozhodne k findlnemu kroku — odchodu z organizacie, bude
domotivovany anebude podévat optimélny vykon. Co sa méie odrazit na celkovej
atmosfére medzi ostatnymi zamestnancami atiez na ziskoch organizacie. Losyk (2014)
uvadza, Ze jeden z najcastejsich dévodov, pre¢o sa zamestnanci rozhodnu odist z firmy je
nevyhovujuci Styl riadenia od ¢loveka ktory je ich priamym nadriadenym. Ludia chcu lidra,
ktory sa o nich zaujima a stara. Niekoho kto podporuje otvorend komunikaciu, poskytuje
pravidelnd spatnd vazbu a dava ludom pocit, Ze ich spokojnost je pre neho délezita.

Vplyv spokojnosti zamestnancov na zisky organizacie a na zniZenie fluktuacie potvrdila aj
organizacia Gallup z New Jersey. Vo svojom vyskume urcili dvanast presvedéeni suvisiacich
so spokojnostou zamestnancov.

1. Viem Co sa odo mna ocakava v praci.

2. Mam pristup k materidlom a vybaveniu, ktoré potrebujem na vykondvanie svojej
prace.
Moja praca mi dava prilezitost pracovat na tom, v ¢om som dobry.
V poslednych siedmych drioch sa mi dostalo uznanie, za pracu, ktord vykonavam.
MOoj nadriadeny, alebo nejaka ind osoba v praci sa zaujima o mfa ako o osobu.

Niekto v praci podporuje moj rozvoj.

N o v Ww

V priebehu poslednych Siestich mesiacov, sa so mnou niekto v praci bavil
0 mMojom rozvoji.

8. V préci sa dba na moje nazory.

9. Misia mojej organizacie mi dava pocit, Ze je moja praca ddlezita.

10. Moji kolegovia su motivovany k vykonavaniu dobrej prace.

11. V praci mam svojho najlepsieho priatela.

12. V poslednom roku som mal prileZitost sa ucit nové veci a rozvijat sa.
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Horna Stvrtina spolocnosti, v ktorych boli tieto tvrdenia podporované vykazovala
0 24 percent vyssiu ziskovost a o 10 percent nizSiu fluktudciu zamestnancov. V tomto
vyskume sa tieZ zistili vyznamne rozdiely medzi jednotlivymi pracoviskdm v ramci jednej
firmy. Z tohto pozorovania vznikol zaver, Ze aj pokial mame vyborni spolocnost, tak
nakoniec je spokojnost zamestnancov najviac urcovana pracou jednotlivych liniovych
manazérov (Cascio, 2006).

Z dlhodobého hladiska je asi najzavaznejsim fenoménom, ku ktorému méze doéjst pokial
neinvestujeme dostatok casu aenergie do ludskych zdrojov, tzv. syndrom vyhorenia
(v anglickom originali burn-out syndrém). Syndrém vyhorenia, méZeme chépat ako
,prolongovand reakcia na chronické interpersondine stresory v zamestnani alebo ako
situacne indukovanu stresovi reakcia” (Kebza, Solcova, 2003, str.9). Désledky syndrému
vyhorenia sa prejavuju vo vztahu ksebe aj k praci. Pre tento stav je typické emocné
vyéerpanie, odosobnenie a strata zaujmu na osobnostnom rozvoj (Kebza, Solcova, 2003).

Uvadzame zoznam faktorov, ktoré potencionalne vedu k vyhoreniu v praci (Losyk, 2004):
naro¢né poziadavky zo strany vedenia, ¢asovy tlak, velké mnoZstvo prace, nevyhovujlce
pracovné miesto, nejasné a Casto sa meniace pravidla a postupy, klesajuce vyhody,
nedostatoénd moznost rozvoja, nedostatoénd komunikacia, nedostatocna spatna vazba,
nedostatok podpory, nedostatok individualneho pristupu, malad moznost zapojenia sa, mala
moznost povysSenia, nejasna moznost kariérneho rastu, konflikty na pracovisku.

Ked sa na to pozrieme v kontexte feel-good manaZmentu, tak mozeme vidiet, Ze praca

feel-good manazéra sa snazi eliminovat priblizne polovicu tychto faktorov.

PrinaSanie Stastnych momentov do pracovného timu

Feel-good manazér rozvija organizacnu kultiru a podporuje individudlnu spokojnost
v praci. Zpohladu projektového riadenia povaZujeme za nesmierne dolezité vytvarat
a udrziavat dobri atmosféru medzi ¢lenmi timu. V poslednej casti tejto kapitoly sa
zameriame na vytvaranie stastnych momentov v rdmci pracovného timu.

Humor a zdbava v praci vedie kspestreniu, energetickému dobitiu zamestnancov,
zvysSeniu spokojnosti a pocity zmysluplnosti s pracou. Bolo tiez preukdzane, Ze ludia, ktori su
v dobrej nalade sa ksebe sprdvaju slusnejsie (Losyk, 2004). Spolocny smiech vytvara

okamZité spojenie medzi ludmi, ¢im sa zlepsuju medziludské vztahy. Longitudinalny vyskum
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zamerany na kanadské firmy zistili, Ze snaha o vytvorenie pozitivnej emocionalnej klimy? na
pracovisku ma vplyv na efektivitu prace. Vdanom vyskume sa tento vplyv nepreukdzal
u materidlnych odmien. Ztohto vyskumu vyplyva, Ze snaha o vytvorenie pracovného
prostredia, v ktorom sa da o potreby aemdcii pracovnikov je efektivnejSim ndstrojom
riadenia fudskych zdrojov, neZ poskytovanie odmien alebo zamestnaneckych vyhod (Ozgelik,
Langton, & Aldrich, 2001).

