
CASE 5 

MARKET ASSESSMENT FOR A PROJECT PLANNING SYSTEM 

You ar e a  membe r o f th e Managemen t Scienc e Departmen t o f th e Universit y o f 
Capitalville an d hav e bee n approache d b y a  visitin g consultant , Mr . Smooth , fro m 
Materialist Managemen t System s Lt d (MMS) . MM S have pioneere d th e developmen t o f a 
project plannin g syste m base d o n a  mini-compute r wit h appropriat e inpu t an d outpu t 
facilities an d graphic s display . Thi s tota l syste m i s no t prohibitivel y expensive , an d 
includes goo d softwar e fo r settin g u p networks , identifyin g critica l activities , schedulin g 
resources an d writin g reports . Th e syste m ha s sold  wel l i n Europ e an d th e US A an d MM S 
are considerin g marketin g i t i n Third Worl d countries . 

Mr. Smooth' s proposa l i s fo r yo u t o surve y th e marke t fo r potentia l sale s o f thei r 
system i n you r country . MM S hav e identifie d th e constructio n industr y a s on e suitabl e 
target bu t the y woul d b e happ y t o explor e th e marke t i n othe r sector s i f yo u advis e tha t 
this woul d b e mor e appropriate . MM S would wis h t o commen t o n you r proposa l an d the n 
get yo u t o conduc t th e surve y an d t o writ e a  repor t o n th e results . Yo u will , o f course , 
receive a  suitabl e fe e fo r you r service s an d thu s ar e kee n t o hel p Mr . Smoot h a s h e 
suggests. Yo u accep t th e projec t afte r a  relativel y shor t discussio n o n term s an d 
conditions. 

You describe you r consultancy projec t t o a  colleagu e i n th e tea-roo m tha t day . H e 
expresses interes t an d say s tha t h e ha s som e materia l whic h ma y b e o f relevance . I n du e 
course, h e come s u p wit h tw o documents . Th e firs t documen t contain s a n extrac t fro m a 
report o n attitude s toward s forma l projec t plannin g method s i n th e constructio n industr y 
in Kenya . Th e repor t wa s writte n b y a n MB A studen t a t th e Universit y o f Nairobi . Th e 
second documen t consist s o f a  transcrip t o f a  conversatio n whic h you r colleagu e ha d 
concerning th e us e o f networ k analysi s t o hel p pla n a n extensio n t o th e Kal i Wate r 
Supply. Th e two documents ar e reproduce d her e a s Appendice s 1  and 2 . 

Instruction t o student : 1 . Desig n a  survey . 
2. Conduc t th e survey . 
3. Writ e a  report . 
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APPENDIX 1  Extrac t fro m MB A Student Pape r o n Networ k Analysi s i n th e Constructio n 
Industry i n Keny a 

One of th e characteristic s o f an y developin g countr y i s a  hig h rat e o f growt h i n th e 
construction industry . I n Keny a outpu t fro m th e constructio n industr y i s growin g a t th e 
rate o f approximatel y 20-25% . Th e gros s produc t o f th e constructio n industr y amount s t o 
over 8  million Keny a Pounds . Thi s figure i s expected t o doubl e ove r th e nex t fiv e years . 

The constructio n industr y happen s t o b e on e secto r wher e th e operationa l researc h 
tools o f networ k analysi s an d CP M ca n pla y a  vita l an d ver y advantageou s role . T o tr y 
and evaluat e th e plannin g technique s currentl y i n us e an d th e futur e prospec t o f th e 
employment o f networ k analysi s i n th e industr y I  conducte d a  smal l sampl e stud y o f th e 
planning activity . 

The sampl e use d fo r th e stud y include d ora l interview s wit h fou r leadin g 
contractors an d fou r group s o f architect s currentl y i n operatio n withi n th e Kenya n 
economy. 

The questionnaire presente d belo w wa s use d t o stud y th e plannin g patter n currentl y 
being employe d i n th e constructio n industr y i n Kenya . Attache d als o i n a  summar y o f th e 
results o f th e interview s conducted . 

The plannin g tool s currentl y i n employmen t i n th e constructio n industr y ar e th e 
traditional too l o f bar-chart s an d Gant t charts . I n th e constructio n o f th e chart s n o 
effort i s directe d toward s evaluatin g fo r th e critica l pat h tha t coul d affec t th e projec t 
completion. Th e reaso n give n fo r th e us e o f th e bar-char t i s tha t i t enable d th e sit e 
manager t o kee p the othe r participant s i n the projec t informe d abou t th e job progress . 

