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Abstract

Understanding of the project life cycle is one of the key areas of project manager knowledge. The primary reasons are the different requirements of
project management in individual phases of the project reflected in the expectations of stakeholders, in project settings in within the activities
scheduling, in subsequent execution of activities and in related involvement and workload of project team members, in cost management and time
schedule. A frequent problem is therefore that the project itself is often perceived only through its implementation phase and omits the period and
activities before and after outputs completion, which also have their specificities requiring attention and management.

In addition to different perceptions of the project life cycle, the question is also its standardization in terms of breakdown into phases with more
precise description of their content. Each methodology has its own view and rationale for the breakdown, and from the point of view of the best-
known standards and norms we encounter a breakdown from three to six phases. It is important to add that it is not possible to apply individual
methodologies across all types of implemented projects, which increases the importance of the role of the project manager in the whole process. He
should understand and correctly apply appropriate project management methods in conjunction with the expected inputs and outputs for the relevant
project phase. Requirements for inputs and outputs are identically included in standards and norms differently - from basic recommendations to
comprehensive definitions of the content of prepared documents and applied procedures.

One of the possible criteria for the classification of educational projects is the type of financing. This is an important determinant of the assumption of
life cycle deviations for projects financed by the EU Structural Funds, projects financed by private sources and otherwise financed projects.

The essential of this paper is to evaluate the life cycle of educational projects financed by the European Union Structural Funds and to propose
recommendations primarily aimed at improving project management from the perspective of the contractors entering the projects.

The essential will be developed through the following sub - objectives: To identify (from the perspective of the contractor) the life cycle specificities
in educational projects financed by the European Union Structural Funds. To identify (from the perspective of the contractor) the life cycle
specificities in educational projects financed by the European Union Structural Funds against the chosen methodological basis. To propose
recommendations for improving the project management of contractors entering educational projects based on identified similarities and deviations.

In the theoretical part of the paper we will use the content-causal analysis, in which we will concentrate on literary resources dealing with the issues
of project life cycle. In the analytical part we pay attention to the identification of the life cycle of educational projects financed from the EU
Structural Funds from the perspective of an external contractor participating in various phases of their life cycle. The methodology of the analysis
itself is based primarily on the methods of induction and deduction, comparison and synthesis. All obtained results are processed by method of
synthesis with detailed description in discussion. The aim is to identify similarities and deviations from the project life cycle specified in the IPMA
International Competence Baseline, version 4 (IPMA ICB).

The analysis of educational projects financed by EU Structural Funds allowed us to formulate a set of statements expressing the basic deviations
perceived from the perspective of the contractor at selected phases of the project life cycle

We assume that the life cycle of the educational project shows its specifics regarding the type of financing, the implementation of the proposed
recommendations can be expected to improve project management in them.

The formulation and verification of the assumption is based on the principle of ceteris paribus and we do not expect any other additional effects on the
analysed educational projects.

KEY WORDS: Educational project; project life cycle; project management; European Union; IPMA International Competence Baseline.

their content. Each methodology has its own view and
rationale for the breakdown, and from the point of view of
the best-known standards and norms we encounter a
breakdown from three to six phases. It is important to add
that it is not possible to apply individual methodologies

Introduction

Understanding of the project life cycle is one of the
key areas of project manager knowledge. The primary
reasons are the different requirements of project

management in individual phases of the project reflected
in the expectations of stakeholders, in project settings in
within the activities scheduling, in subsequent execution
of activities and in related involvement and workload of
project team members, in cost management and time
schedule. A frequent problem is therefore that the project
itself is often perceived only through its implementation
phase and omits the period and activities before and after
outputs completion, which also have their specificities
requiring attention and management.

In addition to different perceptions of the project life
cycle, the question is also its standardization in terms of
breakdown into phases with more precise description of

across all types of implemented projects, which increases
the importance of the role of the project manager in the
whole process. He should understand and correctly apply
appropriate project management methods in conjunction
with the expected inputs and outputs for the relevant
project phase. Requirements for inputs and outputs are
identically included in standards and norms differently -
from basic recommendations to comprehensive
definitions of the content of prepared documents and
applied procedures.

