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Workbook
introduction

ILM Super Series study links

This workbook addresses the issues of Planning and Controlling Work. Should
you wish to extend your study to other Super Series workbooks covering
related or different subject areas, you will find a comprehensive list at the
back of this book.

Links to ILM qualifications

This workbook relates to the following learning outcomes in segments from
the ILM Level 3 Introductory Certificate in First Line Management and the
Level 3 Certificate in First Line Management.

C2.1 Objectives

| Explain the concept of SMART objectives

2 Negotiate, agree and prioritize objectives

3 Prioritize work activities to meet objectives
4 Identitfy when objectives are achieved

C5.2  Planning work

| Identify objectives and set targets as appropriate

2 Plan work activities to meet objectives and targets

3 Apply monitoring and control techniques in the workplace
4  Evaluate results and adjust plans accordingly

v I
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EXTENSION |
This book is listed on
page 103.

N vi

3 Links to S/NVQs in Management

This workbook relates to the following elements of the Management
Standards which are used in S/NVQs in Management, as well as a range of
other S/INVQ:s.

Al.l Maintain work activities to meet requirements

Al.3  Make recommendations for improvements to work activities
Bl.2  Contribute to the control of resources

Cl2.1 Plan the work of teams and individuals

It is designed to help you develop the following Personal Competences:

building teams;
focusing on results;
thinking and taking decisions.

Workbook objectives

‘Planning: This is the setting of objectives and targets, making
predictions and planning for future demands.

Controlling: This is the checking of how the actual performance of
subordinates compares with that planned and making adjustments
with the aim of changing performance so that the plan is
achieved’

W. Bolton, Production Planning and Control

Planning and controlling are two of the primary functions of managers. We
have to decide what we want, make plans to get it, and then monitor events
to ensure the plans come to fruition.
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Workbook introduction |GGG

As a team leader, you almost certainly make plans every day, and you will no
doubt be responsible for monitoring and controlling some of your team’s
activities. As the definition above suggests, controlling is a matter of checking
on performance, and taking appropriate corrective actions. There are many
ways of reaching the same end goal, and what will be right for one team won’t
suit another; nevertheless, the basic principles of planning and control are
widely applicable.

This workbook consists of three sessions. Session A deals with control
systems, and then discusses seven stages of controlling work activities, the
first two of which are ‘Define objectives’ and ‘Make a plan’.

Session B is mainly about resources: people, materials and equipment. We
also look at work methods, work flow and quality.

In Session C, we turn to the planning and control of projects. A project is an
undertaking with definite objectives, to be achieved in a limited timescale.
Although project management tends to be treated as a specialized subject in
many textbooks, the basic approach and techniques can be used in all kinds
of situations.

Obijectives

When you have completed this workbook you will be better able to:

identify the stages involved in planning and controlling work, and apply them
to your own environment;

control the resources available to you and your team;

recognize the importance of setting, and checking against, agreed standards;
contribute to the planning and control of projects.

Activity planner

The following Activities require some planning so you may want to look at
these now.

In Activity 8 you are asked to think about the effectiveness of your methods
of communication with the team, and try to find a way in which these
methods could be improved.




B Workbook introduction

Activity |13 asks you to look at the way you make recommendations for
improvements to activities, and decide what you will do differently next
time.

Activity 30 suggests that you review your approach to planning, and see
whether you can find ways of fine-tuning your planning skills.

For Activity 37, you are expected to look at how you deal with resources, and
to think forward to ways in which you might improve your performance.

Some or all of these Activities may provide the basis of evidence for your
S/INVQ portfolio. All Portfolio Activities and the Work-based assignment are
signposted with this icon.

The icon states the elements to which the Portfolio Activities and VWork-
based assignment relate.

If this Work-based assignment is being considered as part of the assessment
for the ILM Level 3 Certificate in First Line Management, this must be agreed
in advance with your ILM Centre and external verifier. This is to ensure that
the requirements of the qualification are met appropriately and that suitable
assessment criteria are provided to you by your ILM Centre.
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Planning and
controlling work
processes

Introduction

‘Planning is the activity of bridging the gap mentally from where you
and the group are now to where you want to be at some future
moment in terms of accomplishing a task. The planning function is the
response to the group’s need: ‘How are we going to achieve the task?
But the ‘how’ question soon leads you to ask also ‘who does what?’
and ‘when does it have be done? ... Usually if a plan proves to be
inadequate, it is because either you as the leader or the group (or
both) have not pressed home these questions until you have clear and
definite answers/

John Adair, Effective Leadership'

When plans go wrong, we have only ourselves to blame. And when work
processes go out of control, it is usually because insufficient time and effort has

been spent on the initial planning stage.

This session examines both control and planning systems, and attempts to set
out guidelines that will be useful in real-life work situations.

I Published by Pan Macmillan, 1988.
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2 Control systems

2.1

We begin with a little control systems theory, and go on to look at a model for
planning and controlling.

Open and closed loops

Imagine you want to toast a slice of bread in an automatic electric toaster. You
place the bread in the toaster and push down the lever. A few minutes later the
toast pops up.

Activity | - :

Once you've placed the bread in the toaster and pressed the lever down, how
much control do you have over how brown the toast is?

Normally, there is an adjustment you can make to the toaster before you put
the bread in, which determines how long the heater will stay on. Short of
forcing the lever up before the completion of the toasting operation however,
you have no control over how brown the toast will be once you start. Also,
the toaster does not measure ‘brownness’, and probably will even continue to
work if you forget to put the bread in.

This is an example of an open loop system — for reasons which will become
obvious in a moment.

We can draw a very simple diagram of this toasting process.

Input: | Toasting Output:
bread | process toast




Session A D

This is easily made into a more general diagram, which could be applied to any
other open loop system:

Input Output
—>1 Process ——>

Now imagine you are taking a shower. Your immediate aim in this case is to get
the water to fall on you at a pleasant temperature. You do this by monitoring
(feeling) the temperature, and then adjusting the taps. In this case you do have
control over the temperature of the water.

The diagram for the shower shows this monitoring and adjustment.

Water flow Cold —
—>[: Water m|x|ng Water at thg
1 Hot process right temperature

Y

Adjustment | | Monitoring of
of taps | temperature

The water coming out of the shower is monitored, and an adjustment made to
the taps, to get it to the desired temperature.

The shower is an example of a closed loop system.

This illustration can be made into a more general diagram.

Input Output
1 P Process P >
Y
Adjustment | _ Monitoring
ofinput |~ of output

Feedback control loop

You will see that the ‘monitoring’ and ‘adjustment’ components are called the
feedback control loop. Some part of the output is fed back and used to
modify the input. It is this feedback control loop that marks the difference
between open loop systems and closed loop systems.

Closed loop systems have feedback, monitoring and control. Open
loop systems do not.

3
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2.2

In this workbook, we are concerned with management control. A management
control system operates in the same way as any other closed loop system.

Plans are made for a process to be set in place, and the manager has
then to monitor the results, if necessary modifying the process to
keep it on the right track.

But before we leave our diagrams of closed loop systems, there is one more
element to be included.

Comparing with a standard

Going back to the shower system, the output was ‘water at the right
temperature’. But how do we know what is the right temperature?

Or, to take another example, when we drive a car, we try to keep going down
the road in a straight line. But what do we mean by ‘straight’?

Activity 2 | :

When you set up a work process, you may give instructions to your team,
provide them with resources (such as a workspace, equipment and materials),
and allow them to start work.

Think about any task that has to be accomplished in your own team’s work.You
probably ‘keep an eye on things’, at least to begin with, to make sure they’re
going well. But, having observed what’s going on, how do you know, in general
terms, whether or not things are progressing satisfactorily?
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Perhaps your response was along the lines of: “Through experience, I've got a
clear idea of what | would like to see happening’ or ‘The standards of work are
clearly laid down’.

To control something, you need to have some way of knowing when the
process is going as you want it to. The way you do this is to compare results
and performance against a standard. This standard may be in your head, or it
may be a measurable quantity. But unless you have a standard, you can’t control
anything.

One more modification to our diagram shows this.

Input Output

7y Process

Y

Adjustment Monitoring and
of input <—j comparison with [«—Standard

standard

Feedback control loop

This kind of diagram is only intended to help us recognize that all control
systems are the same, whether in management, engineering, or any other
human activity. The important point to remember is that:

all systems are controlled by setting a desired standard, and
comparing results against this standard.

Stages in control

Now let’s move on from theoretical control systems to the real-life control of
work.

5 I
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Activity 3 | :

One Monday morning Sanjay, an office supervisor, has the task of
getting 20,000 customer information packs collated, individually
addressed, checked, sealed in envelopes, and posted by Friday
afternoon.

Sanjay starts out well. He makes well-defined plans for the task, and sets
up schedules for each part of the work. He assigns four members of
staff to the job, and gives them clear instructions. The work will be
carried out according to previously defined rules and standards, and
with the aid of some automatic equipment.

Sanjay feels confident that he has done all he can to get the job rolling,
and so he leaves his team to it.

As the days go by, Sanjay is aware that the ‘pack team’ is busily working
away. Then Friday comes and Sanjay suddenly realizes that only around
13,000 packs have gone out. He has no alternative but to authorize
overtime for Friday evening and Saturday so as to get the remaining
packs in the post —albeit a day late.

If you had been in Sanjay’s shoes, and bearing in mind the control systems we
have been looking into, what would you have done to make sure that the job
was completed on time? Jot down two suggestions.

You may have thought of a number of different ways of tackling this problem.

Referring back to our discussion on systems, we can see that the input to this
‘process’ was the 20,000 packs that have to be prepared. The desired output is
the completion of the work to the required standard, on time.

Sanjay thinks he has worked out what is needed for the wanted result to be
achieved automatically. But he has either forgotten that control means
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monitoring what is going on, or he has mistakenly decided that monitoring
wasn’t necessary. Putting everything in place and pressing the lever is not
enough.

Sanjay knew that everyone was busy, but he didn’t keep an eye on the rate at
which the job was being done. If he had, he could, if necessary, have modified his
original plan during the week.

For instance, if he had noted by Wednesday lunchtime that only a third of the
packs had gone out, yet that half the time had passed, he might have tried to
speed things up by bringing in another staff member.

This case incident illustrates the stages required in controlling work. They are:

defining your objectives;
making a plan;
communicating with the team so that each team member knows the part he
or she has to play;

setting performance standards;

collecting data to measure progress;
comparing results with standards and objectives;
taking corrective action, and modifying plans,

if necessary, to meet objectives.

This is the
monitoring process

The following diagram sums up these points.

| Define objectives

L]
2 Make a plan <
L]
3 Communicate
tEe plan within 7 Take corrective
the team action, modifying
Y the plan if
4 Set performance necessary
standards T

5 Collect data to
measure progress

6 Compare results
with standards
and objectives

T If there are

discrepancies ...

Now, let’s look at each of these stages in more detail.

7 IS
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3.1 Defining objectives

—_ = Most people would agree that, if you don’t know where you are going, you
( | Define objectives ) won’t know when you get there, and you won’t be able to choose the best way
L] of travelling. So when you carry out any sort of planning — whether it is

7 Mala s nlan reorganizing the railways or making a cup of tea — you need to have a clear idea

of where you want to end up. In planning terms this idea is called an ‘objective’
or‘goal’.

Objectives vary in detail, depending on who is going to use them. This is
illustrated in the diagram below.

Mission
statement

Organizational objective

/ Project/Team objective \
/ Task objective \

At the very top of the objective tree there is often a mission statement which
most organizations publish as an expression of their ideals and ambitions. For
example, the mission of the University of Cambridge is ‘To contribute to
society through the pursuit of education, learning, and research at the highest
international levels of excellence’.

Below the mission statement, objectives get more practical. There are three
levels, each one covering the same area of activity as the one above it, but at a
more detailed level. They are:

B organizational objectives;
B project (or team) objectives;
m task objectives.

Organizational objectives. These are general statements of the long-term
goals of the whole organization. For example “To provide an efficient service for
all claimants at the benefits office’ or “To maintain all corporation parks and
gardens to a high standard, for the benefit of the public’

Project (or team) objectives. These are also general in subject matter but
relate more to the medium term. They describe the goals set for a particular
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project or team, and will often have a time limit. Examples would be ‘To train
new call centre recruits in customer care’ or “To develop a new computer
system to enable tennis court bookings to be made online’

Task objectives. These are short-term and are more detailed than project or
team objectives, being focused on specific tasks to be carried out within the
project or team. For example ‘Within the next 5 days, to write a piece of
computer code that will allow a call centre operator to accurately record an
electricity meter reading in the customer billing system!

Finally, you will probably come across one other category of objectives —
performance objectives. These are statements of personal goals set down
for each member of the team or project, usually during a job review. They clarify
what is expected of each person in terms of quality, standards of performance
and personal development. Performance objectives are discussed in detail in
another workbook, Appraising Performance.

Activity 4 | :

Jot down the general longer-term objectives of your team. If they have never
been written down, you may want to think about what they should be. A good
starting point might be to write down what you think the team‘s overall
function is.

It is important that you know your team objectives and can define them. If you
aren’t sure what they are, it may be a good idea to discuss the subject with your
manager, or talk them over with your team.