Prezivanie pozitivnych emdécii nam signalizuje optimalne fungovanie organizmu a vytvara
pocit Zivotnej pohody. Barbora Fredrickson (2004) sa vo svojej Broaden and build tedrii
zameriava na dalSiu funkciu preZivania pozitivnych emdécii. Uvadza, Ze pozitivne emdécie
rozsiruju (broaden) repertodr nasho prezivania a spravania sa. Co vedie k podpore (build)
osobnostnych zdrojov. Z tohto vyplyva, Ze pozitivne emdcie nielen signalizuju idealny stav
ale aj knemu vedu. Radost napriklad podporuje tendencie khre, posuvaniu limitov
a kreativnemu mysleniu. Zaujem podporuje tendencie preskimavat, objavovat a ziskavat
nové informdcie. Spokojnost nas vedie kvychutndvaniu si nasej momentdlne Zivotnej
situacie akjej integracii do nasho sebe pojatia. V protiklade stymto negativne emdcie
zZuzuju nase mentalne zameranie. Tato reakcia je evoluéné podmienend, pretozie mézeme
predpokladat, Ze negativny afekt signalizuje hrozbu, a preto je Ziadlce aby sme zaostrili
nasu pozornost na jeden ciel.

Na zdver uvddzame moziné odporucania ako zavadzat a podporovat humor na
pracovisku (Losyk, 2004).

e Uvedomovat si, Ze lider je ten, ktory v skupine urcuje normu. Pokial sa vedenie firmy,
alebo osoba na veducej pozicii neboji Sirit zabavu, tak sa potom nebudu bat ani
ostatni zamestnanci.

e Urcit hranice a stanovit aky typ humoru uZ nie je prijatelny (sexualne alebo
diskriminaéné nardazky, sarkastické poznamky).

e Zistit ¢o pre zamestnancov znamena mat zabavu v praci a zapojit ich do ,Sirenia
dobrej nalady”.

e Zaviest ,,zdbavnu nastenku” - financne nendrocna a pritom velmi efektivna metdda.

Vo firme sa moéZe urcit jednd tabula, kde zamestnanci zdielaju zdbavné veci —

? Pozitivna emocionalnd klima bola definovana ako: “organizacné prostredie, kde sa berie ohlad na
emociondlne potreby ¢lenov organizacie. Manazment podporuje prejavovanie a zdielanie pozitivnych emdcii.
(Ozgelik, Langton a Aldrich, 2001),
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komiksy, vtipy, pribehy. Toto miesto moézZe tiez sluzit ako informacny bod
o novinkach z osobného Zivota zamestnancov.
e Pripravovat a realizovat ,,tematicke dni“ vo firme.

e Vytvorit netradi¢né nazvy pracovnych pozicii.

Dufame, Ze vam tato kapitola posluzZi ako pripomienka k tomu aby ste nezabudali na

potrebu udrZiavania dobrej atmosféry vramci vasho projektového timu. A zdroven ako

.....

a dokazu ocenit, ked niekomu Uprimne zéleZi na ich nazoroch, pocitoch a spokojnosti.

Prajeme vela $tastia pri hladani vasej vlastnej cesty k feel-good manazmentu!

Kontrolné otazky

1. Ako by ste popisali hlavnu misiu pracovnej pozicie feel-good manazéra?

2. Na ktoré oblasti v organizacii jeho aktivity vplyvaju?

3. Dokazete vymenovat nejaké konkrétne aktivity, ktoré by mohol feel-good manazér
vyuZivat?

4. Preco sa nam vyplati investovat do starostlivosti o zamestnancov?

5. Ako ovplyvnuje prezivanie pozitivnych emécii pracovné prostredie?

Doporucené odkazy/literatura

Doména venujuca sa feel-good manazmentu:

http://www.goodplace.org/

Workshopy a pracovné pozicie:

http://www.goodplace.org/blog/feelgood-manager-top-9-der-unverzichtbarern-jobs-

2015/

http://www.goodplace.org/blog/aktuelle-feelgood-manager-jobs/

Pracovny profil feel-good manazéra:

http://www.kai.iao.fraunhofer.de/content/dam/kai/de/documents/KAl-Jobprofile

Feelgood-Manager.pdf
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4. THE TOLLGATE PROCESS IN PROJECT MANAGEMENT-
STUDENT HANDOUT

Author: Eddie Fisher

Purpose

When projects are broken down into various stages, it is much easier to plan, organise
and control/manage each of these stages, and as such, the whole project. Stages are
sequential. It is necessary to complete the activities of one stage before proceeding to the
next stage. The sequence of stages is generally referred to as the Life Cycle of projects. It is
imperative that project managers consider which activities are relevant to be completed for
each of their projects to meet the prevailing business and corporate requirements of
organisations they work for. Activities will vary from project to project but the Life Cycle
needs to be followed rigorously to ensure the successful delivery of projects as expected by

organisations, sponsors/owners of projects and customers alike.

Key words

Project Life Cycle, Stage Control Process, Tollgates

Introduction

Projects need to be planned, monitored and controlled to make sure that agreed
requirements are delivered and expectations are met. Not all work needs to be done at
once and all in one go. Every project has a life cycle and it is important that project
managers understand what the life cycle in typical projects is and why this will add value to
the successful delivery of any project. | have used a typical life cycle taken from projects
| managed when | worked for Company A in the UK and Company B in Riyadh. | have
trimmed the original version down to something reasonable and realistic that you can use to
learn more about project life cycles and you can also use this information to answer the
guestion at the end of this document.

The suggested project life cycle is unique in that it was put together for specific purposes
by specific companies (In this example by Cellnet (now known as Telefonica) and Vodafone
UK, for use in typical mobile network environments). This is sometimes referred to as ‘fit for
the intended purpose’. This is important to understand. There is always a balance that need

to be found between too much or too little. Every company has a different way of working
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(company culture) and this needs to be considered when, for example, putting together
a project life cycle that will work. You will see from the suggested life cycle that not all
activities are mandatory. It is up to the project manager to decide what is important and
essential and what is not. Not every project needs to complete all the tasks for each of the
stages of the project as some are not relevant. For example, if | change the whole IT systems
within an office block, then | probably do not have to hold a Project Definition Workshop
(PDW) and | probably do not need to consider to conduct patent and fraud reviews.