One of the possible criteria for the classification of
educational projects is the type of financing. This is an
important determinant of the assumption of life cycle
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deviations for projects financed by the EU Structural
Funds, projects financed by private sources and otherwise
financed projects.

The expected outcome of this paper is to focus on the
project management aspects in the individual phases of
the project life cycle in terms of theory with respect to the
chosen standard / methodology for educational projects
financed from the European Union Structural Funds.

Research Methodology

The essential of the paper is: To evaluate the life
cycle of educational projects financed by the
European Union Structural Funds and to propose
recommendations primarily aimed at improving
project management from the perspective of
contractors entering the projects.

The essential will be developed through the following
sub - objectives:

Sub-objective 1: To identify (from the
perspective of the contractor) the life cycle
specificities in educational projects financed by
the European Union Structural Funds.
Sub-objective  2:  To identify (from the
perspective of the contractor) the life cycle
specificities in educational projects financed by
the European Union Structural Funds against the
chosen methodological basis.

Sub-objective 3: To propose recommendations
for improving the project management of
contractors entering educational projects based on
identified similarities and deviations.

We have formulated the following assumptions
depending on the essential and sub - objectives of the
paper. Upon their formulation and verification, we
assume the ceteris paribus assumption and do not assume
any other additional (internal / external) impacts on the
analyzed projects:

PO (initial assumption): The educational

project life cycle reports its specifics regarding

the type of financing, the implementation of

the proposed recommendations can be

expected to improve project management in

them.
[ ]

Assumption P1.1 (link to sub-objective 1):
The life cycle of educational projects
financed by the European Union Structural
Funds reports certain specificities from the
perspective of a contractor. The assumption
was based on formal demands placed on
the implementation of projects determining
their specificity. The objectivity of the
formulated statements will be ensured by
the average of the questionnaire survey (1 -
yes, 2 - rather yes, 3 - rather no, 4 - no)
below the reference value of 2,0.

Assumption P2.1 (link to sub-objective 3):

The educational project life cycle
management will be improved by the
application of established recommen-
dations.

In the first part of the paper we used the content-
causal analysis, in which we focused on literary resources
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dealing with project management and project life cycle.
We used the resources of both domestic and foreign
authors, scholarly articles, monographs, scientific articles
and journals, conference proceedings, professional
publications and other available sources of information.
These documents were arranged using a historical-logical
method into a complex whole.

In the analytical part, the attention is paid to the
primary identification of the life cycle of educational
projects financed from the EU Structural Funds from the
perspective of a contractor participating in various phases
of their life cycle. The whole part is divided into several
successive partial units. The basis is the analysis of the
life cycle of educational projects with respect to their
financial criteria: To identify the life cycle of an
educational project financed by the EU Structural Funds,
the general knowledge of authors obtained from the
preparation of project applications and from the
implementation of educational projects from the
Operational Program Education (realized by various
types of schools: basic schools, high schools, and
universities). There are 28 projects in this group.

Based on the outputs of the project life cycle analysis,
the following will be implemented:

The formulation of the statements on the specifics
of the educational project life cycle regarding the
type of financing. The statement will be specified
in view of the different requirements for project
implementation based on the type of financing
and the associated ownership structure. These
will be subsequently verified with consultants of
contractors / self-employed persons participating
in the projects of the surveyed category. The
addressed respondents were asked by e-mail and
communication application to express their
agreement or disagreement with the formulated
statements in  the  questionnaire.  The
questionnaire contained a total of 10 statements.
The consent was requested on a scale of 1 to 4
with the following parameters: 1 - yes, 2 - rather
yes, 3 - rather no, 4 - no. The questionnaire was
sent to 150 people in total, assuming a return of at
least 60 percent. Data collection took place in the
period 25.06.-10.07. using email correspondence
and phone conversations with a real return of
73%. The objective was to objectify the
formulated statements by removing those whose
average response rate exceeds 2.0 as a possible
disagreement with the statement. These were
excluded from further analysis.