The higher-level objectives are very general in the way they describe what has
to be achieved, but they are not much help in getting a particular job done. So, if

9 I
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you are given the objective “To develop a new computer program to enable
tennis court bookings to be made online’, you will not be any clearer about:

what exactly you are expected to do;

what standards you have to achieve;

what your priorities should be;

what resources will be needed (this covers everything from desks and pens, to
people to do the job);

what skills you will need;

when it has to be completed.

So the bottom level of objectives (task objectives) have to be much more
specific, with all these details agreed before any work can start.

To be useful these specific objectives must be SMART.

S pecific — Clearly describing the desired end result, and addressed to the
person who is going to carry the task out.

Measurable — Capable of being measured, that is stating the standards of
performance required and the conditions under which the task is to be
completed.

A chievable — Realistic and achievable, given the resources available, by the
person carrying out the task.

R elevant — Related to the job and relevant to the overall general objective of
the project, team or organization.

T ime bound — Containing a time limit by which the task must be completed.

An example of a SMART objective would be as follows.

‘By 20 July to publish a newsletter of 10 pages for the local football
supporters’ club that lists the club’s social events for next season.

Activity 5 | -

Which of the following do you think are good specific objectives?

a To produce a set of accounts for P Hennessy Ltd by 31 May from records
provided by them.

b To write a speech lasting 30 minutes for the Archery Club meeting next
Saturday.

¢ By 31 August, to have sold 40 top-of-the-range washing machines from the
York warehouse.

d To interview each member of the team in order to identify their current
IT skills, and discuss any further training they would like to have.
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c is the only effective objective. It is specific, measurable, achievable, related
to the job and has a clear time limit.

a is not measurable because it does not give enough information about the
content, layout, etc., to know whether the accounts are of the required
standard.

b is not sufficiently specific — it doesn’t indicate the subject of the speech.

d does not contain a time limit for the task.

So objectives may be either general (relating to the overall organization,
project or team) or specific (relating to the task).

In the case of Sanjay, the office supervisor, his general objective might have
been ‘“To provide an efficient and effective clerical and administrative service
to all departments’, while one of his specific objectives might have been “To
ensure that 20,000 customer information packs are correctly prepared,
checked and posted by Friday afternoon’

Having clear objectives is necessary for good control.

If your line manager presents you with an overall general objective relating to
a group of tasks to be carried out by you and your team, you will have to
devise specific objectives for carrying out those tasks.

But you need your team members to ‘buy in’ to the idea, so the next step is
to negotiate and agree each specific task objective with the member of
your team who will carry it out. The result will be that he or she will take
ownership of the task and feel responsible for making it succeed.

The purpose of negotiating is for you to make sure that the team member:

is clear about his or her role;

knows who is responsible for what;

understands what the required standards are;

feels able to meet the required standard;

knows what resources are available;

knows what the deadlines are;

understands the order in which tasks are to be done;
is motivated.

If you discuss all these points with your team members, you are giving them
the opportunity to ask questions and mention anything they are worried
about. Once all this has been discussed and agreed, everyone is much more
likely to feel really involved.
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(

2 Make a plan

e

3 Communicate

tha nlan within

Even if you are clear
about every aspect of
the job, can you be
sure that your team

are equally confident

and positive?

I 12

L]
15 mins

Activity 6 | :

Next time you ask members of your team to carry out a task, make sure that
you discuss with them each of the above aspects of the job. Then watch the
way they go about the job. Are they any more motivated? Are they more eager
to keep you up-to-date about their progress! Does the work go more
smoothly?

Making plans
It may well be part of your job to translate objectives into plans.

A plan is a detailed scheme for attaining an overall general objective, and
usually includes a description of the method to be used for carrying out the
work.

Before the plan can be drawn up, the general objective must be broken down
into specific objectives. These are then entered into the plan together with
the following details for each specific objective.

What, exactly, is to be done.

Why the work is being done: for whose benefit.

Who is to do each part of the work.

How it is to be done: the approach, processes, and techniques to be used.
When the work is to be started and completed, and perhaps dates for
agreed ‘milestones’ while the project is in progress.

Where it is to be done.

The plan may be continuous: if you supervise a team of trained librarians your
plan for running a library may not alter very much from one month to the
next.

On the other hand, the plan may be detailed, and designed to deal with a
special set of circumstances, such as a spate of machine failures, or a possible
major accident.

The big mistake is to assume that you don’t need a plan, because
you think the what, why, who, how, when and where are all too self-
evident.
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In general, plans need to:

m cover all the people within your area of responsibility;

B be realistic and achievable, within the constraints imposed by your
organization;

m take account of the abilities of your team, and their need to develop their skills.

Of course, you don’t expect to have to draw up detailed schedules for every
little job, or to hold endless discussions about trivial tasks. If your team
perform much the same kind of work repeatedly, you may only need to be
concerned about any new or unusual aspects: new team members, different
circumstances, or tight time limits, say. Your plans in this kind of situation may
not be written down, but they’re well understood. The main danger here is
that complacency or boredom will cause standards and quality to fall.

But for anything that’s not routine, it is a good idea to write the plan down,
and to make sure you have considered every aspect.

3.3 Communicating your plan

L& e = pen | We will look at the planning process again in Session C. For now, let’s go on

to consider the communication of the plan within the team.

¥ T~

3 Communicate
the plan within
N the team

4 Set nerfarmance

Activity 7 | -

If you run a workteam, you probably use a variety of ways of communicating
plans to your team. Indicate below whether you apply each of the methods
listed. Then describe the circumstances in which each method might be
appropriate.

a Pass on the general objectives, and let the team members get on
with it. ]

b Make a rough plan to meet the objectives, and let the team
members work out the details for themselves. ]

13
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S/INVQ Al.1

¢ Make detailed plans, and give very specific instructions to each
team member. L]

There are no wrong answers here. How you set your team to work will
depend very much on your style of management, the skills the team members
have and the kind of work you do.

Inexperienced people will obviously need to be given more specific information
and guidance than those who have done the same job for years.

The amount of detail, and the level and pace at which the plans are
communicated, will need to be appropriate for the person concerned.

The key word here is communication. Note that communication is a two-
way process, and implies information going in both directions: listening as
well as talking, for example. As a good manager, you will know that it’s not
enough to say your piece and walk away; you will need to confirm that
team members have understood you. This understanding may have to be
confirmed, at appropriate intervals.

L]
15 mins

Activity 8 | :

This Activity may provide the basis of appropriate evidence for your S/INVQ
portfolio. If you are intending to take this course of action, it might be better
to write your answers on separate sheets of paper.

In your own job, explain briefly how you:

explain work requirements to your team members in sufficient detail, and at
a level and pace appropriate to each individual
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B confirm that the individuals concerned have a good understanding of work
requirements, and are committed to meeting them

Now think about the effectiveness of your methods of communicating work
requirements to the team, and try to find a way in which these methods could
be improved. Explain what you intend to do that is different from your
current approach.

3.4 Setting performance standards

| e team | We all know how difficult it is to judge whether something is successful when

——— we don’t have a clear standard against which to compare it.
4 Set performance
standards
'_T—‘ To be meaningful, standards need to be expressed very clearly and should
5 Collect data to

preferably be measurable.

15 I
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Activity 9 | :

Think about your own workplace for a few minutes and then jot down two
performance standards that are used there. Say whether each of them is
measurable, and if so, what the unit of measure is.

Here are some suggestions of measurable standards, from a variety of
industries.

Objective | | Measure

“The level of impurities in the chemical . :
produced should be less than 0.001%’ - Quality or purity

‘The average time to produce an airline

. . - Process time
reservation should be 2 minutes’

“The workplace should be accident free’ - Accident rate

‘Product costs should be less than budget’ - Product costs

‘Out-patients should not have to wait more than

two hours’ - Waiting time

‘Response to emergency calls should not exceed

10 minutes’ - Response time

In each of these cases a different measure is being applied.

Other types of measure may be used, such as error rate, scrap levels,
quantities sold and so on.

In the real world, it is usually necessary to allow for some deviation from a
defined standard. This ‘acceptable deviation’ is called a tolerance.

Here’s an example of how tolerances are used. Suppose you have a bottle-
filling plant that fills 500 ml (millilitre) bottles. You might have a tolerance of



National Occupational
Standards used in
S/INVQs (Scottish and
National Vocational
Qualifications) are
used in many

organizations to help
define performance
standards for

individuals.

3.5

I suanaaras

5 Collect data to \>
measure progress,

& Compbare results
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plus or minus 3 ml. That means that bottles holding quantities of 497 ml (500
— 3) to 503 ml (500 + 3) are acceptable. This tolerance is necessary to allow
for the inevitable inaccuracies in the filling operation.

Unfortunately, it isn’t possible in every single job to define measurable
performance standards in this way. What do you do for instance if you are
trying to measure ‘willingness to help customers’, ‘attitude to the job’ or
‘ability to work under pressure’?

Often, a subjective comparison has to be made; in other words, the standard
is inside somebody’s head, and perhaps cannot be adequately defined in
words, let alone numbers. So someone has to make a judgement — and one
person’s judgement of a particular performance or situation rarely coincides
with another’s.

Wherever possible, then:

performance standards should be well defined and expressly
stated.

Failing this, standards may be set by example. Some organizations demon-
strate what good and bad customer service is, for instance, by showing videos
of several examples of both.

The next two topics — collecting data and comparing results — are part of the
monitoring process.

Collecting data

The collection of data is so routine in many workplaces that it tends to be
taken for granted.

Each time you sign a time card, job sheet, materials requisition or shift log,
you are putting your authority behind the accuracy of that information. No
matter how humdrum and ordinary it seems, it is an indispensable part of a
control process. Getting the job done depends on your carrying out
procedures accurately and efficiently.

But there’s more to it than that.

17
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3.6

measure progress

6 Compare results
with standards
and objectives

L]
3 mins

Activity 10 | :

In what other way do you collect data about what is happening in your work
area! Jot down one way in which you collect data. (How do you keep up with
what’s going on?)

You may have thought of a number of ways of collecting data: talking to people
or asking for reports for example. Every manager has his or her own
approach to the job. One of the most common methods of keeping up with
what is going on is also one of the best: we could best describe it as ‘walking
the job’.

The first line manager who goes round the work area several times a day and
maintains a continuous contact with events builds up a great deal of useful
information about the performance of the team.

By doing this, you can:

give guidance based on your greater knowledge and experience;

learn about problems and new ideas;

find out how the team’s plans are progressing;

perhaps make minor adjustments and corrections to the plans so as to keep
them on course.

This day-by-day, hour-by-hour interaction with the team is a normal and
necessary part of supervision.

Comparing results with standards
and objectives

The process of comparison should be quite straightforward, provided that:

work objectives are well defined;
performance standards are clear and precise;
measurement of results is accurate.
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Here are two examples.

One standard for a high street bank is that no customer should be kept
waiting in the queue for longer than five minutes. The average is three
minutes. The bank feels confident that it is maintaining its own
performance standards in this respect.

In a food processing plant, the output target is 5000 cartons of biscuits
per day. If the actual output is only 15,000 over a period of five days
there is a major discrepancy — called a variance — between target and
performance. It is a sign that the situation needs urgent attention.

But how often should performance be checked? Should the bank measure
‘queue waiting time’ in every branch on every day of the week — or is it good
enough to take snap samples? Should the managers at the biscuit factory
measure output every week — or every hour?

L]
3 mins

Activity || | :

Here are four situations where you might want to assess performance.

Decide what you think is the appropriate frequency for checking on
performance or progress in each situation, and tick the appropriate box.

Hourly  Daily  Weekly Monthly Annually
Which staff, and how many, are absent? [ [] L] [] L]
Which machines are not working? []

What materials shortages do we have? [

O 0O o
O 0O o
O 0O o
O 0O o

What are our maintenance costs? []

19 I
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Although there are no hard and fast rules to be applied, the two key points
to be borne in mind are that:

everything you do takes up time, so you don’t want to check anything
unnecessarily frequently;

you need to assess performance well before it becomes too late to take
corrective action.

See whether the following answers would be appropriate in your job.

Which and how many staff are absent?

Daily or weekly: it's unlikely that you would need to know from hour to hour,
and checking monthly or annually would give you little chance to do much about
high levels of absenteeism.

Which machines are not working?

Hourly: presumably, urgent action needs to be taken to get a machine repaired
and to reschedule work. Daily, weekly or monthly measurement may not be
good enough, although in many situations a daily check may suffice.

What materials shortages do we have?

Daily: once again, this would need to be followed up fairly swiftly, and daily
measurement seems to be appropriate in most cases.

What are our maintenance costs?

Monthly or annually: you would be more interested in this in the longer term —

perhaps in comparing one year's performance against another.

However, there’s plenty of room for disagreement about these answers. It
depends largely on local circumstances. And you may have to alter your
frequency of checking as a result of experience. The main point to remember
is that:

the cost and effort of monitoring has to be balanced against the
improvements in control that it can bring.

Do the costs outweigh the benefits?
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Comparing performance against standards too frequently involves unneces-
sary expense and work for no real return. Too infrequent comparisons can
mean that danger signals are missed, which may result in losses in productivity
and output.

3.7 Taking corrective action

Now let’s look at how we set about taking corrective action.