To recap, not all project activities need to be done all at the same time. This means that
it is necessary to plan and then organise all activities in ‘packages’ or time slots, put in
a logical order or sequence. Some work cannot be done before other activities have been
completed. The project life cycle ensures that all activities within a project are completed in
a logical and controlled order , bearing in mind business needs, stakeholder requirements,
sign offs and authority to proceed from one level of the project to the next stage. This is
quite important to understand. Just because a project has been given the green light to
start, it does not mean that the project will be completed irrespective. As new information
becomes available and as more planning work is done during the early stages, it may be
necessary to stop a project as it may no longer be viable to do (for example, business
priorities have changed or the product/service is no longer required). The project life cycle
helps the business and the project manager to focus on what is important to the business
and can help to avoid carrying out duplicate or undesired work. In our Tollgate Process, the
end of Tollgate 3 is the point where the key stakeholders of the project decide whether to
proceed with the project or not. This is sometimes called the Go/No Go decisions point. It
can be very costly if the project is aborted much later as most money is often spent during
Tollgate stages 4 and 5.

It is always good to look at current best practice as things change all the time. This is not
surprising as Project Management is about the Management of Change. The sample Tollgate
Process (Product & Process Innovation, 14. december 2014; Prieto, 2013) below also
includes some elements from the PRINCE2 process. This is perfectly acceptable as, in my
opinion, the most important thing that matters is ‘that it works for your projects within the
company you work for or are at some time going to work for’. Fit for intended purpose is

key. | have used ‘Company A’ in our sample to represent the company we are working for.
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The sequence of stages in a project is known as its Life Cycle. Company A has a standard

Life Cycle that fits the majority of company projects. The stage sequence is.

Concept
Feasibility
Planning
Implementation
Verification

Deployment

N o »uv k~r w npoe

Closedown

The following sections provide a brief description of each stage in the standard project

Life Cycle.

Concept (1)

Purpose of Stage

This section describes the procedures associated with the Concept stage. The purpose of

Concept stage is to:

e Capture a business need.

e Understand and document the basic requirements. In addition to basic technical
and commercial.

e Considerations there may be legal, regulatory or other constraints to take into
account.

e Decide that there should be a formal request to investigate further the feasibility,
costs and timescales of a project to deliver the solution.

e Register a project (grey listing, meaning registering the project as a potential project

that could proceed passed Tollgate 3).

During the concept stage the project Owner is responsible for producing the deliverables
to progress the project. A Project Manager will not usually be assigned until the start of the

feasibility stage.
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The prime objective of the stage is to validate the requirement and ensure that the

Sponsoring organisation considers it important enough for a project to be established.

Concept Stage Checklist

Concept Stage Checklist
Category Deliverable/Activity Owner Tick if Complete
Concept paper Project Owner
prepared

Concept paper Divisional

signed off Director
Project registered Project Owner
Grey Listing at Toll Project Review

Gate 1 Board

Notes:

Where a document is included in the checklist, a tick is taken to mean that the

document exists, has been reviewed and is approved.

Category may be (for all Sections in this handout):

e Meaning an optional activity that may be omitted if you have a good reason for
doing so.

e An activity that is not required for all projects.

e Meaning a note or piece of advice which may be heeded or not.

e Mandatory.
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Product/Service Concept Paper (Generic)

CONCEPT PAPER

Programme Name:

Project Name:

Project Number:

Project Manager:

Project Owner:

Project Sponsor:

Department:

Originator

Date:

Introduction

Scope of Document

Background

Business Objectives (aims & objectives)

Competitor Drivers & Positioning

Customer needs that can be met:

Timing, for example, window of opportunity

Outline Product Characteristics (features, functionality, performance, quality)
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Distribution

High-level Risks and Issues

High level project schedule with milestones and target dates

Estimated resources/costs for feasibility stage

Concept Approval

Division Director Signature

Date

Feasibility (2)

This section describes the procedures associated with the Feasibility stage, including

mandatory activities an exit criteria.

Purpose of Stage

The main purpose of the Feasibility stage is to evaluate the options to deliver the

concept so as to:

e Produce outline Business Case.
e Produce outline Business Requirement Specification (BRS).
e Hold Project Definition Workshop (PDW).

e Produce the Project Definition Document (PDD).

The Project Owner needs to decide whether a "professional" Project Manager is
required, or if the project is straight forward enough not to require one. In the latter case,
the Line Manager assigned as "Project Manager" should have had his/her competency
assessed and should identify a "professional" Project Manager, who can provide help and

assistance where necessa ry.
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Feasibility Stage Checklist

Feasibility Stage Checklist

Category Deliverable/Activity Owner Tick if Complete
Project Team Project
Established Manager
- Project
Plan Feasibility Stage Manager

Outline Business
Case

Project Owner

Outline Business
Requirement
Specifications

Project Owner

Plan for Planning Project
Stage Manager

ROM Cost Project
Manager

Outline Fraud CSAD

Review

Service Level
Objectives

Project Owner

Project Definition
Document

Project
Manager

Make vs Buy Analysis

Design Group

Request for Procurement
Information (RFI) Specialist
Project Project
Communication Plan Manager

Toll Gate 2 Paper

Project Owner

Service Release
Options

Project
Manager

Notes:

Where a document is included in the checklist, a tick is taken to mean that the

document exists, has been reviewed and is approved.
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Category may be:

Feasibility Stage Entry Criteria

e Concept Stage Review held.
e Approval to proceed.

e Feasibility Plan firmed up.

