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A project Is a time-limited, goal-directed undertaking that requires a combination
of human, mechanical, technical, and financial resources brought together in a
temporary organization to achieve a specified purpose.

A project has a single set of objectives that takes the status quo and changes it into
something better. When these goals are reached, the project is complete. The
ultimate goal is to bring economic benefit to the corporation, that is, to reduce
cost, expand production, add revenue, and/or extend property life.

Project
Management

[ pré-jekt ‘ma-nij-ment]

The planning and

organizing of a company's

resources to move a ¢ N
e ) ®

specific task, event, or £ M 3

duty toward completon. = =S¥

Dr. Ibrahim Al-Hafidh / College of Petroleum and Mining Engineering




Mining projects are mostly unique and fall outside of the normal course of
business routine or operational services. To successfully achieve project
completion, a series of nonrecurring but connected events have to be properly
managed within a finite and well-defined life span. In other words, to create a
successful outcome for a project, a definite path with a defined strategy has to be
organized within a formal framework.

For most mining corporations, this formal framework means a development
program under an assigned leader, backed by an approved Authorization for
Expenditure (AFE), and accompanied by supporting documents, a feasibility
study, and a Project Execution Plan (PEP). The defined life span has an
Identifiable start point, a fixed boundary, and an equally identifiable end point.
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Project management is the process by which a team of people successfully guide
a project using the elements of planning, analysing, directing, monitoring,
problem solving, and communicating. They take an idea from the opportunity
stage through development to the achievement of specific, established corporate
objectives within set cost, schedule, and quality constraints. Figure 1 illustrates,
In a flowchart format, how these various project management activities all tie
together.

What is Project Management?
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* Project manager

« Understand and clanfy objectives
= WAt why, when?
( Organize Project _-}-!—F + Stakeholders

= Whao, objectives, neads?
« Define resource requirements

« Asgemble and review existing plans and suppor
dacumientation

Analyze: stakeholder requirements; challenges
Determine managarment & fechnical resources
Assesement s Clearty define responaibilities

» waner gompe

= EFCM scope

= Operglions role andior scope
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OR GANIZATION

Create the Project Execution Plan (4 pllars)
Dedfine arganizational responsiblities
Sai resources requirsments
Estabiish hiring plan
Establish auihornity proiocols
Develop:
= Coniracting plan
= Control budget
= haster and area schedules
= Risk assesarment and mitigation plan
» Assemble the project procedures manual

( Planning Process }-—n-

i

IMPLEMENTATION
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Hare contractors and specialists

Conduct a kickoff coordination mesting

Work the plan (4 pillars)

Achieve delverables in scope of work

Close out the project
Document lessons leamed

Managermsant control

* Project procedures

* Reporing requirements
Froject admanistration
Project control, accounting contral

Change control, contract sdminstration
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Frioject maneger responsibility and authority

Owneed redations responsabdity
Alignment of stakeholders
Team building and alignmernt
Conflict resolutson

Figure 1: Project Management activities
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F roject Management

Project management is not a complex process. There are four basic steps to a
successful project outcome:

1.
2.
3.

4.

Develop a definitive project scope and a project-specific execution plan.

Use qualified management personnel.

Create the project control mechanisms up-front (documents, tools, and
procedures).

Control engineering, construction, and start-up activities during project
execution.

The more emphasis placed on the first three steps, the easier it is to manage the

last step.
Figure 2 illustrates management’s greater ability to meaningfully influence the
outcome of a project during front-end activities. M
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Ability to Influence Control
on the Project

Infinite Optimum Rapidly Minimum
Influence Influence nli':]r::sg;g Influence

The Impact
CHBHQES Have on
Project Cost
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Execution
Stage

Opportunity
Stage

Viability
Stage Stage

+ | , Completion

| stage

Min

-Planning -Design Engineering -Detail Engineering -Detail Engineering -Construction -Commissioning

-Conceptual -Environmental Review -Environmental and -Environmental and -Procurement -Start-up
Engineering -Estimating Permitting Permitting -Cost Engineering -Ramp-up

-Environmental | -Cost Engineering -Cost Engineering -Procurement -Permit finalization -Turnover
Review -Prefeasibility Study -Construction -Precommissioning

-Estimating -Feasibility Study -Cost Engineering

-Scoping Study
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Figure 2: Profile of Project Management control influence S PR
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uccessful Project Manager

It would be nice to be able to insert a list of ingredients that make up the perfect
project manager for a mining project; but reality iIs that no such recipe exists.
Examination of the makeup and resumes of the more successful mining project
leaders does, however, reveal some common characteristics:

- Experience, experience. This Is not their first “rodeo.” The successful,
effective project manager will have served in the same role on numerous,
similar projects.