7 Take correctiv%

action, modifying
the plan if
N\necessary

j L]

.
4 mins

Activity 12 | :

Suppose you are in charge of production at a bakery and you have a workteam
of ten people. Your manager tells you that the productivity levels in your work
area are not up to standard. You need to find the cause of the variance
between what is expected and what is being achieved.

Jot down three possible lines of enquiry which you might investigate to see
if you could find the cause of the variance.

Here are some of the things you might consider looking into.

Is there faulty equipment?

Is the equipment being properly used?

How much absenteeism is there?

Are you employing inexperienced workteam members who aren’t properly

trained?

Are wrong methods being used?

Are materials up to standard?

B Are materials being used economically?

21
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S/INVQ Al.3

Once you have found the cause, you can put in place a suitable course of
remedial action. If, for example, you decide that poor working practices are
the cause of the variance, then staff training and increased supervision may
help to improve things.

Of course, discovering the causes of an unfavourable variance and doing
something about it is rarely as simple as just described. Nevertheless, when
you're trying to solve a problem, it can help to bear in mind the following
simple questions.

Where are you now!?
Where do you want to get to!?
How can you get there!

But suppose in this case everything has been followed up — people, materials,
machines, working methods and so on — and there still seems no way of
improving productivity.

It may then be time to take a look at the situation in a wider context. It just
might be that either the objectives or the standard are too demanding. In that
case, it may be more sensible to change the standard rather than struggle to
meet unreasonable targets.

What about the situation where you can see what is going wrong, think you
know what to do about it, but are not in a position to take action? First line
managers often have to seek authority to make changes, and must put
forward recommendations to others.

L]
15 mins

Activity |3 | :

This Activity may provide the basis of appropriate evidence for your S/NVQ
portfolio. If you are intending to take this course of action, it might be better
to write your answers on separate sheets of paper.

If you have made recommendations in the past to more senior managers, to
others at your level, to specialists, or perhaps to your team, how well did you
do? Did you ensure that your recommendations:

were based on sufficient, valid, and reliable information? []

were consistent with team objectives, and with organizational
values and policies!? []
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B took into account the impact of introducing change on other parts
of the organization? L]

B were made with minimum delay? []

B were presented in a clear and concise manner and form, consistent
with organizational procedures? [

Assuming your recommendations, or the way you presented them, were less
than perfect, what precisely will you do differently next time? Write down
what you propose to change, and the way in which you will change it.

Self-assessment | - '

I Fill in the missing words and arrows in the following diagram of a control
loop.

Input Output
Process

; and
A;c}]ustment c¢omparison with ——

-
control loop
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2 Briefly explain why having clear objectives is a necessary part of good control.

3 There are seven statements listed below, each broken into two. Match each
first half with the correct second half.

First halves

Second halves

All systems are controlled by
setting a desired standard, and
comparing results

against the improvements in
control that it can bring.

Closed loop systems have
feedback, monitoring and control,

against this standard.

Clear objectives are

well defined and expressly stated.

Performance standards should be

but open loop systems do not.

The big mistake is to assume that
you don’t need a plan,

necessary for good control.

The cost and effort of
monitoring has to be balanced

because you think the what, why,
who, how, when and where are
all too self-evident.
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4 The following sentences are examples of mission statements and objectives.
Look at each one and decide what it is, then tick the appropriate box.

Mission  Organi- Project/ Task
zational ~ team

a To produce a one-hour video on the
problems of homelessness. [] L] [] [

b Within the next three weeks to write
the script for a one-hour video on the
problems of homelessness which meets
all the client’s requirements and is
within budget and delivered according

to schedule. [] ] L] L]

¢ To provide free advice and assistance to
homeless young people seeking
accommodation in the Greater London

area. L] L L O
d To reduce the number of homeless young
people living on the streets of London. [] L] [] []

5 For each of the following incorrect statements, rewrite the part in italics, to
make it correct.

a Everything you do takes up your time, so you shouldn’t check anything.

b You need to assess performance after you’ve had enough time to study it
— in fact, as late as possible.

¢ Once a standard is set, it is important not to allow any deviation from it.

d To be meaningful, standards need to be expressed very clearly and
preferably should be reversible.

25 [
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e The best way to communicate with the team is to give everyone the same
information in the same way.

f Plans need to cover all the people within your area of responsibility, be
realistic and achievable, and take account of every person’s needs and
wants.

g A plan is a rough and ready scheme for attaining an objective.

h The process of comparison should be quite straightforward, provided that
work objectives are known, measurement of results is possible and
performance standards are roughly correct.

Answers to these questions can be found on pages 104—105.

I 26
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4 Summary

B Closed loop systems have feedback, monitoring and control. Open loop systems do not.
B All systems are controlled by setting a desired standard, and comparing results against this standard.

B The stages in controlling work are:

defining your objectives;

making a plan;

communicating with the team so that each team member knows the part he or she has to play;
setting performance standards;

collecting data to measure progress;

comparing results with standards and objectives;

taking corrective action.

B To achieve your plan, it is important that you know and can define your objectives. Having clear
objectives is necessary for good control.

B Objectives can be general (organizational, project (or team) objectives) or specific (task objectives).

B Specific objectives must be SMART, that is Specific, Measurable, Achievable, Relevant and Time
bound.

B It is important to negotiate, agree and prioritize specific task objectives with your team members.
B To make a plan, you need to answer the questions: what? why? who? how? when? and where?

B Communication is a two-way process, and implies information going in both directions: listening as well
as talking.

B Performance standards should be well defined and expressly stated.

B The cost and effort of monitoring has to be balanced against the improvements in control that it can
bring.
B When you're trying to solve a problem, it can help to bear in mind the following simple questions.

m Where are you now!
m Where do you want to get to!?
m How can you get there?

27
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Session B

Planning and
controlling the use
of resources

Introduction

In this session, we will look at a number of resources: materials, plant and
equipment and people. But we also consider other important topics. Quality
is one of these; work flow and work methods are the others.

This session looks at the ways in which controlling resources contributes to
planning and implementing a project. See also Controlling Physical Resources for
more information on managing resources.

They are all important aspects of an organization’s activities, they all require
planning and controlling skills, and they all contribute to the realization of
objectives.

Resources are essential, because they are the means by which objectives are
achieved. Quality is vital, for it defines the standards to be reached. Work
flow is important, as it can make the difference between a slipshod
organization and an efficient one. Work methods are critical, in that they
determine how well resources are used, and whether quality goals can be
reached.
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Controlling materials

In many workplaces, materials count for over 50 per cent of the total costs,
so it’s clearly important that control is kept over the way materials are looked
after and used.

By ‘materials’, we mean anything needed for a work activity, such as building
materials, or writing materials. Materials are not necessarily tangible — they
may include information, for example.

.
3 mins

Activity 14 | :

Using your own experience, jot down three problems that can arise in the
use or care of materials, which may affect performance in your workplace.

Typical suggestions would include the following.

Delays caused because materials are not available when and where they are
needed.

Raw materials wasted because the process in which they are being used has
not been well thought out.

Goods spoiled by rough handling or damage in transit.

Too much time spent moving materials about rather than actually working
with them.

Information of the wrong type, or presented in a muddled manner.
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Let’s look at some of the major areas of responsibility for materials and see
what kinds of control can be used. We'll think about:

receiving;
handling;
processing;
storing.

Whatever your job, you can probably fit your responsibilities for materials
under these headings.

Receiving materials

We will start out considering those responsibilities for receiving materials.

L]
3 mins

Activity |5 | :

You receive physical materials into your work area and you inspect them, or
ask someone in your workteam to do so, when they arrive.

Jot down three points about the delivery of materials which you would want
to check.

31
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You may have thought of a number of points, which could include the
following.

Quantity

Have you received as much as you expected or ordered?
Condition

Are any of the goods damaged?

Destination

Where are the materials to be kept, or what are they to be used for in the
immediate future in the workplace?

Specification
Are they what was ordered?
A simple form can provide a record of this information. Perhaps the

organization where you work already has such a form. If not, you may be able
to adapt the following one for your own purposes.

Departmental receiving report

Dept.

Requisition No. Date

Checked by

Partial [] Complete []

Qty

Description Condition Location

(state qty returned and reason)

I 32
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2.2 Handling materials

In your job, you may have to:

B provide clear instructions (perhaps both in writing and verbally) on the safe
use of equipment such as hand trucks, trolleys and so on;

B draw up daily schedules for the use of handling equipment, so that materials
can be moved in bulk where possible to save several trips to and from
stores;

B keep information secure;

B keep a watchful eye on what is happening and make sure that materials are
handled with care;

B organize the work area so as to minimize unnecessary movement of
materials.

Quite often, organizations issue specific instructions on the processes for
major materials handling and the equipment to be used.

2.3 Processing materials

Processing materials refers to the use of materials in getting the job done —
another prime area for control.

What is really needed is some kind of simple analysis that shows what
materials were used at the start of the job, what the yield was and the amount
of scrap, waste or rework which resulted.

Here is an excerpt from a materials consumption variance report,
which gives this sort of information.

Materials consumption variance report
Department: Art Month: January 1997
Material Expected usage Actual usage Variance (%)
Paper, A2 size 550 sheets 655 sheets +105 (+19.09%)
Paper, A3 size 1000 sheets 540 sheets —460 (—46%)
Paint, cobalt blue 250 tubs 180 tubs —70 (-28%)
Paint, crimson 250 tubs 280 tubs +30 (+12%)
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2.4

This form shows standards, actual results and variances for materials
consumption — three or four stages of control.

The variance is worked out by subtracting the actual amount used from the
standard —in this case, the expected consumption. It is shown first as the actual
number of items and then as a percentage variance from the standard.

The variance report gives the manager an opportunity to identify major
variances, so that corrective action can be taken.

Storing materials

It’s quite likely that materials spend quite a bit of time in your work area,
rather than in the safety of a central warehouse, and that you are responsible
for them while they are there.

.
3 mins

Activity 16 | :

Jot down three responsibilities you have, as a result of materials and goods
being in your work area.

Typical responsibilities might include the following.

Checking stock levels in the work area and making sure there is enough of
each item to meet anticipated demand.

Being responsible for safe storage. This might include knowing about proper
floor loads, stacking heights, shelf strengths and special precautions for
storing fragile and flammable materials. For the safe storage of information,
you may have to think about protecting and backing up data.
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B Making sure goods are safe from theft. Even if the goods are not valuable in
themselves, you may have to be aware of security, including that of
information, such as personal data records.

m  Making sure materials are protected from damage. For example: some items
may need protection from heat or cold; others may have to be completely
enclosed.

Once again, to maintain control effectively you need to set standards. Let’s
look at an example.

L]
4 mins

Activity 17 | :

Here are some details about the use of materials in a certain work area.

Normally, 800 units a day are used, and ten days’ supply is ordered at one
time. At peak times (three months of the year) the demand increases by 50
per cent, so the order level has to go up proportionately.

Once the order for materials is sent out, it takes three days for them to be
delivered. In addition, an extra three days’ supply is normally held, to protect
against delays or sudden, unforeseen demand; this is called the safety
stock.

If you were the manager, at what level of stock would you place a new order,
and what maximum stock levels would you expect?

Perhaps you agree that, when six days’ requirements are left, you would need
to place a new order. This is because you want to keep three days’ supply as
safety stock and you have to allow another three days for delivery. During
most of the year the re-order level will be:

6 X 800 = 4800 units (of which the safety stock is 3 X 800 = 2400 units).
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At peak times, this will go up by 50 per cent, that is, the re-order level will be:
6 X 1200 = 7200 units (of which the safety stock is 3 X 1200 = 3600 units).

The maximum stock level will occur when a new delivery has just arrived, and
the safety stock is still in the store, that is:

2400 + 8000 = 10400 units, at normal times
3600 + 12000 = 15600 units, at peak times

Here is that information summarized as diagrams.

Stock levels Normal times
(units)

Maximum stock = 10400 —
9600
7200

Order level = 4800 —

Safety stock = 2400 —
|
I

FTTTTTTTTTT T T T T I T T T T T I I I T I T T T T
Time (days)

Stock levels Peak times
(units)

Maximum stock = 15600 —
14400 —
10800 —

Order level = 7200 —

Safety stock = 3600 —

FTTTTTTTTTTTTITI T T T T I T T I I T T I T T T T T T I
Time (days)

Calculations like these will enable you to work out when to order more
supplies, and will provide a guide to when to follow up and check stock
levels.

If responsibility for materials is part of your job, you may well also be
expected to make good estimates of:

usage;

time required to replenish goods;

likely delays;

likely changes in demand caused by overtime, rush orders or seasonal variation.
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2.5 Materials control and computers

Computers can store large amounts of data and provide access to
information very quickly. Thus the entire materials holding of an organization
can be recorded in a central computer database. Terminals situated
throughout the plant and offices can allow immediate access to designated
blocks of data to authorized personnel.

It is possible to organize a completely automatic re-ordering system, so that
— in theory at least — stocks are always at the correct level. However,
computers are only as accurate as the information input into them. It is
therefore important to have adequate controls over input data.

If you use computers in your job, you will no doubt be aware that computers
are only another tool of management. It is preferable for these roles not to
be reversed!

3 Controlling quality

Whatever your job, the quality of products you make or the services you
provide will be judged by your customer. (Don’t forget that a customer can
be internal to the organization as well as external.)

