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Unit 2- Project management: meaning and scope, Technical appraisal, Environmental appraisal, 

Managerial appraisal Concepts of project management: concept of a project, categories of projects - 

tools and techniques for project management. The project manager - roles and responsibilities of 

project  manager. 

Meaning of Project management: 

Project management is the way a person organizes and manages resources that are 

necessary to complete a project. People that manage projects are known as Project Managers. 

A project is a piece of work which is not a process or an operation. It has a start, an end, and 

goals. Projects can be very simple, like organising a party, or very complex, like building a 

space rocket. Projects are common in the construction industry, the telecommunications 

industry and the IT industry. The management of a project requires special skills. 

Project managers must ensure that the project is delivered within the existing limitations. 

These limitations can be time, cost, people, risk, and many more. Project managers must also 

ensure the best possible distribution of resources. 

A project manager works mainly with people. They need to have people management skills, a 

good understanding of the tasks and skills needed on a project, an understanding of how long 

tasks will take, good organising skills, good communication skills, and good efficiency skills. 

Project managers do not need to know how to do all of the work that may be needed in a 

project. For instance, a building project manager does not need to know how to pour 

concrete. However, they need to know how to manage people that pour concrete, and they 

need to know how long concrete takes to pour, how much it costs, what needs to happen 

before concrete is poured, and what needs to happen after concrete is poured. 

Scope of Project Management 

Scope can refer to either product scope or project scope. It's important to know the 

difference: 

• Product scope is defined as the functions and features that characterize a product or a 

service. 

• Project scope, on the other hand, is the work that must be done in order to deliver a 

product according to the product's scope (required functions and features). 

https://simple.wikipedia.org/wiki/Project
https://simple.wikipedia.org/wiki/Project
https://simple.wiktionary.org/wiki/process
https://simple.wikipedia.org/wiki/Management
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Project scope is the common understanding among stakeholders about what goes into a 

project and what factors define its success. A project's scope is made up of the functionalities 

or specifications outlined in the requirements. 

1. Project Scope in Project Management 

According to the PMBOK: "Managing project scope is primarily concerned with defining 

and controlling what is and is not included in the project” 

The PMBOK recognizes 6 major scope management processes involved in managing and 

defining a project's parameters. These are: 

1. Planning scope management: A scope management plan is created based on input from 

the project plan, the project charter, and consultation with stakeholders. 

2. Collecting requirements: A requirements management plan is created based on the scope 

management plan plus stakeholder input. Interviews, focus group discussions, surveys, and 

more will be used to understand requirements. This will all be documented. 

3. Defining scope: A project scope statement is produced based on all the requirements 

documentation plus the project charter and the scope management plan. This definition will 

be the basis for all project activity. 

4. Creating the Work Breakdown Structure: A Work Breakdown Structure (WBS) is built 

after analyzing the project scope statement and the requirements documentation. The WBS is 

basically the entire project broken down into individual tasks, and deliverables are clearly 

defined. 

5. Validating scope: Here, deliverables are inspected and reviewed. Either they're accepted 

as complete or further revisions are requested. 

6. Controlling scope: As the project is executed, scope must be controlled. Performance 

reports are compared against project requirements to see where gaps exist, which may result 

in changes to the project plan. 

Appraisal of a Project Management 

There are 5 Different types of appraisal in project management it include technical, 

economic, organiational, Environmental and managerial, commercial. 

1. Technical Appraisal: 

https://www.wrike.com/project-management-guide/pmbok/
https://www.wrike.com/project-management-guide/faq/what-is-work-breakdown-structure-in-project-management/
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The status of the technical know-how and design as envisaged in the project should be fully 

assessed. It includes:  

 (i) Project committing with technology and design only in the preliminary stage should be 

avoided. 

(ii) The details of the designs involved should be attended to minimise the technical risk. 

Innovative design should be distinguished and recognised as tougher than mere uncertainty. It 

may appear innocuous and less costly but later on may escalate up to an awkward situation 

when it is too late. 

(iii) In technically complex and sensitive designs all design proposals should be fully 

investigated. 

(iv) The appraisal should ensure that the project has minimum of technical uncertainty and 

resolve uncertainty, if any, on a priority basis. 

 (v) Design should not have unnecessarily burdensome specifications. 

