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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
For high grades use examples and illustrations where appropriate. 

Question 1
Depending on the type of business will depend on the number of projects that company is running at any one time. If a company has many projects to choose from, how do they select the best ones? Making a decision on a new project can depend on many factors; staffing, time, resources, market demand or size of the business, but choosing the right projects will increase the likelihood of project success. The more time spent choosing the right project and writing a detailed project plan at the very beginning the more likely the project will succeed. ”The project selection process starts with all potential projects having to go through a rigorous, repeatable and appropriate selection process.” 1
To assist businesses on deciding on the most appropriate project to pursue they can use a ‘priority quadrant’. The priority quadrant is a convenient tool that helps businesses decide which project they should start. The quadrant is drawn with two bisecting lines. One is for high payoff versus a low payoff. The second bisecting line is for difficulty versus ease of doing a project 8. High/Low payoff indicates how much it will benefit or improve the business; this typically would mean profit, market share or attracting new employees. Difficult/ Easy to do means how much effort the business will need to put in to ensure the project is a success.  The diagram below shows how the matrix would look 2: 
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EASY/HIGH PAYOFF - Contains the best type of tasks. They are easy to complete, and their outcome guarantee a valuable reward. 2
DIFFICULT/HIGH PAYOFF - Contains tasks that require a lot of effort, but will be worth the hard work. 2
EASY/LOW PAYOFF -Contains tasks that are quite easy to complete, but are of small value. 2
DIFFICULT/LOW PAYOFF - Contains tasks that are not worth the time or effort. Dispose of these tasks as soon as possible. 2
The team will place all the researched projects into the quadrant and the project that is easy to complete and has the highest pay off should be the project that the business decides to pursue. This is the simplest matrices but is in graphic form and can sometimes make the decision a business has been toying over stand out to them. The aim of the matrices are to allow businesses to weigh up all the strengths, weaknesses, opportunities or threats of each project and help to simplify the decision making process. As well as the priority quadrants there are other matrices that a business can use: 
A SWOT analysis: is a tool for reviewing potential projects. It is the first stage of planning and helps businesses focus on key issues. SWOT stands for strengths, weaknesses, opportunities, and threats. Strengths and weaknesses are internal factors. Opportunities and threats are external factors. A strength is a positive internal factor. A weakness is a negative internal factor. An opportunity is a positive external factor. A threat is a negative external factor. 3
[image: ]Priority Matrix – a table matrices (shown below) can also be created with a range of criteria where the team can assign points for each criteria. Each criteria could be graded out of ten. For example project A, the team may feel the benefits rate 7/10 points, and it’s very easy to do so the team give it 7/10, but the contribution it would make to the business is 0/10. It would only get 14/30 points. On the other hand, Project B would be quite beneficial, so the team gives it another 7/10, but it isn’t so easy to do, so it gets 4/10. Nerveless, it is in a priority area it earns 9/10. This gives project B 20/30 thus making it the best project to proceed with. 8





It is not uncommon for a project manager (PM) to be given the project after it has been through one of these matrices. In an ideal world, the project manager would be in the project selection process. The PM should ask the question and make sure the project has been through some evaluation process. The matrices will ensure the business has looked at a range of factors before deciding on the optimum project.1
Question 2
Before any project can start the PM and team will need to set some objectives or goals for the project, what does the team want to achieve by the closing section of the project? Goal setting may be the most vital process the team goes through to ensure the success of any project. If everyone on the team knows what they need to accomplish it will ensure they remain focussed, increase motivation, improve group cohesion, increases individual’s self-worth and allows for measurability of the project 4. When the team understands what needs to be done to succeed, it’s much easier for them to contribute. It’s also makes it tremendously easier for PM to do their job, to improve productivity, and to manage. Clear purpose helps everyone succeed and that is what all members of the team should want5. Through the power of goal setting, the PM can set objectives for their teams and watch them accomplish their project. There is a system in place where these goals are set using a thought-out approach; the team will use SPIRIT Goals. SPIRIT stands for Specific, Prizes, Individual Review, Inspiring and Team- Bound. Each letter allows the goals to be focused, measured and evaluated8: 

Specific – the project goals should be clearly defined and identified - be specific what does the team want or not want to achieve. These criteria include measuring time, costs and resources available to achieve the deliverables. The goals should be tangible and measurable.  “Sell more” is vague; “Sell 500,000 units of a product” is specific.6