The  comparison  towards the  selected
methodological base / standard to identify
similarities and deviations: For comparison, we
will use the basic framework of the content of
project life cycle and outputs defined in the
IPMA ICB. If deviations are identified, they will
be presented in the form of a description in the
relevant field.

The formulation of proposals / recommendations
to streamline project management within the
project life cycle of an educational project
financed by the European Union Structural
Funds. We start from the premise that the
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implementation of project management elements
in locations with identified deviations from
locations with identified similarities, or from a
defined methodological standard, can improve
project management results.

The methodology of the survey itself is based
primarily on the methods of induction and deduction,
comparison, analysis and synthesis. All obtained results
are processed by method of synthesis with detailed
description in discussion.

Literature Review

Project management can be understood as a process
that is according to Basl et al. (2002) or Westland (2007)
one of the business processes. The natural framework for
exploring links and processes for project management is
the project life cycle, and a structured view of it is very
important, as reported by Chapman & Ward (2003),
Thomson et al. (2011) or Khang & Moe (2008. ISO 21
500 (2013, p. 36) states that "the life cycle of a project
covers the period from the start of the project to the end.”
Although we are talking about the project life cycle, it is
not really a cycle. In order to be a cycle, it would have to
be a closed cycle, which is not possible for a project — it
is a sequence of certain phases and stages in one direction
on the timeline. The closure of such a cycle is not
physically possible.

Throughout its life cycle, the project itself is often
misunderstood only through its implementation phase,
mainly because its results are most exposed to the
outside. Other phases of the project, which are of equal
importance, are omitted. At the same time, each phase
has its specifics regarding the primary focus and content.
This should be understood as a priority by the project
manager in order to efficiently set up the related
processes and adjust the overall (financial, time and
personnel) allocation (Pinto & Mantel, 1990), (Bonal et
al., 2002), (Archibald et al., 2012).

Generally, a project phase can be understood as “the
part of the project life cycle that is suitably distinguished
from other phases, usually as a group of related
activities, associated with the achievement of significant
output. The phase may comprise several stages”, as
stated in Petrakova (2019). The theory does not clearly
define the exact breakdown of the project into phases;
there are several approaches of different authors, e.g.
Pinto & Prescott (1988), Labuschagne & Brent (2005),
Patanakul et al. (2010) or Kloppenborg & Petrick (1999)
and Archibald et al. (2012), standards and norms. By
default, they adjust their number primarily due to the
importance factor attributed to partial activities within
each phase. None of them can be perceived in isolation,
there are strong links and direct consequences between
them.

The most well-known approaches dealing with and
characterizing the project life cycle are the following:
PMBoK® by Project Management Institute
(“PMI¥),
PRINCE 2
Environments),

IN Controlled

(PRojects
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International Competence Baseline (“ICB*“) by
International Project Management Association
(,JIPMA%),
1SO 10006,
1SO 21500.

Complementary approaches from UNIDO and IIL
may also be included.

The form of project life cycle definition varies by
industry, but also within the same industry it is different
for various organizations and businesses, says Korecky &
Trkovsky (2011, p. 61) and Sargent et al. (2006). This is
also confirmed by Dolezal et al. (2009, p. 155), who
states that "each organization should, according to its
nature and the nature of each project, identify its own life
cycle, or the characteristic life cycle of the projects,
which realizes." PMBoK (2013) cites, that the number of
phases and their names are not strictly given, but are
tailored to different needs, management, organization or
project.

