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anagers at any project would always strive for.
its timely completion, due to various

advantages associated with it. On time
completion of projects always offers a challenge and
Is not an easy task. It Isimportant to note that an
opportunity cost is always associated with any defay
in completion of a project. These costs may be like,
enhanced establishment charges for the period of
delay, delay in start of production if it happens to be
an industrial project, store rent and holding charges of
materials, price hike and soclal costs due to dealy In
avallublity of public taclliitles such as health bullding,
educatlonal bullding and godown etc. It has also been
observed that a delayed project has led to a number
of disputes, litigations and clalms whereas timely
completed or belore time completed projects were
comparatively free of such eventualitles. Sometimes
dicputes and litigations have been the main cause of
delay and should be avoided by skilful handling by the
management,

Management of activities

A project is comprised of a number of activities and
there are many constralnts In carrying out these
activities which may lead to delays. A few such points
which may require to be dealt by a manager and
could be useful for execution of projects are being
presented through the paragraphs that follow.

a) Materlal requirement planning (MRP): The
requiremnt of materials is estimated in the begining of
a project but procurement schedules are not
prepared based on the likely consumption at site. In
material requirement planning method, a detalled

* Scienlist Coordinator (PME), CBRI, Roorkese.
+ Senior Scientific Assistant, CBRI, Roorkee.

MARCH 1992

scheduling of the work Is done and the material
requirement is analysed on the reallstlc grounds. As
an example (Flgure 1) If we arrange supply of cement
based on average requirement during the year or life
of the pro|act, we may have excess stock Inventory
during the months of February, March, May and
September when there Is no requirement at all.
Similarly we fall short of the required quantity of
cement during April and August when the requirement
Is much higher than the average.
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To overcome such a situation which not only
dlsturbs the progross and budgutary requirements of
a project, the requlrement It based on the
work-executlon schedule, would prove to be quite
useful for the managers. As an example the table 1
glvon below could bo used tor determining the
quantities for placing orders,

TABLE -1

LEAD TIME = 3DAYS, ORDER QUANTITY=100
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PLANNED ORDER
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MR.P ~——— BASED ON MASTER SCHEDULE

This system permits the inventorles only when it Is
actually required. This will save from blocking of
money on account of stores and wastages during
storage. However, still there Is need for making




provision 10 covar varlous unoortaintiuve Ly way of
safety stocks, which Is very nominal.

b) Rescheduling of activities: The network drawn In
the beginning of a project is a tontative plan which
cannot be followed for the entire duration of the
project, because during progress of construction
there may be many slips and unforeseen events
causing delay in construction activities. Such
deviations need to be corrected and modified
perlodically durlng the progress of the project.
Uncertainties are a part of any project and hence
needs proper planning right in the beginning itself.
provision of some flexibilities for such uncertainties is
necessary for the timely completion of projects. Some
of these uncertainities are:

— Unknown Geological soil structure forming basls
of foundation work.

~ Unpredictable time and duration of monsoon.

— Non avallabillity of funds due to political reasons.

— Floods and-cyclone may disturb the area of the
project. L

— Workers & labour unrest Jeading to strikes etc.

— Unforseen problems like power shut down and
spoilage of material during storage.

Any of the uncertainties may delay and activity
which may compel for reschedullng the activities
during executlon of a project. While rescheduling the
activities, resource allocation may be one of the
problem. For example in a time-scaled network the
requlreinunt of workora on diffurent duys can bo onslly
computed as shown In Figure 2,
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The figure shows the envisaged requirement of
workers in the beginning. It shows a peak requirement
of 12 workers on days 4, 5 and 6.

Now If there is a constraint on the avallabllity of
labour and maximum available labour on any day
being 8. The question arises if the project can still be
completed on time (i.e. in 9 days)? As shown in Figure
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3 the project may still be completed In 9 days.