Feasibility Stage Exit Criteria

e Project Definition Document.

e Product and Service requirements has been approved by the Project Team.
e Outline Business justification has been approved.

o Feasibility Approval paper has been signed off.

e Detailed plan and budget for next stage.

Figure: Contents of Outline Business Case

Executive Summary

Introduction

Background

Objectives

Scope

Project Aims

Benefits

Risk Definition

Opportunities

Project Details

Outline Plan

Timescales

Resources

Risk or Issues
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Key Performance
Indicators

Financial Appraisal

Recommendations

Contents of Statement of Requirements

Executive Summary

Introduction

Scope of Document

Outline Product
Characteristics

High Level Migration
Issues

High Level Channel
Issues

Project Details

Risks and issues

Feasibility Phase
Budget

Introduction

Scope of Document

Background

Business Objectives

Competitor Drivers

Target Market and Size

Customer Needs that
can be met

Timing, for example,
window of opportunity

Outline Product
Characteristics

Features and
Functionality

Performance and
Quality
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Competitive
Positioning

Distribution

Product Life Cycle

High Level Risks and
Issues

Migration or channel

Security

Audit

Business Continuity

Recommendations

Resource
Requirements

Setting Priorities

Spending Requests

Toll Gate 2 Paper

The Board does not wish as a matter of course to be provided with full documentation
underpinning the proposal, but may however request sight of this supporting

documentation, where this is considered necessary to support a decision.

The Checklist below must verify the existence of supporting relevant documentation, as

follows:

Checklist Document References

Business Case

Statement of Requirements

Plans

Which Line Manager’s have
agreed in principle to provide
resource
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Confirmation of the existence of
an effective management and
review process

Proposed Programme/Project
Manager

Proposed Design Authority

Financial appraisal (signed off by
appropriate financial manager)

Confirmation of who has
assessed the impact of this
proposal

List of other people who have
been consulted

Proposed Cost Centres for
funding

Make vs Buy Framework

Planning (3)

The prime objective of the Planning Stage is to further refine the work carried out in the
Feasibility Stage to develop a clear definition of the solution to be provided and a detailed
plan of remaining activities to implement, verify and deploy it. In essence the objective of
the Stage is to obtain an agreement between the Project Owner, Supplier(s) and the Project

Review Board for the commitment of the delivery of the project.

Planning Stage Checklist

Planning Stage Checklist
Cate . - Tick
gory Deliverable/Activity Owner when
Complete
Stage Launch Workshop held and Project
Project Definition Document updated. Manager
Detailed Statement of Requirements Project
produced Owner
Devise the Solution De5|gr1
Authority
Product and Service Architecture and Design
High Level Design Specification created Authority
Security &
Fraud Review Fraud Group,
CSAD
Test Strategy Test Team
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- Project
Release Certificate Strategy Manager
Agreed Implementation Plan of time, .
Project
cost and resource Manager
[subject to TG3 approval] &
. Project
Master Project Plan prepared Manager
High Level Communications plan Project
prepared Owner
Agree Tariff Structure Project
[mandatory if required] Owner
. Project
Full Business Case prepared Owner
Issue Invitation to Tender [ITT] Procurgment
Specialist
Toll Gate 3 Paper and Checklist Project
Owner
Project
White/Grey/Red List updated Review Board
Co-ordinator

Notes:

Where a document is included in the checklist, a tick is taken to mean that the

document exists, has been reviewed and is approved.

Planning Stage Entry Criteria

o Feasibility Stage Review held.

e Project Review Board Toll Gate 2 Approval to proceed.

Checklist from Toll Gate 3 Paper

Document Checklist Denotes mandatory document

Description Reference | Issue | Date Author Approved

Updated
Project
Definition Document
Detailed
Statement
of Requirements

49



Product & Service
Architecture

High Level Design
Specification

Test Strategy

Release
Certificate Strategy

Implementation Stage
Plan

Master Project Plan

High-level
Communication Plan

Tariff Structure
[if required]

Invitation to Tender

Full Business Case

PAF (if required)

Other (please state)

Key Milestones

Event Date Event Date
Tollgate 1 [Concept signed Tollgate 5 [Deployment -
off by Director] Acceptance Certificate]
Tollgate 2 [Feasibility
complete — TG2 Submission] Launch
Tollgate 3 [Planning Tollgate 6 [Project Closedown
complete — TG3 Submission] —TG6 Submission]
Tollgate 4 [Implementation -
Release Certificate]
Estimates for Level of Approval
Commerc@l Impact Costs (Best Estimate)
(Please tick one)
Operational
Project Costs over
Costs [£] first 2 years
[£]
Cost Item
[see
breakdown [see
overleaf] breakdown
overleaf]

Necessary to stay in
Business

Permanent Staff

Major Competitive
Advantage/Restoration
of Disadvantage

Contract/Temporary

Staff
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Some Competitive
Advantage/Restoration Overhead Costs
of Disadvantage

Significant
Improvement in Licence Fees
Efficiency Effectiveness

Marginal Improvement
in Efficiency Capital Costs
Effectiveness

Total
Are These Budget
Costs Yes/No Re?el::ﬁ(ceZ[s] Owner
Budgeted? [s]

Implementation (4)

During this Stage, the suppliers of each of the components of the solution are engaged
to provide the components or design and develop them. Component testing takes place to
confirm the required functionality has been provided before they are integrated in
readiness to proceed to the next stage where the formal verification testing will take place.

The main objectives of the Implementation Stage are to:

¢ Complete the detailed design of components of the solution.
e Develop and test the components.

¢ Integrate the components ready for verification.

Development and integration test plans are produced by the development teams, as
appropriate, under the ultimate responsibility of the Project Manager. The Project Manager
will determine the need for independent review depending on the complexity of the

solution.