Quality isn’t only about finish, or features, or price, or delivery, or
presentation.

Quality involves all the characteristics of a product or service.

A recipe for quality contains certain key ingredients. They are listed in the
CASCADE formula.

COmmitment
+ Aviiry
+ Standards

+ Communication

+ Attention to

Detail

- Excellence
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We've already discussed standards, and we’ll do so again shortly. But high
quality can’t be achieved simply through setting standards. Let’s turn our
attention for a moment therefore to the other points listed in this ‘recipe’.

L]
3 mins

Activity 18 | :

Jot down in your own words what you understand by the phrase ‘a
commitment to quality’.

Compare your response with the following.

Commitment to quality means the dedication and determination that
people need in order to bring quality of work to a high standard and to keep
it there.

When a manager is fully committed to quality it is usually plain for everyone
to see. It will be obvious to the customers, because they will be able to rely
on receiving consistently high quality. It will also be obvious to the workteam,
and they will tend to become fully committed themselves.

Ability to achieve quality refers to know-how and training, which enable
quality goals to be translated into quality work. Team members can’t be
expected to meet quality standards if they are untrained or unskilled in the
work.

Communication is the link between those who set the standards and those
who have to interpret them, and between those who do the work and those
who measure the results. As we've already discussed, communication is a
two-way affair.
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Good communication is arguably the most important factor in the success of
any workteam. If the team leader has a good understanding with the team,
and if the team members freely exchange ideas and problems, half the battle
is won.

Good communication results in good understanding.

Attention to detail marks the difference between having good intentions
about quality and actually achieving results.

Getting the quality right is hard work.

Maintaining quality is something that has to be worked at on a daily basis. It
can’t just be left to look after itself.

You need to get your team to ‘think quality’. The following tips may help.

When you see some work that you feel could have been done better, or are
doubtful about, try asking the question ‘Are you happy with this?’ rather than
criticizing the work. Or ask the team to judge. You may find that the team’s
standards are higher than your own.

Encourage discussions about quality and standards of workmanship.

Keep the team informed. Let them know how their work is received by the
people most directly affected by their work — their customers. Let them know
how their contribution fits into the whole scheme of things.

Put quality records on display, where everyone can see them.

Be generous with your praise when you see someone make a special effort,
or achieve a significant result. Resist the temptation to moan when things
don’t go so well.

Lead by example: show that you care about quality.

Quality and standards

If quality is to be adequately controlled, it should be measurable against
standards.

The standard for a particular commodity or service must be written down in
such a way that it is clear exactly what criteria the product must meet. This
is necessary so that any differences between the standard and the product can
be assessed, and, if necessary, corrected.
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To take two examples as follows.

A company producing a technical item such as a radio or television
will have specifications for each individual component, indicating the
size, value and other characteristics. If the components are delivered
in batches, sample items can be measured, in order that the likelihood
of the batch conforming to the specification can be determined. Then,
when the components are made up into subassemblies, their
performance is also measured. Finally, the end product is tested, to
make sure it complies with the product specification.

Organizations delivering something that is not measurable, such as a
financial service, may use independent assessors to evaluate the
performance of their products. For small companies, this ‘comparison
with a standard’ may be carried out by one individual. The quality
standards of a small hairdressing business, for instance, may be set and
continuously assessed by the owner. Larger organizations, such as
store chains, typically control standards of service partly through staff
training programmes, and partly by carefully monitoring the response
of its customers.

The most important thing is for an organization to have a well-defined
quality system that can ensure products meet an agreed standard of quality
consistently. In other words, checking or sampling products for quality is
essential, but an even more important requirement is a system that ensures
that products are made or supplied to the right level of quality in the first
place.

The quality of a product or service is a reflection of the way the
producer or supplier is organized and managed.

A quality system can be defined as:

‘the organizational structure, responsibilities, procedures, pro-
cesses, and resources, for implementing quality management.
Dennis F. Kehoe, The Fundamentals of Quality Management?

The British Standards Institution, working with international bodies such as
the International Organization for Standardization (ISO), has developed the
quality systems standard BS EN ISO 9000, which has been updated and is
now known as ISO 9000:2000.

2 Published by Chapman and Hall, 1996.
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ISO 9000:2000 sets out a number of steps or elements that define what
organizations have to do to set up and maintain an adequate quality system.
If they do this to the satisfaction of the awarding body, they are given
accreditation to the standard.

What'’s in this standard? To give a flavour of what it contains, we’ll go over a
few major points. ISO 9000 encompasses the following areas.

The quality system

The system must be fully documented, the principal document being the Quality
Manual, which sets out all the procedures for implementing the system.

Management responsibility

Every organization is required to have a documented quality policy, which must
be read and understood by all employees, together with an organization chart
showing who is responsible for what. A key appointment is a management
representative. This person ensures that all aspects of the standard are complied
with, and reports to the organization’s senior management on the performance
of the quality system.

Resources, procedures and processes

All the resources of the organization should be managed in such a way that they
support the objective of quality. This means human resources, the environment
in which they work and the tools and equipment they use to do their jobs.

Where appropriate, procedures relating to production, customer relationships,
product design, materials procurement, and inventory management should be
established with the aims of quality and customer satisfaction in mind. This
requirement only needs to be met so far as it is relevant to the organization. For
instance, a firm of solicitors is unlikely to need an elaborate inventory
management system.

All the processes in the organization should be capable of measurement, not
only to ensure that quality standards are being met but to identify ways of
improving in the future. The requirements are explained in much more detail in
Achieving Quality.

Purchasing

The suppliers to an organization should either have ISO 9000 accreditation
themselves, or the organization must assess their quality assurance system.

Product identification and traceability

Purchased goods and services must always be traceable to the company that
supplies the product. The organization’s manufactured products must be

41



BN Session B

BN 42

traceable to suppliers of the raw materials, production batches, and, if
appropriate, to specific operators, shifts or machines. In addition, all parts have
to be clearly identified.

Process control

Work processes must be documented and controlled to prevent error, and to
ensure the customer's exact requirements are met. Clear work instructions,
training, planning, and equipment must all be provided. In addition, the various
stages of production must be documented, so that product faults can be
identified and rectified quickly.

Inspection and testing

Inspection and testing operations for incoming goods, in-process work, and for
the final product, have to be documented and the performance of them
controlled.

Corrective and preventative action

Whenever a product fault occurs, or a supplier does not deliver goods or
services as agreed, or customers complain, or there are internal problems within
the organization, the cause must be identified, and steps taken to prevent any
recurrence.

Internal quality audits

The organization must carry out internal quality audits, to ensure the quality
system is working satisfactorily.

At this point, it would be tempting to say ‘so much for quality’, as if this brief
section had said all there was to say on the subject. In fact, we have hardly
skimmed the surface, and you might consider whether you should study this
important discipline further. There are related titles in this series listed at the
back of this workbook, such as Understanding Quality and Achieving Quality.

Controlling plant and equipment

The responsibility first line managers have for plant and equipment varies a
great deal. Almost certainly, you will have responsibility for the way some of
the equipment in your area is used from day to day.
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Let’s look at two typical critical control points that will concern many first line
managers.

Providing adequate working space and arranging equipment in the
workplace.
Maintaining and servicing equipment.

Assessing space and arranging
equipment

If you are serious about making the best use of the space available, it’s
probably a good idea to draw up some kind of floor-plan of the work area
which shows:

the layout of the walls, doors and windows, drawn to scale;
the location of equipment that cannot be moved;

access to services, such as water and electricity;

routes people and materials tend to take.

There are a number of software packages available to help you do this. The
diagram below is an example.
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L]
4 mins

Activity |9 | :

Suppose you are going to lay out a new work area for your workteam. (If you
don’t have a fixed work area, imagine you are laying out a new office or shop
floor.)

Jot down three things that you would try to achieve in your layout. Here’s
one suggestion to get you started.

Accessibility — so that it is easy to get to any part of the work area.

Here are some other points that you may have included in your list.
Maximum flexibility

Can the layout be changed reasonably quickly to meet changing circumstances,
perhaps for meetings or training?

Best use of volume

Are you using all the space (up to the ceiling?) as effectively as possible? This is
particularly important in storage areas.

Maximum visibility

Can you see the whole work area at once?! Are there any unplanned out-of-sight
areas!

Minimum distance
How much do people have to move about unnecessarily? Are routes direct?
Minimum handling

This follows from the previous point. Moving things about can be tiring, and risks
damaging them.
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Minimum discomfort

Is the area draught-free so far as possible? Is the lighting adequate? Are the
heating and air-conditioning levels appropriate?

Maximum safety

Are there any avoidable or unidentified hazards? For example, is there adequate
space around machines! Are safety controls such as emergency alarms within
reach! Are emergency exits accessible?

Security

Are expensive items kept in well-lit areas in full view, preferably under lock and
key? Is access limited to those who need to enter the area?

One-way flow

If practicable, work should flow in one direction through the area so as to avoid
cross traffic.

To assess how well workspace is used, various measures can be used. One is
to talk in terms of ‘output per square metre’.

L]
3 mins

Activity 20 | :

Can you think of another way to measure how well space is used?

There are several possibilities, including:

square metre per employee — useful for planning for people’s needs during a
period of expansion;

productive area as a proportion of the total floor space, in square metres —
an overall measure of how much space is used for the actual job;
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B unused space as a proportion of the total floor space — a measure of non-
productive space;

B used space as a proportion of total volume — useful for designated storage
areas.

When you are changing things around, you may need to assess your proposed
new layout in these kinds of terms.

4.2 Maintaining plant and equipment

Perhaps your workplace, like many others, has a separate maintenance
department. Nevertheless, maintenance is normally part of the responsibility
of every first line manager.

You probably have responsibility for:

getting a normal life’s work out of the equipment in your area;
reporting failures as soon as they happen;

arranging for regular maintenance;

training the workteam in good habits, so that equipment is not misused.

There are two aspects of maintenance:

m breakdown maintenance — getting a machine repaired when it fails;
B preventative maintenance — carrying out routine inspections and parts
replacement to prevent failure.

L]
3 mins

Activity 21 | :

If you were responsible for operating a preventative maintenance system for
some equipment under your control, what information do you think you
would need? Write down one item of information that you would feel to be
necessary.
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m  how frequently each item of equipment should be serviced;
B exactly what has to be done during each service.

Some useful documents would be the following.

B A maintenance schedule

This lists all equipment and states when and how it should be serviced. The
information is based on the manufacturer's recommendation and on past
experience. There may also be a statutory requirement for regular, scheduled
checks, for example on pressure vessels and relief valves.

m Check lists

A check list is like a guided tour of the equipment. It describes the important
points of a machine, in a systematic sequence. It provides instructions on how
to spot trouble or possible failures, and gives information as to what to do about

them.

The following is an example of a check list.

Component Instructions Monthly Quarterly Six monthly
or system
Electrical Inspect switch for poor
contact or short. Replace if X
necessary.
Look at wire for fraying or
loose connections. Replace if X
necessary.
Table Test table settings for
tightness. Adjust if necessary. X

Preparing lists of inspection and maintenance instructions is obviously a
task that requires considerable knowledge and experience, as well as time
and attention. However, such lists are effective tools in the control of

equipment.
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5 Controlling work methods

In all probability, you frequently have to make decisions about:

m what is to be done;
m who is to do it}
m how it is to be done.

In every decision you make you are defining standards.

.
. .

L]
5 mins

Activity 22 | :

L] L]
.

Think of any job at work that you might ask one of your workteam to do.

Jot down some of the information you would include regarding the standard
for the job. Try to think of at least four items.

Assuming that your workteam aren’t experts in the job you are asking them
to do, they would need several pieces of information.

Listed below are the main headings. See whether you can fit the points you’ve
suggested under these headings.

m Method

This may need to be a clear; unambiguous statement of the steps to be taken.
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Equipment

This is especially important if there is a choice to be made.

Time

You may have to specify how long the job should take. You may have derived a
standard time using work study methods, or you may just have to use your
judgement as to what is a reasonable time to complete the work.

Materials

This may be a list of ingredients or a drawing.

Production aids

Any fixtures, utensils, small tools, software, workstations, or other devices
needed to carry out the job may have to be listed.

Quantity

A clear indication should be given of the amount of work to be done, including

the quantity of materials to be used.

The list will vary according to the experience and seniority of the team
members involved.

The amount of detail provided will depend largely on the experience of the
people doing the job.

Here is one example of a work method definition.

Title: Vegetable Risotto

Materials and quantities required:

| small onion pinch of mixed herbs

| stick celery salt and pepper

| tomato % teaspoon (2.5ml) yeast extract
2 oz. (50g) mushrooms 2 teaspoons (10 ml) tomato purée
20z. (50g) raw rice | oz (25g) cheddar cheese, grated

8fl oz. (225 ml) vegetable stock

Cooking method

I Chop the onion, celery, tomato and mushrooms and put into a small pan
(equipment) with the vegetable stock, herbs and rice.

2 Bring to the boil over a gas ring or hot-plate (production aids), cover and
simmer for about 20 minutes (time) until the rice is tender and the stock
absorbed.

3 Add seasoning and yeast extract to taste, and stir in the tomato puree.

4 Serve with grated cheese.
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Most people could probably manage to produce a meal of an acceptable
standard by following the work method above.