Those wh o kne w o f th e existenc e o f CP M a s a  plannin g too l an d wh o readil y 
accepted th e fac t tha t CP M wa s a  bette r too l stil l rejecte d th e ide a tha t i t woul d serv e 
just a s wel l i n th e Kenya n case . Thoug h a  numbe r o f reason s wer e pu t forwar d a s t o wh y 
it ha d no t bee n employe d th e basi c reaso n tha t wa s stresse d throughou t th e interview s was 
the lac k o f know-ho w factor . Fo r t o us e CP M analysi s t o it s fullest , al l th e participant s 
must b e awar e o f th e metho d an d mus t understan d th e logi c o f th e method . Thi s i s wha t 
is lacking . On e responden t reckone d tha t les s tha n 10 % o f th e peopl e involve d i n th e 
construction industr y kne w o f it s existence , le t alon e use d i t a t an y time . 

75 



QUESTIONNAIRE 

Q.l Wha t metho d d o you use in the plannin g fo r job s or project s unde r you r control ? 

ANS (i ) Traditiona l Gantt-char t o r bar-chart , 

(ii) Critica l pat h analysi s usin g bar-charts . 
(iii) Critica l pat h analysi s usin g network analysi s o n arrow diagrams , 
(iv) Compute r use d i n evaluation , 
(v) Other . 

Q.2 Ho w usefu l i s the too l currentl y bein g employed i n your projec t planning ? 

Q.3 I s the pla n thu s draw n u p used , reviewe d an d employe d throug h th e life-spa n o f th e 
project under-hand ? 

Q.4 D o you tender fo r an d accep t governmen t buildin g o r constructio n contracts ? 

ANS (i ) Ye s (ii ) N o (I f ye s t o Q. 4 ask Q.5 ) 

Q.5 Ha s th e Governmen t stipulate d an y particula r plannin g forma t t o b e use d o n thei r 
projects? 

ANS (i ) Ye s (ii ) N o (I f answe r t o Q. l i s (i ) ask Q.6 ) 

Q.6 Hav e yo u ever hear d o f CPM ? 

ANS (i ) Ye s (ii ) N o 

Q.7 Hav e you in your caree r eve r use d CP M fo r projec t planning ? 

ANS (i ) Ye s (ii ) N o (I f ye s t o Q. 7 as k Q.8 ) 

Q.8 Wher e hav e yo u employe d o r com e acros s th e employmen t o f CP M i n projec t 
planning? 

Q.9 Ho w usefu l d o you consider CP M i s as compared t o traditiona l bar-chart ? 

Q.10 I f yo u conside r CP M a s th e bette r tool , wh y the n i s i t no t i n employmen t i n th e 
construction industr y i n Kenya ? 

Q.ll D o you foresee th e us e o f CP M in the constructio n industr y i n Kenya in the future ? 
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SUMMARY O F THE RESULTS OF THE QUESTIONNAIRE S 

1. Al l th e projec t plannin g don e i n th e constructio n industr y i n Keny a use s th e Gant t 
or bar-chart . 

2. Th e reason s quote d fo r th e us e o f th e abov e too l wa s tha t i t wa s th e onl y too l 
currently i n employment withi n th e constructio n industr y i n Kenya . 

3. Th e ba r o r Gant t chart , thoug h use d throughou t th e lif e o f th e project , wa s 
employed a s a  communicatio n tool , s o tha t th e sit e manage r coul d kee p th e othe r 
participants informe d a s t o th e progres s o f th e project . 

4. Th e governmen t o f Keny a contract s architect s an d contractor s o n a  rat e basis , fo r 
the constructio n o f publi c utilities . 

5. Th e governmen t doe s no t stipulat e an y particula r forma t t o b e use d fo r thei r 
projects. 

6. O f th e sampl e interviewe d les s tha n hal f (3 ) kne w o f o r ha d hear d abou t th e CP M 
for plannin g a s a  too l whos e applicatio n i n th e constructio n industr y ca n achiev e 
high returns . 

7. Onl y one architect o f th e sampl e use d had eve r bee n involve d i n a  projec t tha t use d 
CPM and thi s wa s when he wa s working in the UK . 

8. Al l th e thre e wh o ha d hear d o f th e CP M wer e quic k t o agre e tha t i t wa s a  bette r 
tool fo r projec t planning . Bu t the y reckone d tha t it s usefulnes s i n Keny a woul d b e 
limited. Th e reaso n cite d wa s lac k o f know-ho w amongs t th e participant s i n th e 
project. 

9. A  variety o f reason s wer e give n a s to Q.10 . Thes e were : 
(i) Lac k o f know-how . 
(ii) Becaus e man y o f th e ra w material s use d i n th e constructio n industr y wer e 

imported. Thei r arriva l an d dela y mad e an y tim e estimat e ver y vagu e an d 
generally eithe r ver y optimisti c o r pessimistic , 

(iii) Competitio n i n th e constructio n industr y i n Keny a i s no t a s hig h a s tha t i n 
the develope d countries . Thu s plannin g an d projec t delay s d o no t appea r a s 
critical constraints . 
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(iv) Delay s i n projec t completio n o n averag e d o no t cos t th e constructo r a s 
highly a s the y woul d i n othe r countrie s wher e h e operate s i.e . othe r 
developed area s wher e labou r cost s ar e higher . Thu s th e savin g (i.e . cost s 
due t o ba d planning ) ar e no t hig h enoug h t o provid e fo r stronge r reason s t o 
use better planning tools . 