Implementation Stage Checklist

Implementation Stage Checklist

Tick wh
Category Description/Activity Owner Clgm\gle(:z
Detailed Design Project Owner
Supplier
Contracts Placed
Management
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PDD Updated

Project Manager

Project Deliverables

Project Manager

TUCS Approval

Project Owner

Launch Plan

Project Owner

Service Operational
Documentation

Project Manager

User Test Strategy

Project Owner

Unit Testing

Developers

Signed off systems test results

Independent Test
Teams

Integration Testing

Independent Test
Teams

UAT

Project Owner

Operational Training Plan

Project Manager

Signed Release Certificate

Project Manager

Business Trial Plan

Project Owner

Plan for Verification Stage

Project Manager

QA Trial Plan

QA

Figure: Release Certificate

Project
Name

No.

Product

Name

Version

Product
Overview

Clients

Tests and
Results

Hardware

Software
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Test Report Are there any

Reference outstanding waivers?
Release
Archive Archive
Reference Location
Product Description Is the Product
Reference Description up to date?
Isas t P
Support Plan Reference > @ >upport Han
Approved?
Support Team
Exceptions:
Metrics
Total no. of lines No. of lines
of code changed
Total no. of No. of defects
defects found outstanding
Additional
Information
Name Signature Date

Project Manager

Product Manager

Support Manager

Group Manager

Quality Engineer*

Verification (5)

Purpose of Stage

The primary objective of Verification is to confirm that the product, service or system
developed meets the defined and documented requirements of the Project’s Owner (and
Sponsor). It is worth remembering that this is not the same as being defect free. Clearly at

the point of approval the Owner and/or Sponsor have the opportunity to take a view on the
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relative merits and dangers of accepting the product, service or system even if it fails to

meet their requirements.

Verification Stage Checklist

Verification Stage Checklist

Cate Tick
or Deliverable/Activity Owner when
gory Complete
QA Trial Report QA
Business Trial Report Project Owner
User Acceptance Test Report Project Owner
. . . Project
Funct lity Gap List
unctionality Gap Lis Manager
List of outstanding system Independent
defects Test Teams
. . Project
Training Plan confirmed rojec
Manager

Sponsor (or

Acceptance Certificate
P Owner)

Notes:

Where a document is included in the checklist, a tick is taken to mean that the

document exists, has been reviewed and is approved.
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Deployment (6)

Formal approval to proceed.

Deployment Stage Checklist

Deployment Stage Checklist

Category

Deliverable/Activity

Owner

Tick when
Complete

Training Plan executed

Project Manager

Deployment Plan executed

Project Manager

Launch Plan executed

Project Manager

Develop Closedown plan

Project Manager

Notes:

Where a document is included in the checklist, a tick is taken to mean that the

document exists, has been reviewed and is approved.

Closedown (7)

This section describes the procedures associated with the Closedown stage including

mandatory activities and exit criteria.

Purpose of Stage

The purpose of Closedown is to finish the project in a controlled manner (as specified in
the approved closedown plan). Activities include the release of staff, equipment de-

commissioning, collection of statistics, and storage for retention of project documents.

An action plan for uncompleted deliverables is also required. The plan should also

address on-going support required after the project has formally been closed.
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The major activities for project completion are:

e Implementing the project closedown plan as approved at the Post Implementation
Review.

e Managing documentation retention.

e Review of project and implementation approach.

¢ Development of the benefits realisation review plan.

e Close project codes.

Projects that are wound up before completing the full Life Cycle must still go through

Closedown, including the successful completion of Toll Gate 6.

Closedown Criteria

Deployment complete or the Stage Review of an earlier stage recommends Closedown.

Closedown Stage Checklist

Closedown Stage Checklist

Deliverable/Activity Owner

Implement Closedown plan

[N.B.: If the Deployment Stage has not
been completed, the Closedown Plan will
need to be developed prior to
implementation]

Project Manager

Hold Post Implementation Review Project Manager

Write and distribute Post-Implementation

Report Project Manager

Develop Benefits Realisation Review Plan Project Owner

Remaining risks assessed and handed

Project Manager
over

Toll Gate 6 approval Project Review

Board
White/Grey/Red List and Project Register Project Review
updated Board Co-ordinator
Document retention requirements set-up Project Manager
Project closed Project Manager
Post Implementation Celebration Project Manager
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Notes:

Where a document is included in the checklist, a tick is taken to mean that the

document exists, has been reviewed and is approved.

Figure: Checklist for Toll Gate 6 Paper

Project Name: Number:

Programme: Issue:

Summary of Project Objectives:

Sponsoring Division: Sponsor:
Owner: Programme Manager:
Project Manager: Date Raised:

Document Checklist (where applicable)

Description Reference | Issue | Date Author Approved

Acceptance Certificate
(Post Verification)

Acceptance Certificate
(Post Deployment)

Post Implementation
Review Report

Updated Project Register

Completed Snagging List

Closed Issues Register

Closed Risk Register

Action Plan for
Uncompleted Deliverables

Project Closedown

Why is the project
being closed?

Lessons to be Learnt:

Comments:

Recommendations

Signature Date
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Project Review
Board Approve | Reject | Rework
RRReviewBoard

Change History

. Dat -
Issue Raised By Ra?s:d Reason for Revision

Figure: Contents of Post-Implementation Report

Post-Implementation Report

Project Background & Goal

Background

Goal

Project Objectives

Project Scope

In Scope

Out of Scope

Work Breakdown Structure

Project Organisation

Milestones & Major Deliverables

Cost & Resource Requirements

Project Management System

Review Meetings

Reporting

Plans

Change Control

Issue Management

Risk Management

Assumptions, Constraints &
Dependencies

User Perspectives and
Comments
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Suggested Reading List

PRINCE2 Process

http://www.prince2.com/prince2-processes

Read the APM Body of Knowledge Sixth Edition Section 1.1.6

For example: https://books.google.cz/books?id=-dgHiCwFIBoC&pg=PR12&dq=

standard+pmbok+2008&hl=cs&sa=X&ei=6J3CVMbGH6XV7Aaa8oDQDA&ved=0CDWQ6A

EwAQ#v=onepage&qg=standard%20pmbok%202008&f=false

More details about the project life cycle, this time only four stages/phases or tollgates

are suggested
http://www.method123.com/project-lifecycle.php

Knowledge Test Questionnaire

1. Discuss at what stage of a project it would be most appropriate to appoint a project
manager.

Explain what is meant by a project life cycle.