We distinguish the whole range of project life cycles;
it is not possible to work dogmatically with one published
in the standard or norm. Svozilovéd in her publications
(20114, p. 37) or (2011b, p. 147) applies systems theory
to the project life cycle definition, arguing, that there are
several project life cycle definitions. Méchal et al. (2015,
p. 104) write, that the number and structure of project life
cycle phases will vary from project to project, industry to
industry, organization to organization. Some projects may
only be single-phase, while others may have two or more
phases. Another project life cycle typology is presented
by Pitra (2008, p. 174), Stefanek (2011), Schwalbe (2011,
p. 70), PMBoK (2013), Kerzner (2018), Chapman &
Ward (2003) or Jaafari (2000), Wynn (2003) and Kanda
(2011) in general for some industries. PMBoK (2013)
lists different forms of project life cycle for the military,
pharmaceutical and IT industries.

Regardless of the chosen approach, it can be stated,
that the project life cycle and project management are,
according to Dolezal et al. (2009, p. 12) and Jiang &
Heiser (2004) based on certain generic principles, which
are as follows: "teamwork, systematic approach,
integration and continuous improvement, and quality
improvement”. The project manager should actively use
these elements and must be able to apply them correctly
depending on the needs of the relevant project phase.
Finally, he can significantly influence the final product of
the whole project. In general, each subsequent phase is
directly dependent on the previous phase. In addition to
breakdown the project into phases and establishing
responsibilities, it is so important to look at the project
from the perspective of the elements that are
recommended by the long-term project management to be
covered at each phase. The length of the individual
phases cannot be generalized.

Each project is individual, and the duration of the
phases can vary significantly. At the same time, for
selected project types, the duration of the phases can be
estimated or adapted to contractual requirements. A
typical example are projects financed by the European
Union Structural Funds, where the minimum and
maximum duration of the implementation phase is
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contractually agreed by the Managing Authority or
Intermediate Body under the Managing Authority.

Despite the existence of sufficiently valid outputs
describing the project life cycle issues mentioned above,
there is no comprehensive and uniform theoretical and
practical view of the solved issues in the intersection of
other aspects of project management and economic-
managerial practice. In literature, e.g. Ghaffari et al.
(2014) or Oellgaard (2013) and Ng & Walker (2008) and
project practice, there is terminological inconsistency that
equates the project life cycle and the project management
life cycle, emphasizing the fact that the project life cycle
is the same for all projects. However, this argument
contradicts the basic definition of the project, which is
dominated by the emphasis on uniqueness. In addition, in
many information sources we found incomplete
information about the possibility of applying different
project life cycle models and project management life
cycles, which in turn is in contradiction with the
statement to apply one standardized project life cycle to
all types of projects.

We conclude that there is no more comprehensive
elaboration of the project life cycle, its types and models
in relation to the industrial practice of the Slovak national
economy, we therefore identify a large gap between the
theory and practice of applying project life cycle types
and models as one of the important aspects of project
management.

Results

The analysis of educational projects financed by EU
Structural Funds allowed us to formulate a set of
statements expressing the basic deviations perceived from
the perspective of the contractor at selected phases of the
project life cycle:

Statement no. 1: Preparation of the application
for financing is a separate project; within the
educational project life cycle it can be perceived
as a wicked life cycle.

Statement no. 2: Despite the detailed planning of
the activities, their timing is largely dependent on
the relevant Managing Authority / Intermediate
Body under the Managing Authority, which may
cause significant delays in the execution of
individual educational project activities and thus
significantly affect the overall efficiency of
educational project implementation and the life
cycle length.

Statement no. 3: Deviations from the
contractually agreed triple imperative are not
allowed in the delivery of educational projects
financed by EU Structural Funds; these are
severely penalized by a reduction in the
contribution.

Statement no. 4: Public procurement, which is a
mandatory part of analyzed educational projects,
is administratively and time consuming, thus
significantly affecting the course of individual
phases of the project life cycle.

Statement no. 5: The composition of the project
team is largely determined by the project call,
which determines the professional positions in
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the educational project. Of course, the receiver
has the right to assemble the project team
exclusively from external sources, but this is not
standard. External assistance is used only for
specific positions, ensuring the supervision of
output quality or positions within the
administrative team. In order to run the
educational project effectively, experience and
knowledge of the relevant operational program /
implementation of educational projects from the
Structural Funds is necessary. Internal capacities
without the necessary knowledge and motivation
can demotivate the project and the entire project
team and guide them in the wrong direction.
Statement no. 6: In analyzed educational projects,
the idea is adapted to the announced call.
Statement no. 7: The project life cycle of
analyzed educational projects can be generalized
in relation to the priority axis.