Notice that there is some scope in this method, to allow for personal taste,
in the amount of seasoning that is added. That may make the difference
between a delicious meal and a disaster!

The more precisely performance standards of this kind are defined, the
greater the control.

Next, we turn from the control of work methods to the control of work
flow.

Scheduling work flow

Control of the flow of work is often a critical consideration for any first line
manager. You may be expected to achieve a defined amount of work in a fixed
period, and have responsibility for meeting that target by employing your
workteam and equipment effectively.

Let’s look at an example of a work flow problem.

L]
4 mins

Activity 23 | :

Imagine you are in charge of three separate work centres or workteams and
you are asked to complete four orders in the coming week. Each order will
go to all three of the work centres, but they will go to them in different
sequences, and for different lengths of time.

Here is a chart showing you what is required from each order and in what
sequence, assuming one working day equals eight hours. To take an example,
the requirement for order number 3 is that work centre B should perform
operation | (six hours), work centre A performs operation 2 (four hours),
and work centre C performs operation 3 (eight hours).
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Order no. 2 3 4
Operation | | | 2 | 3 I 2 131 12]3 2 3
sequence

Work A|lB|IC|C|A|B|/BJ]A|C|A|C]|B
centre

Estimated | 4 | 8 | 2 | 10| 4| 6| 6| 4| 8| 4| 10|12
time (hrs)

Describe briefly how you would set about scheduling these operations.

Perhaps you said you would draw up a plan, schedule or timetable showing
the orders planned for each work centre each day.

One type of chart useful in this situation is called a Gantt chart, named after
the American industrial engineer Henry Laurence Gantt who developed it

around 1915.

Here’s what one version of our figure might look like when drawn in on a

Gantt chart.

Gantt chart

Work (O = Order number, and idle periods are shaded)
centre

A ol | 02 | | 03 | |

B Ol | o2 | o3

C ®) 02 o3

I
Day Monday Tuesday | Wednesday | Thursday | Friday | Monday | Tuesday
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L]
3 mins

Activity 24 | :

L] L]
.

Look at the chart above and jot down two problems that would arise from
organizing the flow of work in the way this chart shows.

The flow of work is orderly and systematic, but you probably realized that:

only three orders are completed;

even the three orders that are completed aren’t finished within a week as
required: they go into Tuesday of the following week;

equipment is going to be standing idle for long periods of time.

This version does not achieve what we want, so we must try again. It’s largely
a matter of trial and error.

L]
15 mins

Activity 25 | :

L] L]
.

Experiment with the blank chart below and try to arrange the work so that
it is completed by the end of the week, and keeps to the required operation
and work centre sequence for each order. (Hint: you will need to re-arrange
the orders.) Two copies of the blank chart are given, in case you don’t succeed
on your first attempt.

Order no. I 2 3 4
Operation | | | 2 | 3 I 2 31 |2]3 I 2 3
sequence

Work A|lB|IC|C|A|B|/BJ]A|C|A|C]|B
centre

Estimated 4 | 8| 2 10| 4| 6| 6| 4| 8| 4 10 | 12
time (hrs)
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Gantt chart

Work

centre

A

Day

Monday

Tuesday

Wednesday

Thursday

Friday

Monday

Gantt chart

Work
centre

A

Day

Monday

Tuesday

Wednesday

Thursday

Friday

Monday
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Here are two possible solutions. You may well have thought of a different
version.

Gantt chart
Work (O = Order number, and idle periods are shaded)
centre
A Ol | 04 02 o3
B Ol 02 o3 04
C o2 ° o4 03
Day Monday Tuesday | Wednesday | Thursday Friday

Gantt chart
Work (O = Order number, and idle periods are shaded)
centre
A 04 | Ol | O3 02
B o3 Ol o4 02
C o4 o2 o3 ?
Day Monday Tuesday | Wednesday | Thursday Friday

You can see that, by re-arranging the orders, it is possible to complete them
all within five days. There is no magic formula for devising work schedules —
it's often largely a matter of trial and error. The process can be time-
consuming, but saving half a day in your work schedule more than
compensates for having to spend half an hour on the Gantt chart. Also, there
are software packages that will do the job faster.

The Gantt chart provides a clear picture of:

what needs to be achieved at every work centre each day;
when the work centres are idle.

The techniques we have discussed are useful and, with some modifications, can
be applied to many kinds of work. In the next session, we’ll look at the use of a
Gantt chart in planning a project that is composed of a number of jobs.

Drawing up plans and schedules like these can be quite a challenging task.
Persuading the workteam to follow them is another challenge. We’'ll look at
this aspect next.
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o / Control and people

Can people be controlled?

In this unit, we have been discussing control techniques. Yet when it comes to
people, the word ‘control’ is perhaps a less relevant word.

Experience tells us that, in normal working life, managers cannot — and, if they
are sensible, don’t even attempt to — control every action of the people they
manage.

Getting team members to meet objectives and to follow standards is not so
much a matter of control as of motivation.

L]
3 mins

Activity 26 | :

In your own words, describe what you understand by ‘motivation’.

Motivation is about getting people to want to do things, rather than trying to
make them do things.

One of the best ways to motivate people to work well is to allow them to

have responsibility and control over their own work. Imposing stringent
controls usually has the effect of making others less well motivated.
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7.1

So you could define the task of a team leader as finding the right compromise
between the two extremes of attempting to keep every activity under strict
personal supervision, and allowing team members to do as they please.

You want to monitor events and activities, because you may need to take
action when things start going wrong. Yet if the team feel that they can’t do
anything without checking with you first, they may feel undervalued and
demoralized.

The trick is to build up mutual trust and understanding, and to help
create an atmosphere in which everyone wants to make a positive
contribution.

Creating the right atmosphere

If you’ve been lucky enough to have had the experience of being in a group
where there is a pleasant, friendly and open climate or atmosphere, you will
know how effective such a group can be. It’s often because:

members support each other and stand up for each other;

there is real communication;

people seem to care about the standards of the group;

everyone’s views are listened to, and everyone’s efforts are appreciated.

Perhaps you agree that this is the kind of atmosphere every workteam should
aim for.

It can’t be done overnight, and takes a lot of effort. But it’s well worthwhile
working at it.
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L]
3 mins

Activity 27 | :

What can a first line manager do to help develop this kind of positive
atmosphere?

Choose the preferable option from each pair listed below.

Tell the team not only what they [] OR b Use the ‘need to know’ principle. L]

need to know to do

the job, but Tell the team enough to do the job

the background to the work — why to the required standard and no

it's needed, who the

customers more, on the basis that anything

are, what will be the effects of else is none of their concern.

getting it wrong, and so on.

Discourage discussion, unless it’s [] OR d Encourage discussion about any L]
relevant to the job in hand. aspect of the work, the

organization and the team.

Give responsibility to all team ] OR f Retain as much of the L]
members, as far as you think they responsibility for yourself as you

are able to handle it. can.

Show the standards of work you L] OR h Give recognition and praise freely — []
expect and stamp hard on any and generously. Show that you

failures. appreciate the work they do.

Don’t get involved in the lives and  [] OR j Make it your job to get to know L]
interests of the team; who are you every individual and to find out

to interfere!?

what makes him or her ‘tick’ —
without intruding into private
matters.

You would have done well to choose responses a, d, e, h and j. If you read
these paragraphs again, you may agree that they represent what might be
called the ‘open and trusting’ approach.

However, you may not totally agree with this approach. You might point out
that some groups work well together with a leader who is dour and
unbending, who achieves results by setting high standards for himself or
herself and expecting others to do the same. We all have our own style. There
is no such thing as a fixed set of rules for motivating people.
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7.2 Job enrichment

These days, organizations are tending to move away from the tradition of
breaking jobs down into simple and (often) menial tasks. There is a growing
acceptance of the fact that most people:

will take a much more positive attitude to work if they're given the
opportunity to use their skills and talents to the full;

are quite capable of handling responsibility;

are much more productive when they enjoy what they’re doing.

.
L) L]

15 mins

Activity 28 | :

L] L]
.

Here are some ideas for enriching jobs. Read it through and for each point,
say what you might do to apply the concept to your own team and work
situation.

Let individual team members see a whole job through from start to finish,
rather than breaking the job down into small tasks.

Increase the level of responsibility for the job wherever and whenever
possible.

Reduce the level of supervision, giving team members greater control over
the way they approach a job, the equipment they need and so on.
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B Increase the range of tasks which you delegate.

B Give individuals every opportunity to become expert in some specific task or
sphere of activity.

B Seek to widen the scope of jobs for which you and your team are
responsible.

B Make sure that jobs are meaningful and that team members can see their
relevance.

There are many possible answers to these questions, and yours will apply only
to your own circumstances. For example, you might have written, in response
to ‘Increase the level of responsibility for the job wherever and whenever
possible’:

B ‘Hazel could take responsibility for checking that new jobs are allocated a
number, and are entered on the tracking software.

59 I



BN Session B

I 60

7.3

Or, in your response to ‘Seek to widen the scope of jobs for which you and
your team are responsible’:

‘| don’t see why we could not give candidates a preliminary interview, to save
the time of senior staff, and weed out the really unsuitable ones’

Training and development

A workteam is a wonderful animal. Unlike most equipment, it can be trained
and developed to adapt to changing demands and new situations.

You are probably carrying out training all the time. Each time you explain a
new process or answer a query, you are adding to the workteam’s knowledge.
As tasks are performed, team members gradually become more proficient.

Perhaps you have more formal responsibilities for training as well. Whether
you run formal training courses yourself, or leave it to a specialist, you play a
large part in recognizing training needs, and selecting people for
particular training.

L]
3 mins

Activity 29 | :

Introducing a new piece of equipment is one situation that would suggest a
need for training. Try to think of two others.

Some examples are as follows.

an increase in accident rate
materials being wasted

low output

poor quality

Specific performance problems.
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introducing a new method
introducing new equipment Changes in work patterns.
starting a new kind of task

wanting to give an individual

the chance to develop

needing to fill a skills gap Broadening skills.
planning to expand the team’s

activities.

Training can provide new opportunities for individuals, for the team and for
the team leader.

To summarize this section, four points can be made.

Controlling work effectively is not only a matter of organizing and employing
specific techniques — it is also about getting the team to want to achieve
objectives and to measure up to high standards.

The better the atmosphere, and the greater the understanding between team
members, the more likely it is that work will be successful and under
control.

Job enrichment is one, very significant, approach to motivation and increased
productivity.

Training can give the workteam the chance to develop and broaden its skill
base.

The key to controlling work is in managing and motivating the
people.

Making your contribution

The following Activity is intended to help you identify ways in which you could
improve your performance in contributing to the control of resources. It
refers to topics we have discussed in Sessions A and B.
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S/INVQ BI.2

Activity 30 | '5' :

This Activity may provide the basis of appropriate evidence for your S/INVQ
portfolio. If you are intending to take this course of action, it might be better
to write your answers on separate sheets of paper.

How could you increase the opportunities for your team members to take
individual responsibility for the efficient use of resources? (You may want to
look back to your responses to Activity 28.)

Explain how you monitor the use of one type of resource. (Is it done at
regular, appropriate intervals?)

Suggest one way that you might improve your continuous monitoring of the
quality of the resources your team use, to help ensure that the quality of the
goods or services you provide is consistent.

Give an example of a recommendation you have made (to higher level
managers, colleagues at the same level, team members, or perhaps sponsors),
regarding improvements in the efficient use of resources.

What further recommendations have you planned to make! Explain one
recommendation briefly, and say how you will ensure that it is made to the
relevant people in an appropriate and timely manner.
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L]
20 mins

Self-assessment 2 - '

I Here are some problems associated with the control of materials, and a list of possible solutions.
Match each problem with the most appropriate solution.

Problem Possible solution

[N

A delay is caused because materials are not i Improve handling methods.

available when and where they are needed. N . .
ii Ensure that materials are ordered in

b Materials are wastefully used. sufficient quantities, and to the correct
specification.
¢ Materials are found to be damaged when

iii
they are about to be used.

Monitor the consumption rate of each
type of material more carefully.

d Materials are found to be of the wrong type,

' iv Increase security in the stores area.
just when they are about to be used.
v Improve ordering and goods receiving

e Too much of one kind of material is in procedures.

stock, and too little of another kind. )
v

Improve work methods to make more
f Pilfering of materials occurs. efficient use of materials.

2 The following are taken from our discussions on quality. Match each heading or name in the left
column with its correct description, taken from the column on the right.

a Documented quality | i  The dedication and determination that people need in order to
policy bring quality of work to a high standard and to keep it there.
b Quality manual ii  Know-how and training, which enable quality goals to be

translated into quality work.

¢ Quality i All the characteristics of a product or service.

d Quality system iv  The difference between having good intentions about quality and
actually achieving results.

e Ability to achieve v The link between those who set the standards and those who
quality have to interpret them, and between those who do the work and
those who measure the results.

f Commitment to vi  Ensures that products are made or delivered to the right level of
quality quality in the first place.
g Communication vii Must be read and understood by all employees, and contains an

organization chart showing who is responsible for what.

h Attention to detail viii Sets out all the procedures for implementing the system.
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Fill in the blanks in the following statements with suitable words chosen from
the list underneath.

m Controlling work effectively is not only a matter of

and employing specific — it is also about getting the team
to_  toachieve objectivesandto__ upto high
standards.

m The better the and the greater the

between team members, the more likely it is that work will be successful

and under

mjob___ is one, very significant, approach to

and increased

u can give the workteam the chance to

and broaden its base.

m The key to controlling work is in managing and

the people.