What are the benefits of the project life cycle?

Discuss briefly the purpose and value of each tollgate phase.

What value does the project manager add to the project life cycle?

o v & W N

Pick three life cycles such as APM or Prince 2 and discuss what the differences are
between them-be critical.

7. Critically discuss if any tollgate stage is more important than the other stages.
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5. MANAGE FEELINGS IN YOUR PROJECTS WELL, AND YOU ARE
MORE LIKELY TO DELIVER YOUR PROJECTS SUCCESSFULLY

Author: Eddie Fisher

Purpose

The management of feelings in projects is important. Project managers who recognise
this and act accordingly, are more likely to deliver their projects successfully. Managing
emotions in projects is of particular importance due to the nature of projects. They are
temporary organisations that often consist of a mixture of people from both inside and
outside of the organisation. Project managers often do not exercise direct line management
responsibility over these so they need to manage the emotions of people over which they
have no control.

This variety of human beings such as contractors, vendors and so on, needs emotionally-
aware project managers who are 'strong in interpersonal skills, knowing how to create an
environment where people feel valued and motivated to contribute to their maximum
potential, and where problems are considered challenges and errors are considered learning
experiences (Verma, 1996). It is, therefore, essential that project managers in the Project-
oriented society become competent in managing the feelings of people well within their

projects.

Key words

Project, Project manager, Feeling, Emotions

Introduction

| once received an E-mail, by accident, from someone who communicated with
a colleague at work. They had a difference of opinion. Emotions were ‘flying high’. On closer
investigation | found out that they were actually sitting next to each other but only
communicating by E-mail. This had been going on for a while.

| knew both so | asked them to share their issue with me. They had a minor
misunderstanding but each side was not prepared to give in to move forward. The problem

was that of not understanding how the other person felt, accepting these feelings and
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sharing them with each other. Once | explained to them the importance of sharing feelings
with each other, they started to communicate again.

All people have feelings, good or bad. To understand how they feel and why they feel
the way they do is important for effective project managers. They have a need to
understand and manage the feelings of the team as well as their own to deliver the goals of
the project. This can be very challenging at times as it is not easy to manage people.

Honey (1997), Verma (1996) and Goleman (1998) carried out extensive studies on
human behaviour during the 1990s. They found that when the emotional side at work is
managed well, people feel better about each other and are far more productive.

It is not just this understanding and the application of emotions that could lead to
improvements in managing people better. It is also the interrelated association with
meeting what others require, building a good personal relationship in a timely manner,
talking about and exchanging each other's thoughts, ideas and feelings, and managing
emotional conflict well that relate to people’s feelings.

Project managers can develop people competences. | will discuss in this paper how this
could be achieved, using some real life experiences from projects | have managed and
guoting some of the work carried out by recognised experts in this area to support my

views.

Emotions in Projects

Meeting Each Other's Needs

When people have the need for something, they often enter into personal relationships
with others so that their needs can be fulfilled. For example, if you want to learn how to
snowboard, you develop a relationship with someone who is an expert who will pass on his
knowledge to you. Or if you want to know more about collecting stamps, meet a philatelist
and ask him questions.

But for this to work, you also need to consider what you can give to these people in
return for what they have given you. In order to establish a long-lasting, solid and
productive relationship, you need to reciprocate favours. By meeting each other's needs,
you are more likely to establish this desired relationship with others (Weisinger, 1998).

This approach is particularly important in project team environments to gain the trust

and support of those over whom you do not necessarily exercise any direct line
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management control. To identify what the needs of others are and how they feel, you have
to communicate with them. You have to understand how others feel about themselves,
others and the world around them. You need to communicate with people because the
spoken word contains details of how people feel. You must also listen carefully to what they
have to say. Put yourself in the other person's place. Try to answer the question 'What does
he/she really need?' Empathise with people.

Meeting each other's needs is about understanding the wants and needs of others,
without making our own judgements or interpretations, based on what we want and need.
Emotions often run high in projects because people do not take the time to listen actively to
what others have to say.

| recently managed a project with team members from 18 different countries and
cultures. One of the countries wanted to launch a new service like the others but could not
because of a different technical set-up. | assumed that their machinery was fully compatible
with the rest of the countries. This was not the case. | did not ask them what they needed.
| assumed all was well. But it was not. | should have empathised with them and asked
relevant questions, to find out what they needed. This would have given them the feeling
that | really cared about their needs.

| did not make an effort to see things from their perspective, nor did | ask them how
they felt about this situation. Instead of putting my needs first (to get the country launched
by a given date), | should have identified their needs first, together with the rest of the
team, to find a way forward.

Using emotions intelligently means that people understand each other's needs and the
reasons why they have these. They can then start to change their behaviours and thinking in
order to achieve better results in their projects by recognising the emotional needs people
have.

| made a mistake but | learned from it. Developing interpersonal expertise by being
emotionally engaged with others is the first step on the long road to become an emotionally

intelligent project manager.
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Relating To Each Other Over Time
Developing personal relationships with project team members is important for project

managers. These relationships should outlast the project and continue to go on for much
longer and provide a good investment not just for a single project.