Statement no. 8: Analyzed educational projects
do not have the option of choosing the form of
delivery waterfall vs. agile.

Statement no. 9: For analyzed educational
projects, the only award criterion is price.
Statement no. 10: The fundamental deviation is in
the view of the educational project life cycle by
the contractor - the project life cycle from the
contractor's perspective is only a part of the
whole project life cycle, which is determined by
the contracting party.

Based on the respondents’ answers, we ruled out
statement no. 8, the average of which exceeded the set
reference limit of 2.0 and indicated possible disagreement
of respondents. On the contrary, the applicants' replies to
the arguments of 1,3,4,7 and 10, where we see the highest
match (i.e. average of responses in the interval <1; 1.5>)
will be prioritized in the formulation of recommendations.

In the context of IPMA ICB project lifecycle phases
definition, we have visualized the educational project life
cycle for analyzed projects in a schematic (see Table 1).
The scheme contains basic activities from the perspective
of the client and areas of contractor's participation in
them. The two activities, in more detail, represent the
worn partial life cycles within the overall life cycle of the
educational project. Otherwise, the involvement of an
external company is also possible in all other activities.

In a more detailed comparison of the content
requirements and expected outputs according to the
IPMA ICB, in a total of 11 statements, we identified
significant deviations in up to 9 of them. The deviations
in the outputs are relevant for each phase of the
educational project life cycle. See Table 2 for details.



Social Sciences, Life Cycle Specifics of Educational Projects in the Context of Slovak Education Environment

Table 1. Average life cycle of the analyzed educational projects financed from European Union Structural Funds

Pre-project phase Implementatlon phase Post-implementation phase
o |dea Implementation e  Termination
% o Feasibility study according to the . Reporting
|': e Preparing an application form
s application for a non- e  Procurement (B)
m refundable financial e Reporting
(:,); contribution (A)
Pre-project phase Implementation phase Post-implementation phase
é . Internal / external e  Preparation of the project e  Application form
I project preparation application form evaluation
3 management
o
o
>
[%2]
o Pre-project phase Implementatlon phase Post-implementation phase
o . Familiarization with the Delivery according to the . Delivery of outputs
w delivery according to tender
= the tender
o
>
wn

Table 2. Comparison of life cycle of the project financed by EU Structural Funds with the ICB IPMA Competence
Baseline

3 8 2
= = Q c
3 g 5| ¢ g
< © =] = [ e
o =) (@] IS = o
g (7 a O
. the theme is often based on the call, i.e. it is a secondary project
§ - Topic yes idea
B2 ) Opportunity es to a limited extent, SWOT is part of the application form
T study Y
a ) Feasibility es to a limited extent, the core points are part of the application
study Y form
Start Project yes not prepared, selected documents are prepared particularly
charter
to some extent, the description is contained in the Project
Start Log frame yes | Description, but without any methodological instruction
documents are still being prepared in the pre-project phase
the project budget includes a breakdown of activities and sub-
Preparation/ activities, which are primarily broken down by accounting
- WBS yes e .
planning classification of items
c the budget is still being prepared in the pre-project phase
= Preparation/ Implementation es is not a mandatory part, the project manager prepares the plan
g planning plan y separately for his needs
g only the timetable for the implementation of the activities is to
2 Preparation/ . be sent without any details
S - Timetable yes . .
IS planning the project manager prepares the schedule separately for his
- needs
the Managing Authority / Intermediate Body under the
Realization Reporting yes _Mana_gl_ng Authorlt_y expects three types pf_reports, but these are
insufficient for project management and it is necessary for the
project manager to have separate records
the structure of the final report is given by the position of the
S . Managing Authority / Intermediate Body under the Managing
Finalization Final report yes Authority, it is primarily based on the three-imperative and
values of indicators in the contract
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c

S

T

€

g Independent

o Feed-back - yes | itisnot implemented at all
= evaluation

E

2

o

The greatest determinant of discrepancies is  application of the basic principles of project management

mandatory EU / national documentation, strictly
prescribing the content and form of documents abstracting
several important aspects. These, as they are not
mandatory, are not prepared by applicants on their own
initiative.