The aim is to have the best possible know-how (most suitable with the economic 

environment) already established with higher grade quality and productivity, if possible, from 

the relevant technical collaborator. 

 

2. Economic Appraisal: 

The economic appraisal of the project covers the following areas: 

 (i) The project’s compatibility with the macroeconomic environment in the relevant industry 

and fitting in with the government’s concerned policy. 

(ii) That the current situation in the industry involved permits such a project, mainly 

emphasising the appraisal in respect of the following points : 

a. Existence of a growing market with increasing gap between the demand and the supply of 

such product/service as envisaged in the project; 

b. When the product is ‘intermediate.’ in nature and the customer is in particular 

industry/organisation, which is a stable one;  
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c. There is reasonable amount of market research/study on the product and the project is 

having a back-up with reliable support study and report; 

  

d. The possible market share that can be arrested with the implementation of the project as 

revealed by the market report. 

(iii) An overall appraisal of the competitors fielding in the area with their strength and 

weaknesses. 

(iv) Availability of the resources required for the project. The alternatives for employment of 

such resources cannot compete with the estimated project profitability. In this regard, the 

various techniques for financial appraisal of the project, discussed later, are helpful. 

(v) Facilities to the extent available, including monetary assistance for such project, such as : 

a. Value based advance licencing (VABAL) for imports required for the project; (Value 

based advance licenses were scrapped in the 1997-2002 Exim Policy, because of its 

widespread misuse by exporters. The new   policy came into effect from April 1, 1997, 

known as Duty Entitlement Pass Book (DEPB) scheme. 

b. Various duty exemption scheme applicable to the project;  

c. Government subsidy; helps for procurement of land/space at suitable location; 

d. Benefits for the export oriented units (EOU)/and for being located at export promotion 

zones;  

e. Tax holidays. 

 

3. Organisational and Managerial Appraisal: 

A project report contains an organisation structure drawn along with the suggested number of 

employees and their levels and grades. These organisations recommended in the reports are, 

however, impersonal and primarily deal with the functional relationship within the project 

team, taking care of the work-load involved in the respective areas. 

 

The organisational and managerial appraisal is carried out recognising that: 
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(i) The complexities in project management require a well-knit project organisation structure, 

which again depend upon the volume and nature of the project as well as the culture and 

motive of the project owner. For example, in case of a owner-managed small project, the 

structure is simple and the appraisal is limited to the assurance that the owner is assisted 

whole-time/part-time by other functionaries. 

 (ii) Experience suggests that the project organisation should have an overall in-charge as 

project manager with the quality of strong leadership and effective communicating ability 

besides the required theoretical and technical skill. 

(iii) The organisation structure should be interlaced so that the project work is carried out in a 

unified way. 

(iv) The managerial personnel heading the different functions should be duly skilled in their 

respective functions to carry out the project implementation and operation. The appraisal is to 

ensure that the key managerial personnel have been fixed before the start of the work; it is 

also desirable to appraise the backgrounds of such personnel. 

 (v) Organisation takes care of the technical training required for the production process.  

(vi) The strength of the organisation takes care of the project volume with the number of 

employees. 

(vii) Considering the projected organisation, estimated as sufficient to match the project, the 

payroll is evaluated in terms of money considering the grades, rates and numbers. These are 

incorporated in the project’s operation cost. The organisational and managerial appraisal 

should extend to this area as well to ensure the acceptability of the financial aspect of the 

organisation. The additional personnel cost which can be about 30% of the salary 

(representing P.F., medical benefit, leave with pay, uniform, canteen subsidy, bonus etc.) 

should also be considered while taking into account the personnel cost in the project. 

(viii) The organisation should institute a well-balanced standard personnel policy before large 

scale recruitments. This necessitates the requirement of a skilled Personnel Manager in the 

organisation who should be well-conversant with the factory environments as well as the 

statutory rules and regulations. 

(ix) Other key personnel requiring early recruitments for manning the organisation include 

Plant Manager, Maintenance Engineer, Security Manager, etc. 
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4. Commercial Appraisal: 

Appraisal is made about the marketability of the product including the volume considered in 

the project. The project should be supported by market research/statistics from competent and 

reliable organisation or professional consultants like India Market Research Bureau. 