Over a period of time you need to develop feelings for each other. It is this interchange
of feelings that is so important to your relationship with others. | remember when | first met
the new project team members of one of my projects at the kick-off meeting in Duesseldorf,
Germany in March 2002. Project Managers from six different countries got together, face to
face, to deliver a new global product. Everyone felt nervous and uneasy because we did not
know what to expect from each other, nor did we have any idea what the other person
would be like as a human being.

| took the time to greet and welcome everyone personally, for a few minutes at a time,
prior to the start of the meeting. | told them briefly about myself, my background and my
role in this project, and what | was hoping to achieve with their inputs and help. Using an
appropriate amount of humour, this also helped to 'break the ice'. | shared some of my
feelings for the project and the team members with them in an open, honest and direct
manner. Some of the project managers started to do the same. They had listened to me,
and probably liked what they saw (or at least they could relate to what | had said).

This gradual exchange of niceties as well as business information had the desired effect.
We started to build a rapport that was based on our feelings and emotions. For it to work,
these had to be authentic and contain details of what was important to us. We created an
environment of attachment and affiliation, forming the basis for trust and mutual respect.
By letting genuine emotions become part of our conversation, we exchanged authentic
feelings with each other, recognising and accepting what was important to each of us
(Kets de Fries, 2001).

Being able to share each other's feelings makes all the difference between just being
project team members and accepting each other as equal partners in a new joint venture,
for example. Project teams will bond that much quicker. It is a much longer-lasting
relationship that will be borne out of this, one that can and will, sometimes, last a very long

time.
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Exchanging Information - About Feelings, Thoughts and Ideas

There is more to building good emotional rapport with project team members than

discussed in the previous sections. Effective project leaders will think about how their

emotional engagement with team members-through the sharing of thoughts, ideas and

feelings-can guide their relationships in a positive direction. The more we experience how to

make the best use of these, the more likely it is that the outcome will be positive, and as

such, contribute to the success of our projects.

Many behaviours can be associated with positive outcomes. Here are some that project

managers should have when managing the emotional side in their projects:

1.

If you already feel bad, do not engage in sharing feelings with other people. Your
negative thinking will be noticed. It gets in the way of listening actively to what the
other person is saying. If you are emotionally disturbed, or perhaps angry, then wait
until such a time that you have calmed down. Once you are in a stable frame of mind
again, you are more likely to listen to what others have to say, without letting your
negative feelings get in the way and affect your judgements.

Knowing and understanding when not to engage in emotional conversations is a key
behaviour and competence of highly effective project managers. People who are or
seem to be pre-occupied, will not necessarily give you their full attention. They are
otherwise engaged, thinking about something else that occupies their minds. They
are emotionally disengaged. They tend not to listen to what you are saying. Because
of this, their emotions are unbalanced. They will not be able to tell you what they
really think and how they actually feel. There is no value in asking them for their
thoughts and ideas and feelings until such a time when they are properly engaged
again, for example, in conversations with you.

Assess the feelings and moods of project team members first. Then decide how to
best proceed with discussing, for example, activities or people issues. It is important
to understand what emotional state people are in before engaging them in these
discussions. How people feel determines how people work or what attitude they
show towards you and the other team members.

Understanding this helps project managers to decide what topics can be discussed,
and how these should be discussed. There is a right time and right place for

everything. Project managers need to learn to observe the emotions and feelings of
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others and then make value judgements what to say and how to say it. They need to
assess the likely impact their words/statements will have on people. This will be the
difference between failure and success in managing people well.

If you notice that those you wish to talk to display negative emotions and feelings,
you need to consider what approach to take to turn your discussion into something
positive. It is the responsibility of project managers to turn the negative into the
positive. Irrespective of any negative tone to the discussion by your project team
members, set the scene by being positive in how you come across to the other party.
For example, you can draw on positive examples from the past: how well you got on
so far, how you respected each other for what you were, and how open and honest
you have been to each other in the past.

Reminding yourselves of the good things that you already have in common will help
you to get off on a positive note. You are using positive emotions to put the other
party in a positive frame of mind. Even if they had negative thoughts and were
perhaps even angry, using this approach will facilitate rational discussions. It is all too
often that people dwell for too long just on the negative. Positive thinking facilitates
positive emotions.

Managers who are emotionally aware of others, will manage the people side better
in their projects. Goleman (1998, page 3) refers to this as 'being judged by a new
yardstick:....'but also by how well we handle ourselves and each other'. He goes on
further by saying that good leaders need to have two abilities to be able to influence
the emotional behaviour of others: empathy, which involves reading the feelings of
others, and social skills, which allow handling those feelings artfully.

It is important to bring out negative feelings or feelings of discomfort. For example, if
one of your project team members feels that you are not treating him/her well or
that you openly favour someone else to do the 'sexier' jobs within the project, then
you must resolve these bad feelings immediately. It is not acceptable to ignore
feelings as they will not go away. Based on my extensive experience, they will get
worse before they may get any better.

Project managers need to have the ability to be able to discuss feelings of discomfort
openly and honestly with people in their projects. Being able to do so means that the

true feelings people have about each other can be brought out into the open. This
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forms the basis for open and honest discussions that lead to more favourable
solutions to resolve issues people may have. Project managers need to sense the
feelings of others, being aware of their perspectives and taking an active and

genuine interest in their concerns.

Moving Towards the Emotionally - competent (Project-oriented Society)

The Association for Project Management's Body of Knowledge (Project Management
Institute, 2008) under Section 7: People, does not mention 'to manage the emotions of
people' as a core competence for project managers. Some of my fellow Ph.D. students at
the Open University in the United Kingdom have also suggested that managing emotions in
projects is not a competence. | disagree and will argue that it is a competence and give the
reasons for saying so.

Project managers must be competent in managing the emotional side of people well
within their projects if they wish to achieve their goals successfully. They need to be aware
of and understand what it means to manage the emotions within the project team.
Goleman (1998) suggests that the feelings of people are ignored, based on research he
carried out in the subject matter during the late 1990s. When feelings are ignored, people
are not as committed to do things as they could be, they are not highly motivated and they
have a tendency not to be genuinely interested in the project.