Prizes – the team should celebrate when they achieve a goal! The PM should reward the team at different points in the goal, particularly if it’s long-term. If the goal is phased the team may go on a team day after each phase is achieved. When they celebrate this will keep the team motivated for each phase 8. 
Individual – All members of the team need to be included in the goal setting process if they are going to own the goals. The PM must find ways to involve all members of the team. The goals must be something that each member wants to achieve. To keep everyone involved, the PM may keep a goals chart on the wall.6

Review – project goals need to be reviewed periodically to ensure the team stays on track. Each member of the team could ‘RAG’ each goal or at each stage. ‘Does the goal make sense? Are we behind schedule? Do you need to adjust certain parts of it?’ 6 .The criteria for each goal could be: 
· Red: Serious issues and the goal will probably be delayed or have significant budget overrun.
· Yellow: Potential issues with goal, schedule or budget, but both can probably be saved with corrective actions.
· Green: On schedule, all good. 7

Inspiring -Frame the goal positively, it should be set as high as possible but achievable 8. The PM will want the team to be motivated but challenged to their full potential. 
[bookmark: _GoBack]
Time-Bound – The goal needs to be time specific, give the team a deadline for achieving the goal. If the project is a long running project the goals should be split into small parts (short term goals) and give the team a deadline for each part 7.
By being strategic and setting goals in a SPIRIT fashion, PM can clearly outline their expectations by keeping them out in the open. In doing so, they increase the probability of team members being successful by up to 70%, thanks to regular reviews and individual accountability. This statistic is supported by the recent research of Dr. Gail Matthews 9. Research in general further proposes that project managers and their teams can (and should) utilize the effectiveness of team commitment by an agreed goal and clear responsibility through SPIRIT goal setting. The benefits therein include increased motivation, increased concentration and improved group cohesion and cooperation 4. “An increased sense of worth amongst the team — because they are able to quantify their progress — has also proven invaluable to changing the atmosphere and increasing both productivity and goal achievement”. 9
As the project progresses, PM are likely to overcome common mistakes like micromanaging, poor communication, lack of inspiration and commitment. SPIRIT goals help PM effectively create the focus and drive the team to operate as high performers. High-performing teams successfully complete an average of over 80% of their projects 9.
With SPIRIT goal setting, priorities become clear. The team will unquestionably function better, because everyone knows exactly what the priorities are and what is expected of them. Along with clarity and celebration, the incentive of being able to measure progress and celebrate each milestone. As team motivation increases, corporate incentive programs can inspire employee loyalty by up to 66%, plus sales, profits and productivity by 50%, 27% and 38% respectively. 9
When setting goals at the start of a project it is much more than simply saying you want the team to achieve something by the end of a set period of time. Unless the PM clearly defines exactly what they want the team to achieve and the teams understand how they will achieve them, the odds of success of the project are considerably reduced. By following SPIRIT Goal Setting the team can set goals with confidence and enjoy the satisfaction that comes along with knowing that they achieved what you set out to do.
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Difficult / High Pay Off



Contains  projects that require a lot of effort but will be worth the hard work


Easy/ High Pay Off


Contains the best types of projects. They are easy to complete, and their outcomes guarantee valuable rewards


Difficult / Low Pay Off

Contains projects that are not worth the time or effort. Businesses should dispose of these tasks as soon as possible


Easy  /Low Pay Off




Contains projects that are quite easy to complete, but are of small value. 
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How d0 yoU get your own ideas accepted? How can you be sure these ideas are good enough to push for?
There are a number of ways you might do this, but one of the most useful is to create a visual reference
to demonstrate our priorities.

The Priority Matrix

For example, we might create a matrix to identify priority criteria for projects. Below are three criteria to
consider but there are other things you might want to consider as well, such as “Will my manager support
this project?” If your manager does not support your project it is usually dead in the water.

Contribution to
Project Benefit Easy to do priority area | Tt
A
B
c
D

You can make this work by assigning points to each criterion, say on a scale of 1-10, or you may assign
points depending on their overall value. For example, contribution to priority area may rate 15 points,
while benefit rates 10 points, and easy to do rates 5 points.

For project A, for example, you may feel the benefit rates 7/10 points, and itis very easy to do so you give
it 5/5, but the contribution it would make is not really a priority in your department so it gets no points
there. It would only get 15 out of 30 points.

On the other hand, Project B would be quite beneficial, so you will give it another 7/10, but it isn’t so easy
to do, so it gets 3/10. Nevertheless, it is in a priority area so it earns a 10/15. Thus its total score is 20 out
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