Thus the float of actlvities are useful in rescheduling
or reallocation of resources. A feed-back from the
earller projects may be a gulding factor for
reschedullng. The main object of the rescheduling Is
not to delay the overall final completion time of any
project.

c¢) Just in-time decision: Sometimes It-is not
possible to collect the needed data required for
proper planning of the construction programme. It
could be due to non-availability of financlal resources
to conduct survey and coliact data in advance in
absence of sanction of the project. The project time
being limited does not permit for surveys to collect
data and the pioject is started right away without any
walting aftar thue sanctlon. For such sltustions Just
In-time Declslon may be needed. In order to take auch
decislons we need the prior or advance Informatlon
about the facllities which are available within the
organisation or In the vicinity of the project which
could be used when required. :

Other requirement which may help In Just-In-time
Decision is to keep abreast the execution and
planning staff with the latest developments in the field.
Since for Jus! In-time decisions up- to-date
Information and good management capabilities are
needed; the concept of "Ready-Set-Go" Is of much
help. No walting time, quick declslon, quick action are
the basic requirements, and may prove to be a
booster for expeditious and timely completion of the
project.

d) Quality management: Though the major worry of
the managers is to complete the projects in time, still
the quality concept can also not be overlooked. the
quality works help in their acceptability by the
clients/users and ensures longer life of the structures.
this also adds to the credibility of the executing staff.
There is a need to controf the quality in workmanship
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and materials for each ftem and Individual jobs
forming the overall project. The main aim of quality
management is to minimise and restrict the human
errors and to do the right job In the first instance. The
quality control saves from re-dolng the things and
ultimately save In time, labour and materials which
constitute the cost of project and thus help in
restricting project costs.

e) Management of human resources: It Is through

the human resources that the project progresses and |

takes shape. The human involvement Is as such of
paramount importance for any project. A manager
who can successfully make use of avallable
manpower succeeds In hls mission of achleving the
targets and the one two fails in its proper utilisation is
not likely to be successful. A few things to be kept in
view are: '

(i) Supervisory staff efficiency:

Frustration with the job is not uncommon.

Where there is no variety in the job and It does

not provide any scope for challenge or

Incentlves for the good workers, the bye product

Is frustration. The situation can be avoided by

periodical |ob redesign which can be done

through (a) Job Enrichment (b) Job

Enlargement and (c) Job Rotation.

(@) Job Enrichment can be provided by
introducing job satifaction measures
coupled with a challenge when assigning
work to any Individual worker. He may be
provided with an Gpportunity to work
Independently with more responsibllities of
higher cadre. He willl feel elevated and put
In his best efforts in executlon and
completion of the job assigned.

(b) Job Enlargement can be of much help
where job enrichment is not possible. The
increase in the variety of tasks may be
termed as Job enlargment. But in this the
leve! of responslbillity of individua! remains
the same. Introduction of variety of |obs,
keeps the frustration away and helps In

getting the best of elficiency of the workers.

(c) Job Rotation is assigning the job different
nature (of the similar status or level) to
creats change and enthus interest. As an
example an Individual coutd be put on
constructlon, maintenance, design and
R&D Sections in rotation.

Any redesign means “Change" for thhe
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workers and It requires a great deal gl
care. It Is not a Jugglary of differantta
and levels, It Is the part of a good
management In order to maintaln high
efficiency of a person.

()  Innovative and new techniques:
In order to save money, scarce mal
manpower and time and to optimizeth
use of available resources, it is necsss
to make use of the latest knowledge e
systems developed or avallable. Inhe!
of construction of a building project
Central Building Research Institute,
Roorkes is a ploneering organisation
has developed the new technologles
alternate materials for contruction.

(it) Preventive and safety measures
Engineer-in-chagre at site should enst
that proper salety measures are being
adopted during execution so that the
chances of accident and loss of huma
could be avolded. Proper malntenance
equipments used at site should be e
before start of execution programme,
Preventive maintenance or replacermgs
parts etc. Is chalked out in advance, lo
avoid failures/accidents.

Concluslon
The management of a contruction project is notan
easy task and is full of challenges. A good manags
one who has foreslight of possible problems andl
ready wlith solutlon before the problem |s met. Hg
should have the skl to face sltuation and coma o
with solution where he has not thcught of any
problem and has to face it suddenly. Experience,s
and attaining knowledge about the latest

developments in the field provides a manager
confidence and capabilities to complete the projec
in-time.
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