In the first part of my paper | have already discussed why it is important that project
managers manage the emotional side in their projects well. We looked at the necessity to
meet each other's needs, to relate to each other over time and the important behaviour of
exchanging information about one's feelings, thoughts and ideas.

Competence is about how we do things such as actively listening or managing conflict. In
this respect, managing the emotions of others and oneself is no different. It is how we
manage relationships with others by understanding their feelings and communicating with
them at appropriate levels. Based on the outcomes of my own Ph.D. research-to find new
'managing people' competences to improve the APM's BoK Section 7: People, | have
identified a number of behaviours that could form a new competence framework for project

managers, such as 'Managing the emotions of people well in Projects'.
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People are guided by what and how they feel about things. It is important that these
emotions are managed well by project managers so that team members can make informed
decisions that are based on solid and unambiguous feelings.

The same is true to say for effective conflict management. Every project has conflicts. It
is important that project managers manage these, at the emotional level, to enable them to
turn conflicts into something positive so they can move forward. Manage the feelings well in
conflicts and you will have the people on your side to deliver work packages successfully.
You can deliver better solutions because you have drawn on the knowledge and experience
of the team.

Project managers need to encourage team members to share their emotions openly and
honestly within the project team environment. The essential words here are 'open' and
'honest'. If people hold feelings back or they do not say exactly what they feel and why they
feel it, then it will not be possible for the team to gel or bond. Kets de Fries (2001) calls this
behaviour 'authentizotic', as in 'authentic', meaning true or genuine, and 'zotic', meaning
what is important to me.

Project managers need to see things from the other person's point of view or
perspective, too. There is always more than one way of looking at or seeing things. Take in
all views and let people feel that you really value their inputs. Showing empathy means that
you are respecting their points of view or perspectives. In return, people will develop trust
and respect for you.

Project managers need to manage their own feelings well. They need to understand why
they feel the way they do so they can relate this to the feelings of others. They can then use
this understanding to turn situations to their benefit. This is particularly useful, for example,
when dealing with personal conflicts when emotions are already running high. Defuse the
situations by understanding why the other party feels the way they do, then relate this to
your own. You are then more likely to find a good compromise and way forward.

Do not get personal in conflicts. Remain rational and business-like. If others attack you
at the personal and emotional level, stay in focus and concentrate on the work solutions you
need to achieve.

Mayer and Salovey (1997) identified four building blocks that, when developed properly,
can dramatically increase people's ability to enhance their emotional competence in

projects:
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1. The ability to accurately perceive, appraise and express emotion
2. The ability to access or generate feelings on demand when they can facilitate
understanding of yourself or another person

3. The ability to understand emotions and the knowledge that derives from them

4. The ability to regulate emotions to promote emotional and intellectual growth

| have discussed a number of behaviours that can be associated with many emotions in
your projects. These behaviours are observable events that tell us how project managers
'manage'’ emotions in their projects. As such, they show us 'how competent' project
managers are in this area. Managing emotions is a competence like, for example, managing
conflicts. It is about how project managers actually do things. | recommend to accept
'managing emotions' as a new 'managing people' competence in the Project-oriented

society.

Conclusions

Project managers need to recognise at the start of their projects whether the team is
able to deal with emotions. They must lead their team to identify the emotional reality that
exists within the team. For example, does the team find it easy to manage conflict situations
or do they prefer to shy away from them?

Teams need to recognise what feelings constitute the 'belonging to the team'. This is the
job of the project manager. It is at this point that project managers must instil the emotional
side within their projects. And why teams first and not the individual? Goleman, Boyatzis
and McKee (2002) argue that it is for motivational reasons that this is so. As individuals we
are motivated when we have access to our dreams and to our own vision of the future. It
provides us with the energy we need in order to change our behaviour. This is difficult in
teams. The vision is often in the far distance and does not give the team enough short-term
motivation to change their behaviours.

Teams need to understand their emotional reality at the emotional level. For example,
why is it that they do not harmonise as a team or why they feel uncomfortable to resolve
conflicts? Teams often change their behaviour only after they have recognised their
emotional reality.

Project managers need to effectively share their perceptions of another person's

feelings. They need to make it clear that the perceptions are theirs, not someone else's.
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Their body language needs to show, for example, that they really are actively listening to
what the other person is saying, accepting what is being said. They must avoid challenging
statements such as 'You do not know what you are doing'. Instead, they need to use neutral
statements that do not make the other party go into defence. A better way of saying the
same thing is perhaps 'You usually work very well but your excellent standard has dropped
recently. Why is this?"

Perceptions can be deceptive, particularly when they have been misinterpreted. It is
important that project managers check that their perceptions are valid. They need to check
regularly with the other party that they have understood their feelings correctly. It is
important to state to people that the perceptions are yours and not someone else's. For
example, if they think that someone feels angry, they should ask 'l feel that you are feeling
angry. Is this correct?"

Accept what the other person is saying and make sure that your body language follows
this. Do not in any way suggest that you are making a negative suggestion.

Do not use a language that may appear to be challenging to the other party. For
example, instead of using statements such as "You still do not understand", use phrases
such as "It looks as if | am confusing you".

Check regularly with the other party whether you are picking up their feelings correctly.
For example, " | can feel that you are feeling disappointed. Is this correct?" Being aware of
your feelings and behaviour as well as perceptions others have of you, could influence your
actions in such a way that they could work to your benefit.

Being aware of the feelings people have at all emotional levels within your project is
a key project management competence. Imagine what it would be like to work with project
teams where everyone communicates with understanding and respect, where people help
each other willingly to achieve their goals and where people enjoy working because they are
able to express their feelings openly and honestly. Project managers in the Project-oriented

society could be the catalyst for making it happen within their organisations.
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