ATMOSPHERE CONTROL DEVELOP
ENRICHMENT MEASURE MOTIVATING
MOTIVATION ORGANIZING PRODUCTIVITY
SKILL TECHNIQUES TRAINING
UNDERSTANDING WANT

Answers to these questions can be found on pages 105—106.
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9 Summary

B Four major areas of responsibility when controlling materials are:

m receiving,
m handling;
B processing;
m storage.

B A recipe for quality is the cascade formula: Commitment plus Ability plus Standards plus
Communication plus Attention to Detail — result Excellence.

B The quality of a product or service is a reflection of the way the producer or supplier is organized and
managed.

B ISO 9000:2000 sets out a number of steps or elements that define what organizations have to do to set
up and maintain an adequate quality system. If they do this to the satisfaction of the awarding body, they
are given accreditation to the standard.

B Standards used in controlling work methods may be based on: the method to be employed, the
equipment to be used, the time to be taken, which materials are to be used, production aids, the quantities

to be used.

B First line managers have responsibilities for making sure that equipment under their control is properly
maintained.

B Gantt charts are useful devices when planning work schedules.

B Motivation is more appropriate than control, when it comes to people.
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‘He had been eight
years upon a project
for extracting sun-
beams out of
cucumbers, which
were to be put into

vials hermetically

sealed, and let out to
warm the air in raw
inclement summers. —
Jonathan Swift,
Gulliver’s Travels (1726)

Session C

Planning and
controlling projects

Introduction

We have all planned and controlled projects of one sort or another. You may
have undertaken projects in your job: setting up a new work area, for
example, or conducting a customer survey. Outside of work, most of us have
taken on home projects, such as decorating a room, embroidering a tapestry,
or building a wall.

Projects are activities with specific aims, and usually last for a limited length of
time. We know when a project has started, and when it has finished. It is
interesting and useful to consider the approaches and techniques used in
projects, for they are applicable in many areas of work.

We start by discussing what projects are, and what project managers do. Then
we go on to look at project planning and project costs.

Project management

A project is an undertaking of work that has a definite beginning and a definite
end. Typically, resources — people, materials, workspace and so on — are
assigned for a limited period in order to achieve defined objectives.
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EXTENSION 2

If you'd like to read
more about project
management, the books
listed on page 103 are
worth reading.

I 68

The planning and controlling of projects is called project management. A
project manager has the task of identifying resources, and organizing them
effectively and efficiently.

L]
3 mins

Activity 31 | :

From the information on the previous page, try to identify two ways in which
project management differs from most other kinds of management.

A project manager, unlike most other managers, has to:

m  work to definite ends, and within a specified time period;
m control resources on a temporary basis, after which many of them will be
released for other activities or uses.

So project management is in some ways easier: you know that the task will
finish once you have achieved your objectives, and that you and your team can
focus on these objectives without being distracted by unrelated tasks.

However, project managers often have to work to very tight constraints, and
may therefore find themselves under stress because of this. Also, some or all of
the project team may be working on more than one project at the same time.

Project constraints are related to:
B costs, which determine the amount of resources available;

m time, which is seldom in sufficient supply;
m quality, which involves all the characteristics of the project outcome.
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It is important to remember that the stages of project control are no different
from any other kind of work control; the diagram we saw earlier is still
applicable.

| Define objectives

1]

2 Make a plan -

v

3 Communicate

the plan within 7 Take corrective
the team action, modifying
A/ the plan if
4 Set performance necessary
standards

5 Collect data to
measure progress

6 Compare results
with standards
and objectives

T If there are

discrepancies ...

3 The germ of a project

How do projects come about? Normally, someone — a customer, or the
organization’s senior management — will define a broad objective. Every
project:

B begins its life as an idea, conceived in somebody’s head;
B is usually proposed either as a solution to a problem, or as a means of

exploiting an opportunity.

Projects can be large or small.
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Activity 32 - -

Think of one or two projects you have been involved in, and try to
summarize the idea(s) the original project proposer must have had.

Some examples of project proposals are as follows.

B The marketing staff of a company making washing powder proposes that an
existing product be modified to make it more environmentally friendly, which
their surveys tell them customers want.

B A catering manager decides it’s time to design a new menu.

B The overworked partners in a legal practice decide they would like to recruit
two more clerks, to take over some of the routine tasks.

m A first line manager decides to reorganize her team’s work area.

B The senior managers of an organization that is expanding decide that a new
location must be found to house some of its activities.

B The safety officer of an organization proposes to set up training courses for
all managers, to ensure they are acquainted with new health and safety
legislation.

B A team leader wants to get his team to be more aware of customers’ needs.

B A nursing supervisor is asked to devise an improved booking-in system for
patients.

B A manager decides she would like to reorganize the department’s paperwork
system, to cut down on bureaucracy.

B A customer of a training company requests a new course designed for its
specific needs.

B A finance manager, dissatisfied with the organization’s accounting system,
proposes that its computers should be upgraded.

At the earliest stage, proposers cannot be sure that the project will be
realizable, within time, cost and quality constraints. They therefore need
answers to the questions: ‘Can we afford it? Can it be done in the required
timescale? Will it meet all our needs?
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For a large project, it will not normally be possible to determine the answers
to these questions without further detailed analysis. A feasibility study may
therefore be set up. Such a study will look into all aspects of the proposal, by
making costs calculations, identifying possible problems, and attempting to
predict what will happen if the project goes ahead.

A feasibility study isn’t usually necessary for smaller projects; instead, the
feasibility aspects are considered as part of the project planning. In either
case, the more thought and analysis that takes place during the early stages,
the more successful the project is likely to be.

Knowing what you want to
achieve

Suppose you are assigned as leader of a project, and have a team to work with
you. How do you begin?

L]
4 mins

Activity 33 | :

What do you think should be the first few activities for any project, before the
planning stage?
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Even if a feasibility study has already taken place, the team will need to do the
following.

Discuss the project at some length: ‘What’s it all about?

Get together all the information they can collect about the subject of the
project: ‘How can we acquire knowledge?’

Make sure the objectives are very clearly understood, distinguishing between
those that are essential and those that are only desirable: ‘What must we
achieve?

Perhaps look at similar earlier projects: the way that other teams have gone
about things, and the lessons they learned: ‘Has this been done before? When
and how?”

Know what the constraints are, in terms of costs, quality and time: ‘What are
the controls and restrictions on our work?’

Identify how individual team members’ knowledge and experience can
contribute to the approach: ‘What do we know? What can we do?

You may find that lack of time or resources makes it impossible for you to
achieve all the specific objectives given to you. In this situation you must
prioritize the objectives by assessing their importance and urgency, and
then putting them in the order in which they will be done.
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Activity 34 - -

I Make a list of the tasks facing you during the next few days.
For each one, ask yourself the following questions.

m How important is it?
m How urgently must it be carried out?

2 Write each task down in the appropriate box on the chart below.
3 Number the tasks in each box in order of priority.
High

Very urgent but not very important Very important and very urgent

Not very important and not very urgent

Urgency f--------mmmmmmm o A —
i Very important but not very urgent

>

Low Importance High

By using this guide, you can prioritize your tasks, starting with the very
important and very urgent ones, and gradually working your way down the
list until you reach the least important and least urgent.

During these initial activities, the team will have the opportunity to get to
know one another better.

The next step is to make a plan.
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‘Amid a multitude of

projects, no plan is
devised. — Publius

Syrus, Moral Sayings
(Ist century BC)
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5.1

5.2

Project planning

You will remember the list we looked at earlier, which said that the plan
should consider:

what, exactly, is to be done;

why the work is being done: for whose benefit;

who is to do each part of the work;

how it is to be done: the approach, processes and techniques to be used;
when the work is to be started and completed, and perhaps dates for agreed
‘milestones’ while the project is in progress;

where it is to be done.

Deciding what is to be done

You learned in Session A, 3.1 Defining objectives that, before carrying out
any task, you must break it down into specific objectives that define the tasks
that you are trying to achieve. These objectives must be SMART, that is they
must be Specific, Measurable, Achievable, Relevant and Time bound.

|dentifying why the work needs to be
done

A key question to consider when defining objectives of any kind is ‘Why are
we doing this’, in other words ‘Who are we doing it for?” All work is for
somebody’s benefit, and that somebody is usually a customer.

Everyone has customers. If you serve in a shop, your customers are the
people who come in to buy goods and services. If you work in the storeroom
behind the shop, your direct customers are probably fellow members of staff
who depend on the service you provide. Some employees have to think about
more than one group of customers. For example, a zoo-keeper must be
concerned about both the welfare of the animals and the interest of the
visitors.
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So you need to be clear about both what you are aiming to achieve and why
you are doing it, in other words who the customer is and what they want
from you. This information will be extremely helpful in enabling you to
complete the objective successfully.

Deciding who will do what

Few teams are composed of an ideal selection of members. If you, as project
leader, have any say in the matter, you will obviously want people on your
team with a range of skills, all relevant to the demands of the project.
However, even if each individual is an expert in his or her own sphere of
activity, it does not mean to say that the group, once gathered as a team, will
combine well.

So, you will need to act, first and foremost, as a team leader. You will need to
demonstrate that you:

are committed to the project and to the team;

will support them, and do everything you can to make them, and the project,
a success;

are looking for their support;

believe every team member has an important part to play.

You will need to recognize, too, that teams, once they have been formed, tend
to go through a storming phase. There is bound to be some uncertainty, as
people find their feet’, and this can lead to conflict. Individuals are trying to
discover the answers to the following questions.

‘Where do | fit in?

‘What will the others expect of me?

‘What can | expect from them?

‘How difficult will this task be?

‘What resources do | need, and how will | tackle this job?
‘What kind of leader have we got here?

This storming phase may show itself as open disagreement, by the group
splitting into factions, or perhaps simply as a general air of nervousness.
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Activity 35 | :

List three steps you think you could take, as team leader, to help the team
through this storming phase.

As leader, you will need to take the initiative, by:

B showing that you are confident of success, and have clear ideas about how to
achieve it;

B encouraging open discussion of all relevant issues;

m focusing on the task in hand, rather than on personalities;

B summarizing the arguments once discussion has taken place and, if possible,
getting a general agreement;

B avoiding situations in which one viewpoint wins and another loses, and giving
credit for all good ideas;

B giving the team time to settle down.

If you want to study team building, and the phases that teams go through, in
more detail, you may like to study Working in Teams in this series. See the list
at the back of this workbook.

When assigning tasks, it is worth remembering that work should ideally
challenge an individual, without being so demanding that the person is unable
to cope. Tasks that are too easy may result in boredom and dissatisfaction;

tasks that are too difficult may lead to failure and loss of confidence.

The team leader, of course, has plenty of challenges, and this is not the least
of them.

5.4 Planning how the work will be done

What is the best way to tackle the project?What resources will the team need?
Which techniques should be applied? What processes should be used?
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For a sizeable project, these questions can seem to be very daunting. Like any
task that threatens to overwhelm, it’s best to break a large project into
smaller components. There are a number of advantages to this approach.

If you have a team of people, each with skills and experience in particular
aspects of the work, they should be able to help you identify separate jobs,
and suggest suitable methods of accomplishing them.

Each person may be able to take responsibility for some of the jobs.

It may be possible to identify and assign separate resources for each part of
the work.

Often, some of the jobs can proceed independently of the others.

You will usually be able to identify milestones (as we will discuss shortly),
which will help you keep the project to time.

It will be easier to keep track of finances, as each job can be costed separately.

Planning the ‘when’

You will recall that we used a version of the Gantt chart for scheduling work
flow in Session B. The chart is also useful for planning project timescales. Look
at this illustration.

mm oo ® >g

6 7 8 9 10 II 12 13 14 15
Time (days)

This looks rather different from the earlier Gantt chart, but it is essentially
the same. Its base is measured in time, as before, and this time the vertical
scale is marked off in ‘jobs’, rather than ‘work centres’.
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In this example project, six separate jobs have been identified. Each job is
represented as a horizontal bar or rectangle, the length of which is an
estimate of the time for the job. The vertical dotted line is the review
date.

The thick horizontal lines underneath the bars show the progress made up to
that date; the length of these lines indicate the actual amount of time spent
on each job. As an example, four days have been spent on Job A, out of the
five scheduled.

This is only one of several possible ways that Gantt charts may be used for
planning project timescales.

Another, more useful planning system, is the critical path method (CPM).
This provides more information, but takes more effort in its preparation.

First, the jobs to be completed are listed in a table, as illustrated in the
example below.

Project: Install machine at new site

Job | Activity Estimated | Precede by | Follow by
time (days)

A | Planning stage 5 - BDG
B | Clear site 2 A C
C | Dig foundation 4 B E
D | Take delivery of machine I A I

E | Lay concrete 3 C F
F Install machine 3 E I
G | Run services to site 4 A H
H | Connect services 2 G I
I Testing stage 5 DFH -
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The time to complete each job is entered (shown here in the third column),
and the jobs that must precede and follow each job are shown (in columns 4
and 5). For example, before the foundation can be dug (Job C), the site must
be cleared (Job B). Once this has been done, the concrete can be laid (Job E).
The only job that must be completed before any work can start is the planning
stage (Job A). Because Jobs B, D and G all follow Job A, they can all be carried
out simultaneously.