The points for consideration are: 

(i) The size of the market and its growth; the gap between the demand and supply; 

(ii) Information about major competitors, their capacities installed, their market share, their 

strength and weaknesses, if any; 

(iii) The international market and the possibility of export; 

a. International standard quality; 

b. International prices. 

(iv) Whether the product is an import substitute having the prospect of saving valuable 

foreign exchange. 

5. Environmental Appraisal. 

Environmental Appraisal is the process of identifying opportunities and threats facing an 

organization. literally means the surroundings, external objects, influences or circumstances 

under which someone or something exists. 

Need and importance of environmental scanning or environmental appraisal: 

1. Identification of strength: 

Strength of the business firm means capacity of the firm to gain advantage over its 

competitors. Analysis of internal business environment helps to identify strength of the firm. 

After identifying the strength, the firm must try to consolidate or maximise its strength by 

further improvement in its existing plans, policies and resources. 

2. Identification of weakness: 

Weakness of the firm means limitations of the firm. Monitoring internal environment helps to 

identify not only the strength but also the weakness of the firm. A firm may be strong in 

certain areas but may be weak in some other areas. For further growth and expansion, the 

weakness should be identified so as to correct them as soon as possible. 
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3. Identification of opportunities: 

Environmental analyses helps to identify the opportunities in the market. The firm should 

make every possible effort to grab the opportunities as and when they come. 

4. Identification of threat: 

Business is subject to threat from competitors and various factors. Environmental analyses 

help them to identify threat from the external environment. Early identification of threat is 

always beneficial as it helps to diffuse off some threat. 

5. Optimum use of resources: 

Proper environmental assessment helps to make optimum utilisation of scare human, natural 

and capital resources. Systematic analyses of business environment helps the firm to reduce 

wastage and make optimum use of available resources, without understanding the internal 

and external environment resources cannot be used in an effective manner. 

6. Survival and growth: 

Systematic analyses of business environment help the firm to maximise their strength, 

minimise the weakness, grab the opportunities and diffuse threats. This enables the firm to 

survive and grow in the competitive business world. 

7. To plan long-term business strategy: 

A business organisation has short term and long-term objectives. Proper analyses of 

environmental factors help the business firm to frame plans and policies that could help in 

easy accomplishment of those organisational objectives. Without undertaking environmental 

scanning, the firm cannot develop a strategy for business success. 

8. Environmental scanning aids decision-making: 

Decision-making is a process of selecting the best alternative from among various available 

alternatives. An environmental analysis is an extremely important tool in understanding and 

decision making in all situation of the business. Success of the firm depends upon the precise 

decision making ability. Study of environmental analyses enables the firm to select the best 

option for the success and growth of the firm. 

Categories of project management: 

1) Manufacturing Projects: 
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Where the final result is a vehicle, ship, aircraft, a piece of machinery etc. 

(2) Construction Projects: 

Resulting in the erection of buildings, bridges, roads, tunnels etc. Mining and petro-chemical 

projects can be included in this group. 

(3) Management Projects: 

Which include the organization or reorganization of work without necessarily producing a 

tangible result. Examples would be the design and testing of a new computer software 

package, relocation of a company’s headquarters or the production of a stage show. 

(4) Research Projects: 

In which the objectives may be difficult to establish, and where the results are unpredictable. 

Project Management Tools 

When applying any of the techniques to the project you need to accomplish, you also need to 

use specific tools for successfully implementing the technique. Here’s a list of software tools 

that are used in project management on different work steps. 

• Organizing Workflow & Planning 

This step is the core part of starting a project: it defines how the project will be performed, 

and how the quality of its outcome will be ensured. Large companies often use such 

comprehensive solutions as MS Project. For smaller teams, various alternatives are available. 

They don’t provide all the rich functionality typical to complex and expensive tools, but they 

have planning and roadmap features that are sufficient for visualizing future project progress. 

There are also free project management solutions that suit best for startups and small 

businesses. 

• Communication 

Being the key point in many techniques and methodologies, communication within a project 

team needs to be properly organized. While using email for formal communication and 

important messages, it’s also essential to have a corporate messenger – Slack and Skype are 

the most popular ones. And, if your team members use different tools to communicate, 

eliminate the pain of having multiple messengers by integrating them. 
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• Scheduling 

When allocating resources and planning for future, it’s crucial to know who on the team is 

available for specific dates. Use scheduling software for that! Such tools as actiPLANS 

provide a clear visual chart of absences for upcoming dates, and allow to see all necessary 

details to team members’ leaves and time off. 

