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Topics Covered 

 

1.Meaning and definition of Project,Project Management . 

2.Objectives of Project Management. 

3.Types/ Forms of Project Organization . 

 

Meaning of Project, Project Management and Objectives of Project Management 

A project is a temporary endeavor designed to produce a unique product, service or 

result with a defined beginning and end (usually time-constrained, and often 

constrained by funding or staffing) undertaken to meet unique goals and objectives, 

typically to bring about beneficial change or added value. The temporary nature of 

projects stands in contrast with business as usual (or operations), which are repetitive, 

permanent, or semi-permanent functional activities to produce products or services. In 

practice, the management of such distinct production approaches requires the 

development of distinct technical skills and management strategies. 

Project management is the practice of initiating, planning, executing, controlling, and 

closing the work of a team to achieve specific goals and meet specific success criteria 

at the specified time. The primary challenge of project management is to achieve all of 

the project goals within the given constraints. This information is usually described in 

project documentation, created at the beginning of the development process. The 

primary constraints are scope, time, quality and budget The secondary—and more 

ambitious—challenge is to optimize the allocation of necessary inputs and apply them 

to meet pre-defined objectives. 

The objective of project management is to produce a complete project which 

complies with the client's objectives. In many cases the objective of project 

management is also to shape or reform the client's brief to feasibly address the client's 

objectives. Once the client's objectives are clearly established they should influence all 

decisions made by other people involved in the project – for example project 

managers, designers, contractors and sub-contractors. Ill-defined or too tightly 

prescribed project management objectives are detrimental to decision making. 

The 4 Types of Project Organizational Structure 

A common way to differentiate between business organizational structures is between 

ongoing operational work versus capital projects.  Operational work maintains an 
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existing sales channel, whereas projects are one-time, unique expenditures with a 

defined budget, beginning and end dates, and they accomplish a specific goal. 

There are four types of organizational structures, each of which has their own unique 

set of influences on the management of the organization’s projects: 

1. Functional 

2. Project 

3. Matrix 

4. Composite 

Functional 

Most organizations are divided along functional lines, that is, each “division” is 

organized by work type, such as engineering, production, or sales. 

 

In the functional organizational structure, projects are initiated and executed by the 

divisional managers, who assume the project manager duties in addition to their 

regular, functional, roles.  They are often given secondary titles such as “Coordinator 

of Project X.” 

In this structure, project managers usually don’t have alot of authority to 

obtain resources or to manage schedules and budgets.  They must obtain approvals to 

utilize resources from other departments, which can be a complex undertaking.  This is 
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because the functional organization is designed to focus on the provision of the 

divisional services rather than project deliverables. 

Project-Oriented 

On the other end of the scale is the project-oriented organization.  These companies do 

most of their work on a project basis and are therefore structured around projects.  This 

includes construction contractors, architectural firms, and consultants. 

 

Project managers are usually full time in the role, and for small projects they might 

manage several projects at once. 

In this structure project managers usually have a great deal of independence and 

authority.  They are able to draw on resources with little required approval. 

In fact, most of these types of organizations have some form of functional divisions 

which are placeholders for resources that can be utilized by all projects.  They are 

usually called “departments.” 

For example, at an engineering firm the geotechnical department is available as an 

expert resource to all projects within the firm. 

Matrix 

Although the project-oriented and functional structures are at opposite ends of the 

spectrum, it is possible to be located somewhere in between (a hybrid).  In fact, most 
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organizations are along some level of the spectrum, utilizing a structure that gives 

project managers a bit more authority without losing focus on the provision of 

functional services. 

 

In the typical matrix structure, a project manager is assigned from within one of the 

functional departments in either a part time or full time capacity.  They are assigned 

project team members from various departments, who are released from their 

departmental duties (at least partially).  Thus, a high priority can be placed on the 

project while maintaining the functional division services. 

However, the project manager and team members are still paid by their respective 

functional departments, thus the final accountability for the project still lies at the 

functional level.  For example, if one of the department managers thinks that they have 

contributed more than their fair share, the project will stall quickly. 

From a theoretical point of view, there are two more adjustments that can be 

made.  A weak matrix retains the management of the project in the hands of the 

functional managers instead of the project team, like this: 
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On the other side, a strong matrix is still a functional organizational structure, but has 

a completely separate project management arm. All of the project roles are still 

fulfilled within the functional departments, but the project manager is on the same 

level as the functional managers. 

 

This project management arm often takes the form of a Project Management Office, or 

PMO. 
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In spite of its name, the terms strong and weak matrix are not meant to imply a level of 

desirability to the organization.  The names have been coined by the project 

management industry which has studied the role of projects within organizations, and 

hence they correspond to strength or weakness in achieving project success.  But if that 

comes at the expense of poorer delivery of functional services, the organizational’s 

goals are not necessarily being achieved.  Hence, the correct project organizational 

structure is one which achieves the organization’s goals, and this can fall anywhere 

along the project/functional spectrum according to the specific needs of the 

organization and/or project. 

Composite 

Functional organizations and project-oriented organizations are at opposite ends of the 

spectrum and matrix organizations fall somewhere in between.  But it is possible to 

utilize both structures at the same time.  Therefore, there is a fourth option that requires 

mention, the composite structure. 

 

This occurs when a project structure and a functional structure both report to a central 

executive. 

For example, a state government department of transportation has a maintenance 

division which seeks to maintain the level of service of the state’s roads and bridges, 

and a capital projects division which builds new roads and bridges.  The maintenance 
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division and the capital projects division are located side by side, reporting to the 

executive.  This is a composite organizational structure (A matrix structure would 

require new construction to occur within one of the maintenance departments – the 

project manager would report to a functional manager rather than the executive). 

Most organizations lean one way or the other rather than using both structures, because 

of the drastically different management styles necessary to perform each of the roles 

well. 

Examples 

 A car dealership wants to initiate a new sales process.  It assigns the design and 

implementation to the sales manager, who utilizes some of the sales as well as 

maintenance personnel to develop the necessary documents and implement the 

plan.  This is a functional organizational structure. 

 A web design firm has a user interface design department, which is available for 

project work when necessary.  The UI department supports the firm’s projects and 

doesn’t otherwise carry out much work on its own.  This is a project-

oriented organizational structure. 

 A vehicle manufacturing firm sets up a project to modernize its assembly line, 

whereby the project manager is dedicated full time to the project and reports to the 

executive.  The project manager chooses their project team from the design, 

production, and maintenance departments, who must balance their time between 

their regular duties and achieving their project work.  This is a strong 

matrix organization. 

 

 

 

 