Next, the information in the final two columns of the table is used to
construct a network diagram.

Here, the lines represent the jobs, indicated as the job letter followed by the
estimated time. The nodes (circles) are numbered for clarity, and for use
when a computer program is employed.

If you follow the lines from @ to ® in this example, you will see that there are
three possible routes.

D,0,0,® 6, 0 ®=A5+B2+ C4+E3+F3+I5: total 22 days;
@, ®, ®, ® =A5 + DI + I5: total || days;
@, @,6,® ®=A5+ G4 + H2 + I5: total 16 days.

The longest path is the first one (22 days), and this is called the critical path.
(It is indicated by the double lines in the figure.) Any delay to the activities on
this path will delay the whole project. But the other paths are not critical in
this sense: even an extra ten days on the delivery of the machine, for example,
would not hold up the project.

You can see how useful CPM is. In constructing the table and diagram, the
planner is forced to think clearly and carefully about all activities during the
planning stage. Then, once the diagram is drawn, the planner knows exactly
where to concentrate the team’s effort.
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5.6
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2 mins

Activity 36 | :

Look back to the last diagram. Suppose it became possible to reduce the time
to complete the path between nodes @, ®, @, ®, @ by seven days. What
effect would this have on:

a the critical path;

b the focus of the team’s efforts?

Because the total number of days for the path @, @, ®, @, ®, ®, ® is now
22 — 7 = |5, it is no longer the critical path. Instead, the route @, @, ®, @,
becomes the critical path, and more effort would be put into running services
to the site and connecting them.

The first CPM diagram is based on estimated times. As actual times become
known, the diagram should be redrawn to reflect the new situation. When
this is done it, too, can sometimes indicate that the major effort of the team
must be switched to a new area, because the critical path has changed.

Planning where the work will be
done

For some projects, the location of the work is determined by the project
objectives. The re-siting of a machine in the last example is a case in point. But
in other situations, where the team works is a matter to consider carefully.

For one thing, it is beneficial if the team members are in close contact with
one another. Jack Morton, a former head of Bell Telephones, suggested that
two people who must collaborate to produce a result have between them
barriers and bonds of two types: spatial and organizational. A spatial bond
exists if they sit next to one another while working; if they are in different
rooms, there is a spatial barrier. An organizational barrier is present if they
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each report to a different boss, or work in different departments. Morton
said that a single barrier is acceptable, but a double barrier must never be
permitted; this is known as Morton’s Rule.

The ideal project team is one that is assigned full-time to one project manager,
and in which everybody works together in the same place; this overcomes
both types of barrier. Failing this, it is important that the members are either
relocated so as to be together, or that they report to one leader, for the
duration of the project.

As mentioned in Session B, another aspect of workspace is that it should be
appropriate for the task. Any work area that is cramped, over-heated or
under-heated, badly ventilated or otherwise poorly suited for human beings
to be comfortable in, will reduce efficiency. To list a few examples:

B designers need well-lit offices;

B engineers need to be able to move around the machines they are working
on;

m people expected to come up with ideas need to be isolated from distractions
and noise;

m cooks and medical staff need hygienic conditions;

B everyone needs to feel safe and secure.

In this section, we have reviewed plans in terms of:

m deciding who does what (who);
m breaking a project into manageable jobs (how);
m timescales (when);
B location (where).
Now try the following Activity.
o e 15 mins
Activity 37 - :
This Activity may provide the basis of appropriate evidence for your S/INVQ
SINVQ CI2.1 portfolio. If you are intending to take this course of action, it might be better

to write your answers on separate sheets of paper.
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Whether or not you are sometimes engaged in projects, tick the statements
below that are valid for you.
Always Could do

do well more
effectively

| always encourage my team members to L] []
contribute to the planning of work.
My plans are always consistent with team L] []
objectives.
My plans are always realistic and achievable, L] []
within organizational constraints.
| always take account of the abilities and L] []
developmental needs of individuals when planning
the allocation of work.
| always explain my plans to the team in sufficient L] []
detail, and at a level and pace appropriate to the
needs of each individual.
| always take steps to confirm that individuals L] []
understand my plans.
| update my plans regularly, taking account of L] L]

individual, team and organizational changes.

Now take at least two of the above activities in the above statements that you
think you could do more effectively, and explain what actions you intend to
take to improve your performance in this respect.
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During and after your next project, use the list to check your performance
particularly in the areas you have highlighted for improvement. Make notes
here.

Project costs

All projects cost money. The financial aspects can be considered as three main
activities:

estimating the costs;
setting budgets;
keeping track of costs.

Estimating the costs

To get an accurate estimate of project costs, it will be necessary to list all
the individual project jobs, all the materials, and all the equipment to be
used.

Estimating costs is no trivial task for any project, so the first piece of advice
might be summed up as: get any help you can find. You would normally:

enlist the help of the team;

call upon the expertise of individuals, groups and departments with
specialized knowledge, whether or not they are assigned to the project.
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Activity 38 | :

In broad terms, which categories of expenditure do you think would be listed,
when estimating the cost of a project? (One category would be labour costs,
for example.)

The components of cost will vary from one organization to another, but might
be listed as follows.

m Labour

the dalily rate of pay for each team member; times the number of days he or she
will work on the project.

m Overheads

an agreed percentage of the labour costs, to cover items such as lighting, heating,
insurance, and so on.

m Materials

the costs of everything to be bought and used in the project, apart from capital
equipment.
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Equipment
the cost of buying or renting the plant and equipment needed.
Administration charges

an agreed percentage of the project costs, to be charged by other parts of the
organization for services rendered, such as secretarial and accounting
services.

For a project involving the manufacture of something, it may be necessary to
break down each assembly to the level of discrete manufacturing operations
or activities.

To take a simple example, if you were making a wooden table, you might need
to list items such as those shown in the next chart.

For a project of a different kind, the following chart may not be suitable. If you
were developing a new hairdressing salon, for example, you may decide to
hire contractors to do all the work. In this case, your costs may simply consist
of the fees for:

renting the premises;

designing the new layout;

refurbishing the premises;

purchasing chairs, mirrors, dryers and other equipment;
recruiting the staff; and so forth.

Setting budgets

The estimates produced before starting a project may be used to establish
a budget. A budget is an itemized summary of expected expenditure and
income, which is typically used to limit the amount spent on the project.
The budget may be the most restrictive control imposed on the project
team.
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Project: Table

LABOUR: MATERIALS:

No. | Activity Estimated | Actual | ltem Qty Unit Total
days days price £ | price £
0l cutting top to size Wood: 1.2 X 0.9m I
02 planing top Wood: 0.075 X 0.075m | 4
03 turning legs
04 making joints
05 gluing joints
06 fitting legs
07 varnishing and Total £
polishing
EQUIPMENT

Total labour: _ days @ £ per day: | £ Hire of lathe £
Overheads @ __ % £ Hire of plane £
Materials: £
Equipment: £
Admin costs @ __ % £
ESTIMATED TOTAL PROJECT COST: | £ Total | £
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6.3 Keeping track of costs

Most project teams work to a budget, so they know they must not spend
more than a certain sum over the period of the project.

L]
3 mins

Activity 39 | :

From your own experience, note two problems a project team may
encounter, when trying to keep track of costs during the project.

The main difficulty is knowing whether progress is keeping pace with
spending, and include the following problems.

B Possible delays between making a payment and the amount appearing in the
project records.

For any project, especially a large complicated one, strict record-keeping is
essential. This is made easier if you are using a computer to log your activities and
expenditure.

m  Estimates turning out to be wrong: for example, the design phase of a project
may take much longer than anticipated.

It is always important to allow for contingencies when preparing estimates,
perhaps in the form of an extra percentage of the costs.

m  Having many project activities going on at the same time, none of which are
completed, making assessment of overall progress very hard to determine.

Some measure of achievement must be agreed for each type of work. This might

be in terms of, say: the number of bricks laid as a proportion of the total; the
percentage of training days completed; and so on.
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We do not have the space to consider all possible problems for all kinds
of projects, even if that were possible. All project managers need to:

m take time and trouble to get a firm grasp of what is to be done, and
how it is to be achieved, before any other work commences;

m be prepared for the unexpected;

m keep records of every aspect of the project, and make regular
progress reports;

m call upon all the expert help and resources available.

If you want to find out more about how to control costs, you may like to

study the workbook Controlling Costs in this series. See the list at the back of
this workbook.

Self-assessment 3 - o

What are the three constraints imposed on all projects?

2 What is ‘storming’?

3 What is the purpose of critical path analysis?
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4  What is Morton’s Rule?

5 What five components make up project costs?

Answers can be found on page 106.
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7/ Summary

B A project is an undertaking of work that has a definite beginning and a definite end. Typically, resources
— people, materials, workspace and so on — are assigned for a limited period in order to achieve
defined objectives.

B Project constraints are related to:

m costs, which determine the amount of resources available;
m time, which is seldom in sufficient supply;
m quality, which involves all the characteristics of the project outcome.

B Before a project starts, a feasibility study may be set up. Such a study will look into all aspects of the
proposal, by making costs calculations, identifying possible problems, and attempting to predict what will
happen if the project goes ahead.

B Once the decision is made to go ahead with the project, the team will need to:

discuss the project at length;
gather information;

clarify the objectives;

look to similar earlier projects;
know what the constraints are;

identify individual team members’ knowledge and experience.
B Most teams go through a storming phase when first formed.

B The critical path method (CPM) forces the team to think clearly and carefully about all activities, and
helps to identify those activities that deserve the most concentrated effort.

B Morton’s Rule states that both a spatial barrier and an organizational barrier must never be
permitted.
B All projects cost money. We looked at:

m estimating the costs;
m setting budgets;
m keeping track of costs.
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Question 2

Question 3

Question 4

Performance
checks

Quick quiz

Jot down the answers to the following questions on Planning and Controlling
Work.

What's the main difference between a closed loop system and an open loop
system?

What are the first two stages to be carried out, when controlling work?

Which six small words are so useful when forming a plan?

An important stage of work control is comparing performance against
standards. Why should this activity not be done too frequently, and why
should it not be done too infrequently?
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Question 5 Why is it so important that performance standards are well defined and
expressly stated?

Question 6 List four major areas of responsibility that a first line manager will have for
materials.

Question 7 How can a materials variance report be useful in keeping track of
materials?

Question 8 What do we mean by an organization’s quality system?

Question 9 How could you recognize what kind of atmosphere, i.e. the general feeling or
mood, exists in a workplace!

Question 10 Under which three general headings do project constraints fall?




Question |1

Question 12

Question 13

Question 14

Question |5

Performance checks [IINNEGGGG

What do we mean by a feasibility study?

Explain briefly what you understand by the term ‘storming’, in relation to team
formation.

Note two advantages of the critical path method (CPM).

Why is it helpful for a project if the team members are assigned full-time to
one project manager, and that they all work together in the same place!

What is a budget, and why is it important for project leaders?

Answers to these questions can be found on pages 107—-108.
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2 Workbook assessment . :

Read the following case incident and then deal with the questions that follow.
Write your answers on a separate sheet of paper.

For five years, Denny Shakur had been in charge of the administration
office of a large mail order company. She was good at her job, and was
well liked by both her workteam and her manager. However, in a
recent audit by the firm’s external accountants, her section and team
were criticized heavily. A report indicated that Denny had become
sloppy about overtime and the use of operating supplies (that is,
stationery, blank forms, and so on), and had allowed the misuse of
telephones and copying equipment. It recommended that Denny be
issued a budget for these items, and that her manager initiate tighter
controls.

Describe how Denny needs to apply the following four stages of control to
the work she is responsible for:

m setting performance standards;

m collecting data to measure performance;
m comparing results with standards;

m taking corrective action.

Denny would have to develop standards of her own to meet her overall
budgeted target. Suggest at least one way she might do this.

Design a document that would enable Denny to measure the performance
with respect to a set standard for one activity in her department.

What might Denny do to encourage her team to respond positively to the
criticism?
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60 mins

o 3 Work-based assighment . :

The time guide for this assignment gives you an approximate idea of how long
SINVQs A3, it is likely to take you to write up your findings. You will find you need to spend
Bl.2, C12.1 some additional time gathering information, talking to colleagues and thinking
about the assignment.

Your written response to this assignment may form useful evidence for your
S/NVQ portfolio. The assignment is designed to help you to demonstrate the
following Personal Competences:

building teams;

focusing on results;

thinking and taking decisions;
striving for excellence.

What you have
to do I Think back to one project (large or small) that you have been involved in,
either as leader or team member. First of all, describe the project in terms of
the following stages. Do not spend too long on the first part of this exercise;
it is mainly aimed at making you consider what you learned. The questions are
intended as prompts: you do not necessarily have to answer every one. The
stages are as follows.
m Defining objectives.
What were the objectives of the project! Who defined them? To what extent
were they eventually achieved?
m Making a plan.
How would you summarize the plan, briefly? Who took part in preparing the
plan?
m Communication of the plan within the team.