• Time management 

Knowing where your team’s time goes not just helps managing current project risks. It also 

provides valuable information for future planning and estimating. Time management tools, 

such as actiTIME, help managers understand both individual time expenses and team’s 

results for any period. Informative reports with time & cost summaries and notes to the 

logged time provide insights into how time is used and what can be optimized. 

• Finance & Accounting 

For any project manager and business owner, understanding financial outcome of the projects 

is crucial for analysis and future planning. Most used accounting tools – QuickBooks, Zoho, 

Freshbooks – help collect this information. For smaller project teams, other accounting 

solutions can be reasonable. They require less investment, but also provide insights on project 

profitability, teams’ performance, and estimation accuracy. 

Project manager: 

“A project manager is like a doctor who leads the trauma team and decides the course of 

action for a patient - both at the same time. Without the right kind of authority to efficiently 

handle all the project management issues, development teams can easily get into trouble.” - 

Scott Berkun 

Project managers keep knowledge and information flowing seamlessly. They need both 

technical know-how and first-hand knowledge of the tasks they assign to others to keep the 

project moving forward. 

But technical know-how does more than enable project managers to communicate ideas 

effectively to all those involved. Good project managers use their technical understanding to 

win team members’ respect. Since project managers influence more decisions than anyone 

else in the company, their primary task is to use what they know to not just win employees’ 

respect, but keep it throughout the project and into the future. 
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8 key roles and responsibilities 

1. Activity and resource planning 

Planning is instrumental for meeting project deadlines, and many projects fail due to poor 

planning. First and foremost, good project managers define the project’s scope and determine 

available resources. Good project managers know how to realistically set time estimates and 

evaluate the team or teams’ capabilities. 

They then create a clear and concise plan to both execute the project and monitor its progress. 

Projects are naturally unpredictable, so good project managers know how to make 

adjustments along the way as needed before the project reaches its final stages. 

2. Organizing and motivating a project team 

Good project managers don’t get their teams bogged down with elaborate spreadsheets, long 

checklists, and whiteboards. Instead, they put their teams front and center. They develop 

clear, straightforward plans that stimulate their teams to reach their full potential. They cut 

down on bureaucracy and steer their teams down a clear path to the final goal. 

3. Controlling time management 

Clients usually judge a project’s success or failure on whether it has been delivered on time. 

Therefore, meeting deadlines is non-negotiable. Good project managers know how to set 

realistic deadlines, and how to communicate them consistently to their teams. 

They know how to effectively do the following: 

Define activity 

Sequence activity 

Estimate the duration of activity 

Develop a schedule 

Maintain a schedule 

 

4. Cost estimating and developing the budget 

Good project managers know how to keep a project within its set budget. Even if a project 

meets a client’s expectations and is delivered on time, it will still be a failure if it goes wildly 
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over-budget. Good project managers frequently review the budget and plan ahead to avoid 

massive budget overruns. 

5. Ensuring customer satisfaction 

In the end, a project is only a success if the customer is happy. One of the key responsibilities 

of every project manager is to minimize uncertainty, avoid any unwanted surprises and 

involve their clients in the project as much as is reasonably possible. Good project managers 

know how to maintain effective communication and keep the company’s clients up-to-date. 

6. Analyzing and managing project risk 

The bigger the project is, the more likely there are to be hurdles and pitfalls that weren’t part 

of the initial plan. Hiccups are inevitable, but good project managers know how meticulously 

and almost intuitively, identify and evaluate potential risks before the project begins. They 

know how to then avoid risks or at least minimize their impact. 

7. Monitoring progress 

During the initial stages, project managers and their teams have a clear vision and high hopes 

of producing the desired result. However, the path to the finish line is never without some 

bumps along the way. When things don’t go according to a plan, a project manager needs to 

monitor and analyze both expenditures and team performance and to always efficiently take 

corrective measures. 

8. Managing reports and necessary documentation 

Finally, experienced project managers know how essential final reports and proper 

documentation are. Good project managers can present comprehensive reports documenting 

that all project requirements were fulfilled, as well as the projects’ history, including what 

was done, who was involved, and what could be done better in the future. 