- The best project managers have taken their projects through the complete

project journey, from scoping study, data gathering, feasibility, board approval,

niring of staff and contractors, residence in the engineering office, bqumg the

nlant in the field, through to commissioning and operations start-up. M
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- The project manager understands the balance and trade-offs that engineers
have to make in order to design an operable and maintainable plant.

- The project manager has dealt with the logistics issues that accompany
materials and equipment deliveries In harsh, remote locations.

- The successful project manager has lived In the construction camp world,
from mobilization day to demobilization, and understands the rigors.

- The project manager is a leader who can motivate all members of the project
team.

- The project manager can create and maintain an enabling work environment.

Dr.Ibrahim Al-Hafidh
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Project management is not a technical science; it is a behavioural science. The
project manager requires business acumen and people skills to accomplish the
project goals. Sophisticated programs for cost estimation, scheduling,
procurement tracking, status analysis, and communications all facilitate the
execution of project management, but they do not supplant it—they are no more
than the tools of the project manager’s trade.

In summary, successful project managers are motivational leaders with
significant relevant project experience who can immediately take on the mantle
of project champion.

They are the ones willing to “eat, breathe, and sleep” the project. They commit to
completing the job.
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asurement o f a project's success

The following standards have become established as measures of mining project
Success:

Feasibility Study success

The project feasibility study iIs considered to be a success when it has been
deemed “bankable” by external financial institutions.

Project Success

A project can be called successful if it has met the following criteria:
m The project has been completed within the approved capital budget.
m Handover to Operations is on or ahead of schedule.
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here are no surprises or unanticipated issues for the project team during
project execution.

m Sustained design annual production and quality are achieved at the constructed
facility.

m Operational unit cash costs are as predicted in the feasibility study.

m Construction has been conducted safely, with no lost time accidents (LTAS)
and zero citations.

m Compliance with sound international environmental and sustainability
standards has been met.

m Soclal acceptance has been achieved from stakeholders and the neighbourhood
communities.

m Admiration and pride are invoked throughout the mining community.
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These accomplishments can only be effectively measured at project completion.
Consequently, additional procedures and gauges are necessary to assess the
project during its life stages and to determine the real likelihood of the goals
being met, that is, whether the project Is truly on a path to a successful
conclusion.

Thus, a formal evaluation process measuring project performance, and by
extension project success, Is required throughout the project life and after the
project’s completion.
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Project Stages Timeline

The five major project stages is broken out

as a section: .
1. Opportunity. sy £,
2. Viability.
3. Planning.

4. Execution.

5. Closure or Completion.
All projects are generally executed in this sequence from the idea stage through
closeout. Each major stage is distinct, and each stage serves a different purpose.

Closure or
Initiation Execution Completion

llllll
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ct Stages Timeline

Before the planning and execution stages can be carried out, the early
opportunity development and proof of viability stages must be done. These two
stages are each followed by a management review (or a “stage gate” review) Iin
which the project iIs vetted and has to be confirmed as meeting the corporate
goals and financial hurdles required by the mining company executive body
before it can be formally approved to enter the next stage.

Each major stage In the project development process further comprises a unique
set of sub stages or activity phases, each with its own deliverables. In recognition
of these unique project activity phases, the chapters are laid out to each represent
one of the phases (or steps). Figure 3 depicts these sequential project stages and
phases (i.e., the chapters) in Gantt chart form.
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Spans the entire duration of the project and highlights the five core modules of work

TIMELINE — INCEPTION TO COMPLETION —
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< Ongoing senior leadership support throughout >

MNote: ESS = environmental impact, permits, social acceptance, and sustainability

) Project Systems, Controls, Reports, QA/QC, and Document Management )

Figure 3: Project stages timeline
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