Conclusion

From the point of view of prioritized verified
statements (with an average of less than 1.5), we can
recommend: The area of educational projects financed by
the EU Structural Funds requires project management
adapted to the specific life cycle specifications of these
projects. Despite their possible standardization, we
recommend not underestimating the preparation of the
necessary documents and paying maximum attention to
implementation. Already in the pre-project phase during
which the application form is being prepared, we
recommend including at least the level of consultation in
the process. Preparation of the application form is a
complex activity requiring interaction with a dedicated
person by the applicant, preparation of the budget and the
application itself. It can therefore be understood, and it is
necessary to treat it and similar activities as a separate
project. A well-prepared application form, processed
according to the requirements of the call and according to
the applicant's wishes, will consequently simplify the
whole process of educational project implementation and
related public procurement. The possibilities of
procurement are set already during the preparation of the
application form, when it is possible to prepare a
preliminary schedule of public procurement on a monthly
basis without specifying more precise dates. After
confirming the exact budget of the educational project
based on the evaluation of the project application by the
Managing Authority / Intermediate Body under the
Managing Authority, the receiver will only adjust the
prepared timetable for categories not recognized in the
evaluation of the application. The proposed approach will
significantly streamline the implementation phase of the
educational project, as it will shift the time for preparing
public procurement from the implementation phase to the
pre-project phase.

One of the most important areas of project
management in analyzed educational projects is the
minimization of project triple imperative variations,
contractually agreed between the Managing Authority /
Intermediate Body under the Managing Authority and the
receiver. We recommend to the project (and financial)
manager to create detailed records to monitor the
progress and current status of the educational project.
These are not required by the aid provider, but the
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from private to public projects eliminates possible fines

and reduction of the contribution to the receiver in the
final settlement of the project.

There is no doubt about the topicality of the life cycle
of the project, which is being examined by many
domestic and foreign authors, e.i. Dolezal et al. (2009) or
Stefanek (2011) and Kerner (2018) or Pinto & Prescott
(1088) and the continual development of opinions on it. It
is a part of our private and professional lives due to the
realization of projects in both spheres, but there is no
clear approach to the division of the project life cycle into
phases together with an exact definition of their content.
Therefore, in the theoretical part we tried to approach the
most  well-known approaches of individual
methodologies, standards and norms.

The essential was to evaluate the life cycle of
educational projects financed from the European Union
Structural Funds and to propose recommendations
primarily aimed at improving project management from
the perspective of contractor entering the projects. To
achieve this, we have defined three sub-objectives and
one related assumption. The focus was on the
identification of life cycle patterns in their individual
phases broken down by type of educational project
financing, i.e. from the EU Structural Funds.

An important aspect was the perspective of the
contractor involved in a certain part of the life cycle in
analyzed educational projects, which may not fully
correspond to the whole project life cycle. Comparing the
findings of the life cycle analysis of the educational
project financed from the EU Structural Funds to the
chosen IMPA ICB in context with specified and verified
statements enabled us to formulate recommendations
aimed at improving project management. We believe that
full implementation of the IPMA ICB will help eliminate
potential risks and project variations, or, at the outset, set
assumptions and limitations to ensure that key
stakeholders are aware of them.

By its focus and timeliness, the paper brings impetus
for further research in the given area, as it can be divided
into parts, which can be also dealt separately. We believe
that its content will also contribute to the knowledge of
project management on a practical level, as it synthesizes
the knowledge from the implementation of several
projects.
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