Project Management Research Institute (PMRI)

7L Case Study#1: The Rehabilitation Township Project

1. The Dilemma and Context

Joseph's project involves building an entire township. This means the overall goal is not just
one deliverable (like a single building), but the realization of a strategic objective:
sustainable resettlement of landslide victims.

Option Joseph's Question Rationale for
Consideration
Project Can | manage this as one It has one clear, overall
very large project with goal: the township.
phases?
Program Should it be managed as a It involves multiple
program? coordinated projects
(housing, infrastructure,
community centers).
Portfolio Is it a part of a larger The company has multiple
portfolio? projects going on
simultaneously.

2. Analysis of Management Options

To resolve Joseph's dilemma, we must apply the standard definitions of Project, Program,
and Portfolio management, focusing on the core concept of benefits realization.

A. Managing as a Very Large Project (High Risk)
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e Definition: A temporary endeavor undertaken to create a unique product, service, or
result.

Application: Managing the entire township as a single project is highly inadvisable.

Reasoning:

o Scope Fragmentation: A single project structure struggles to manage the diverse
elements: land leveling, road construction, utility installation (water/sewer/power),
school/clinic construction, and housing unit construction.

o Benefit Realization: Project management focuses on delivering the output (the
completed structures), not necessarily the outcome and benefit (a functional,
sustainable, and integrated community).

o Complexity: The interdependencies between tasks (e.g., houses cannot start until
utilities are roughed in; roads must align with overall site plan) are too complex for a
single project manager to optimize effectively.

B. Managing as a Portfolio (Incorrect Level)

e Definition: A collection of projects, programs, and operations managed as a group to
achieve strategic business objectives.
e Application: The entire company's total active work (Joseph's multiple simultaneous
projects) constitutes the Portfolio.
e Reasoning:
o Focus: Portfolio management is about prioritization, resource allocation, and
balancing risk across all organizational initiatives.’

o The Township: The township project itself is a single strategic component within
the company's overall portfolio, but it is not the portfolio itself. This management
approach is too high-level to execute the daily work.

C. Recommended Solution: Managing as a Program (Optimal)

e Definition: A group of related projects managed in a coordinated way to obtain benefits
and control not available from managing them individually.

e Application: The township construction is a perfect candidate for Program
Management.

e Reasoning:

o Strategic Alignment: The primary goal is the benefit (rehabilitation/resettlement),
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not just the output (buildings). A Program Manager can maintain focus on this
ultimate benefit.

o Interdependency Management: The work naturally breaks down into distinct, yet
related, projects:
m Project 1: Infrastructure (Roads, Drainage, Utilities)

Project 2: Residential Housing Units (e.g., Phases A, B, C)

]

m Project 3: Community Facilities (School, Clinic, Market)

m Project 4: Environmental/Landscaping/Sustainability

m The Program Manager ensures that the output of Project 1is delivered

just-in-time for the start of Project 2.

o Resource and Stakeholder Control: The Program structure allows for centralized
management of shared resources (heavy equipment, senior personnel) and
coordinated communication with critical stakeholders (government, disaster relief
agencies, future residents).

Conclusion and Recommendation

The best course of action for Joseph is to advocate for and establish a Program
Management Office (PMO) structure for the rehabilitation township.

Joseph's Action Plan

1. Appoint Himself as Program Manager: Joseph should establish himself as the
Program Manager for the "Landslide Victim Rehabilitation Township Program."

2. Decompose into Projects: He must define the large-scale effort into several
component projects (e.g., Infrastructure Project, Housing Project, Community Facilities
Project).

3. Appoint Project Managers: He must assign individual Project Managers to each
component project.

4. Focus on Benefits: His primary duty as Program Manager will be to coordinate the
output of all projects and ensure that the cumulative outcome meets the strategic
objective: a fully functional, safe, and integrated community for the victims. He must
manage the Program Roadmap and Program Risks that affect multiple projects.

This approach acknowledges the scale, complexity, and strategic importance of the work,
maximizing the chance of a successful outcome that delivers the intended societal benefit.
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i% Component Projects of the Township Program

The Program is structured around three main types of work, each becoming a distinct Project
managed by a Project Manager (PM) reporting to Joseph (the Program Manager).

1. Infrastructure Project (Project A) X

This project focuses on the foundational necessities that must be completed early to enable
all subsequent construction.

Sub-Compone
nt

Key Deliverables

Interdependency Note

Site
Development

Land leveling, site grading,
perimeter fencing, securing
access roads.

Must be completed before any
building foundation work (Project B &
C) begins.

stormwater and wastewater
drainage systems.

Utilities Installation of water lines, sewage | CRITICAL: Housing units (Project B)
systems, electrical grid, and and Community Facilities (Project C)
telecommunication conduits. cannot proceed past foundation

without utility rough-ins.

Roads & Construction of primary and Roads are necessary for construction

Drainage secondary road networks, access and for the final use of the

township.

2. Housing Project (Project B) 13

This project focuses on the core deliverable of providing shelter, often broken down into
phases or clusters for better management.
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Sub-Compon | Key Deliverables Interdependency Note

ent

Housing Finalizing standard housing unit | Requires finalized population data

Design designs, material procurement from the Stakeholder Management
strategy. team.

Phase 1 Construction and final fit-out of | Depends heavily on: Completion of

Housing the first set of residential clusters | utilities from Project A in that specific
(e.g., 200 units). cluster zone.

Phase 2 Construction and final fit-out of | Sequencing allows for lessons learned

Housing subsequent clusters. from Phase 1 to be applied.

3. Community Facilities Project (Project C)

uts

This project focuses on the support structures necessary for the township to function as a
complete community, directly supporting the benefit realization goal.

Sub-Compone
nt

Key Deliverables

Interdependency Note

Health &
Education

Construction of a primary school
and a basic healthcare clinic.

Needs to be functional before the
residents move in (the Program's final
handover).

Public Spaces

Construction of a community hall,
market area, and recreational
parks.

Construction may be paced to align
with the completion of Housing
Phases (Project B).
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Logistics
Center

Construction of a temporary
warehouse and site offices for
ongoing program operations.

Needed for the Program
Management team and contractors
early on.

%’ The Program Manager's Core Focus: Interdependency

Joseph's job is not to build a road (Project A PM's job) or a house (Project B PM's job). His job
is to manage the interfaces between them:

e Risk: If Project A is delayed by two months due to bad weather, Joseph must assess
the impact on all subsequent projects (B and C) and implement a program-level
mitigation (e.g., fast-tracking utility procurement).

e Benefits: Joseph ensures that the school (Project C) and the houses (Project B) are
completed and inspected in time for the planned move-in date (the point of benefit
realization).

e Resources: He ensures that the large crane or earth-moving equipment is shared
efficiently between the Infrastructure and Housing PMs without causing conflicts.
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