How was the plan communicated? How well was it communicated?

m Setting performance standards.

What standards were set or implied? Who set them?
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m Collecting data to measure progress.
What data was collected? How well was it collected?
m Comparing results with standards and objectives.

How was the comparison made, to check whether the project was on
track?

m Taking corrective action to modify the plan if necessary.

What corrective actions were taken?

Now decide what you will do differently if you are put in charge of a project.
Go through each of the stages again, and write down in some detail what your
approach to the task will be, and how you will ensure that fewer mistakes are
made. Make any assumptions you like about the kind of project it will be; if
you know of a forthcoming project, so much the better.



Reflect and review

Reflect and review

Now that you have completed your work on Planning and Controlling Work, let
us review our workbook objectives.

When you have completed this workbook you will be better able to identify
the stages involved in planning and controlling work, and apply them to your
own environment.

As we have discussed, there are seven stages that are all fundamental to the
control work, of whatever kind.

Define objectives.

Make a plan.

Communicate the plan within the team.

Set performance standards.

Collect data to measure progress.

Compare results with standards and objectives.

Take corrective action to modify the plan if necessary.

NOoON U A WDN —

If one stage is done badly, or missed out, the chances of success tend to
diminish.

m Briefly explain how could you apply one of the seven stages to the work
you are currently doing.
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The second objective was as follows.

When you have completed this workbook you will be better able to control
the resources available to you and your team.

If we include your team in the resources available to you, then you may
consider that your job consists almost entirely of controlling resources.

In session B, we reviewed some resources: materials, plant and equipment,
and people; together with quality, work flow, and work methods. We
discussed four major areas of responsibility when controlling materials:
receiving, handling, processing, and storage.

On the vitally important subject of quality, we noted that the quality of a
product or service is a reflection of the way the producer or supplier is
organized and managed. One quality systems standard, BS EN ISO 9000:2000,
sets out a number of steps or elements that define what organizations have
to do to set up and maintain an adequate quality system.

Maintenance, another key subject, was discussed. As you will be aware, first
line managers have responsibilities for making sure that equipment under
their control is properly maintained.

The control of work flow may be assisted by the use of charts such as Gantt
charts, upon which work schedules can be set out.

So far as people are concerned, it is fairly obvious that motivation is more
appropriate than control.

m Which of these subjects discussed in session B is your weakest area of
management, and which the strongest?

m How will you set about taking actions to improve your skills and knowledge
in your weakest area of expertise!
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The next objective was as follows.

When you have completed this workbook you will be better able to
recognize the importance of setting, and checking against, agreed
standards.

Standards was a recurring theme in this workbook. Let’s remind ourselves of
some of the points made.

| To control something, you need to have some way of knowing when the
process is going as you want it to. The way you do this is to compare
results and performance against a standard. This standard may be in your
head, or it may be a measurable quantity. But without having a standard,
you can’t control anything.

2 The organization needs to be sure that its standards are at least as high
as the customer’s standards.

3 To be meaningful, standards need to be expressed very clearly and should
preferably be measurable.

4 Comparing performance against standards too frequently involves
unnecessary expense and work for no real return. Too infrequent
comparisons can mean that danger signals are missed, which may result
in losses in productivity and output.

5 You need to be careful that the standards demanded of your team are not
too high. If they are, it may be more sensible to change the standard
rather than struggle to meet unreasonable targets.

6 A commitment to quality means the dedication and determination that
people need in order to bring quality of work to a high standard and to
keep it there.

7 Team members can’t be expected to meet quality standards if they are
untrained or unskilled in the work.

8 Sometimes, you may find that your team’s standards are higher than your
own.

9 The standard for a particular commodity or service must be written
down in such a way that it is clear exactly what criteria the product must
meet. This is necessary so that any differences between the standard and
the product can be assessed, and, if necessary, corrected.

|0 Every organization needs to have a well-defined quality system that can
ensure products meet an agreed standard of quality consistently.
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Il The international quality system standard BS EN ISO 9000:2000 sets out
a number of steps or elements that define what organizations have to do
to set up and maintain an adequate quality system.

2 In every decision you make you are defining standards.

m How well do you recognize and acknowledge the standards you and your
team work to? Could you write them all down, if you had to?

m Are you satisfied that the standards you and others set are not too low, and
not too high? If not, what actions might you take to review these
standards?

The last objective was as follows.

When you have completed this workbook you will be better able to
contribute to the planning and control of projects.

A project is a ‘bounded’ undertaking, in that it is planned to last for a limited
time period, and typically has resources assigned to it temporarily.

Planning and controlling projects is not very different from managing other
kinds of activities, because the same principles apply. The seven stages we
listed earlier are all relevant to project management.

We looked at some specific techniques, notably the use of Gantt charts for
task scheduling, the critical path method (CPM) for determining which
activities deserve the primary focus, and cost estimation.

m Do you need to learn more about project management or about specific
techniques? How will you set about finding out!?
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. 2 Action plan

Use this plan to further develop for yourself a course of action you want
to take. Make a note in the left-hand column of the issues or problems you
want to tackle, and then decide what you intend to do, and make a note
in column 2.

The resources you need might include time, materials, information or money.
You may need to negotiate for some of them, but they could be something
easily acquired, like half an hour of somebody’s time, or a chapter of a book.
Put whatever you need in column 3. No plan means anything without a
timescale, so put a realistic target completion date in column 4.

Finally, describe the outcome you want to achieve as a result of this plan,

whether it is for your own benefit or advancement, or a more efficient way
of doing things.
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. 3 Extensions

Extension | Book Production Planning and Control
Author W. Bolton
Edition 1994

Publisher ~ Longman Scientific and Technical

This book is described as aiming ‘to give the student a practical and
comprehensive appreciation and understanding of: the ways in which
manufacturing companies are organized; the nature and diversity of
engineering products; the organization of production; the planning and
control of production’.

Extension 2 Book The Project Management Pocketbook
Author Mike Applegarth and Keith Posner
Edition 1998

Publisher  Management Pocketbooks

Book Successful Project Management

Author Trevor L. Young

Edition 2000

Publisher ~ Kogan Page in association with The Sunday Times

These Extensions can be taken up via your ILM Centre. They will either have
them or will arrange that you have access to them. However, it may be more
convenient to check out the materials with your personnel or training people
at work — they may well give you access. There are other good reasons for
approaching your own people; for example, they will become aware of your
interest and you can involve them in your development.
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Self-assessment | |
on page 23
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Answers to self-assessment
questions

The completed diagram is shown below.

Input Output

A A

7y Process

Y

. Monitoring and
Acg;jisr::ue'}cnt - comparisorg1 with [«—Standard

standard

Feedback control loop

You cannot achieve your objectives, or even know if you are nearing your
objectives, if don’t know what your objectives are.

m All systems are controlled by setting a desired standard, and comparing
results against this standard.

m Closed loop systems have feedback, monitoring and control, but open loop
systems do not.

m Clear objectives are necessary for good control.

m Performance standards should be well defined and expressly stated.

m The big mistake is to assume that you don’t need a plan, because you think
the what, why, who, how, when and where are all too self-evident.

m The cost and effort of monitoring has to be balanced against the
improvements in control that it can bring.

is a project or team objective.
is a task objective.

is an organizational objective.
is a mission statement.

o n o W

The corrected statements are as follows. The actual wording may differ from
yours.

a Everything you do takes up your time, so you shouldn’t check anything
unnecessarily frequently.

b You need to assess performance after you've had enough time to study it,
but before it becomes too late to take corrective action.
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¢ Once a standard is set, it may be necessary to allow for some deviation
from it.

d To be meaningful, standards need to be expressed very clearly and
preferably should be measurable.

e The best way to communicate with the team is to give information at a pace
and level that each individual can deal with.

f Plans need to cover all the people within your area of responsibility, be

realistic and achievable, and take account of the abilities of your team, and

their need to develop their skills.

A plan is a detailed scheme for attaining an objective.

The process of comparison should be quite straightforward, provided that

work objectives are well defined, measurement of results is accurate and

performance standards are clear and precise.

> 0a

Self-assessment 2 I Problem Possible solution
n e 63 . . .
on pag a A delay is caused because ii  Ensure that materials are
materials are not available when ordered in sufficient quantities,
and where they are needed. and to the correct specification.
b Materials are wastefully used. vi Improve work methods to make

more efficient use of materials.

¢ Materials are found to be i Improve handling methods.
damaged when they are about
to be used.

d Materials are found to be of the v Improve ordering and goods
wrong type, just when they are receiving procedures.
about to be used.

e Too much of one kind of i Monitor the consumption rate
material is in stock, and too of each type of material more
little of another kind. carefully.

f Pilfering of materials occurs. iv  Increase security in the stores

area.
2 a Documented quality policy vii Must be read and understood

by all employees, and contains
an organization chart showing
who is responsible for what.

b Quality manual viii Sets out all the procedures for
implementing the system.

¢ Quality i All the characteristics of a
product or service.

d Quality system vi Ensures that products are made
or delivered to the right level of
quality in the first place.
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e Ability to achieve quality ii Know-how and training which
enable quality goals to be
translated into quality work.

f Commitment to quality i The dedication and
determination that people need
in order to bring quality of
work to a high standard and to
keep it there.

g Communication v The link between those who
set the standards and those
who have to interpret them,
and between those who do the
work and those who measure
the results.

h Attention to detail iv The difference between having
good intentions about quality
and actually achieving results.

3 m Controlling work effectively is not only a matter of ORGANIZING and
employing specific TECHNIQUES — it is also about getting the team to
WANT to achieve objectives and to MEASURE up to high standards.

m The better the ATMOSPHERE, and the greater the UNDERSTANDING
between team members, the more likely it is that work will be successful
and under CONTROL.

m Job ENRICHMENT is one, very significant, approach to MOTIVATION and
increased PRODUCTIVITY.

m TRAINING can give the workteam the chance to DEVELOP and broaden
its SKILL base.

m The key to controlling work is in managing and MOTIVATING the people.

Self-assessment 3 I The three constraints on all projects are costs, time and quality.
on page 88
2 ‘Storming’ is the phase of uncertainty which new teams go through as they
find their feet within the group.

3 Critical path analysis is a tool for planning project time scales. All tasks in the
project are listed in a table, together with the time they will take to complete,
and the tasks that will precede and follow them. The information is then used
to construct a network diagram. This identifies the critical path containing the
activities that, if they are delayed, will affect the whole project schedule.

4 Morton’s Rule states that people who work in collaboration need two types of
bond between them — spacial and organizational. If there is a barrier to one type
of bond, the collaboration can still work. If there are barriers to both, it won’t.

5 The five components of project costs are labour, overheads, materials,
equipment and administration charges.
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5 Answers to the quick quiz

Answer | Closed loop systems have feedback, monitoring and control; open loop
systems do not.

Answer 2 The first two stages are: define your objectives and make a plan.
Answer 3 The six words are: what, why, when, where, how and why.

Answer 4 Comparing performance against standards too frequently involves unneces-
sary expense and work for no real return. Too infrequent comparisons can
mean that danger signals are missed, which may result in losses in productivity
and output.

Answer 5 A performance standard is something you measure or assess performance by.
To do this, you need to know, as precisely as possible, what the standard is.

Answer 6 We considered: receiving; handling; processing; storing.

Answer 7 The variance report gives the manager an opportunity to check the accuracy
of forecasts, and to identify major variances in the use of materials, so that
corrective action can be taken.

Answer 8 An organization’s quality system can be defined as ‘the organizational
structure, responsibilities, procedures, processes and resources for imple-
menting quality management’. You may have expressed this in another way.

Answer 9 The atmosphere is usually reflected in: the interactions and communication
between colleagues; what standards are set and followed; to what extent
people help and support one another. You may have mentioned other points.

Answer |0 Project constraints are related to: costs, which determine the amount of
resources available; time, which is seldom in sufficient supply; and quality,
which involves all the characteristics of the project outcome.

Answer || A feasibility study is a preliminary evaluation of all aspects of a project

proposal, in which costs are calculated, possible problems identified and a
prediction made about what will happen if the project goes ahead.
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Answer 12 Storming is a period of conflict, which may occur soon after a team is formed.
It is characterized by friction of various kinds, and is symptomatic of the team
members getting to know what to expect, and what is expected of them.

Answer 13 In constructing a CPM diagram, the planner is forced to think clearly and
carefully about all activities during the planning stage. Then, once the diagram
is drawn, the planner knows exactly where to concentrate the team’s
effort.

Answer 14 This overcomes two kinds of barrier: a barrier of space, which exists if people
don’t work close to one another, and a barrier of organization, which can
exist if they work for different managers.

Answer |5 A budget is an itemized summary of expected expenditure and income, which
is typically used to limit the amount spent on a project. The budget may be the
most restrictive control imposed in the project team.

' 6 Certificate

Comepletion of this certificate by an authorized person shows that you have
worked through all the parts of this workbook and satisfactorily completed
the assessments. The certificate provides a record of what you have done that
may be used for exemptions or as evidence of prior learning against other
nationally certificated qualifications.

Pergamon Flexible Learning and ILM are always keen to refine and improve
their products. One of the key sources of information to help this process are
people who have just used the product. If you have any information or views,
good or bad, please pass these on.
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