(v) Mos t o f the  project s undertake n ar e no t larg e enoug h t o mak e th e us e o f 
bar-charts a  cumbersom e exercis e an d mos t o f th e suppose d larg e project s 
are usuall y undertake n fo r th e governmen t an d thes e ar e usuall y 
broken-down t o phases. 

10. Al l thos e interviewe d wh o kno w o f CP M sai d tha t i t woul d tak e a  ver y lon g time , 
without committin g themselve s t o an y particular period , befor e CP M a s a  plannin g 
tool enter s the  constructio n industr y i n Kenya . Th e chie f reaso n give n her e i s tha t 
it wil l occur only when most o f th e participants become awar e of th e tool . 
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APPENDIX 2  Edite d Transcrip t o f Conversatio n on Network Analysi s for Projec t Plannin g 

The followin g conversatio n too k plac e betwee n Dr. V.  Portan t o f th e Universit y o f 
Capitalville (VP ) and Mr . G. Lots (GL) of Amundsen , Heat h an d Partners , 

VP Goo d mornin g .. . Wha t ca n I  do for you ? 

GL I  understand tha t yo u teac h Networ k Analysi s her e a t th e Universit y an d I  wante d 
some advice . 

VP Yes . Fir e away . 

GL W e are usin g network analysi s t o pla n a n extension t o th e wate r suppl y fo r th e tow n 
of Kali . A t th e momen t th e networ k i s draw n ou t b y han d an d we'v e don e th e 
planning tha t way . I  wondere d i f i t migh t b e a  goo d ide a t o pu t th e networ k o n a 
computer. 

VP Wha t stag e i s th e projec t at ? Hav e yo u actuall y starte d o r ar e yo u stil l a t th e 
planning stage ? 

GL Wel l that' s th e point . We'v e bee n doin g th e plannin g s o fa r bu t we'r e startin g th e 
project soo n an d thin k tha t i t ma y b e easie r t o pu t i n th e actua l time s whic h job s 
have take n an d re-evaluat e th e networ k i f w e had i t o n a computer . 

VP Wha t mad e yo u us e a  networ k analysis ? I s i t standar d procedur e fo r Amundsen , 
Heath? 

GL N o it isn' t an d actuall y hal f th e mone y fo r th e projec t i s comin g fro m a  Worl d Ban k 
loan an d th e Ban k stipulated tha t i t mus t b e use d b y the consultin g engineers . 

VP Wh y were yo u allocated t o i t -  di d you have an y specia l knowledge ? 

GL No . I  wa s pu t i n charg e o f th e projec t and , afte r we' d bee n tol d t o us e networ k 
analysis, I  read i t u p fo r mysel f .. . I  think i t fai r t o sa y tha t w e onl y use d networ k 
analysis becaus e w e ha d to , bu t w e no w realis e tha t it' s a  muc h mor e realisti c 
method tha n bar-chart s an d i t ha s greatly improve d ou r projec t planning . 
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VP That' s interesting . Well , in terms o f computers , yo u coul d as k yoursel f a  numbe r o f 
questions. Like , how frequently ar e yo u likely t o updat e th e networ k an d ho w ofte n 
are yo u likel y t o re-ru n it . Or , pu t i t anothe r way , d o yo u se e i t a s bein g a n 
occasional ai d o r something fo r clos e control ? 

GL Well , I  thin k we'l l wan t t o updat e i t fairl y frequentl y an d ru n i t perhap s onc e a 
month. 

VP S o it's not fo r clos e control . 

GL No . I  don't thin k w e see i t use d i n that way . 

VP Ho w big is the network anyway ? I  should have aske d yo u tha t earlier . 

GL It' s about 25 0 activities, giv e o r tak e a  few . 

VP That' s no t ver y bi g as network s go . M y feeling, of f th e to p o f m y head , i s t o stic k 
to you r manua l system. Wha t acces s t o computer s hav e yo u got ? 

GL Well , none a t th e moment . Coul d w e try i t o n your Universit y machine ? 

VP I' d b e happ y t o pu t i t o n fo r yo u mysel f bu t it' s a  cumbersom e monster . I  don' t 
think you' d wan t t o us e i t o n a  regula r basis . 

GL Well , thanks fo r th e offer . I  may tak e yo u u p o n it . Bu t you r feelin g i s to g o ahea d 
by hand? 

VP Yes , I  think so . Bu t I' d b e quit e kee n t o tr y t o pu t i t o n th e Universit y machin e a s a 
trial. Le t m e know abou t that . 

GL O K after I'v e had a  cha t bac k a t base . Well , thanks fo r you r help .. . 

Sequel: G L ran g V P a  wee k o r s o late r t o sa y tha t they' d decide d no t t o pu t i t o n a 
computer an d thank s agai n fo r hi s advice . Hi s bos s wasn' t ver y kee n o n th e 
trial ide a bu t perhap s another time . 
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