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Chapter	12

Projects	Delevopment	and	
Management



What	to	do?



Whats is the difference?

Planning Strategic Plan
Strategic

Management

Strategic Plan
X	

Strategic Planning
x	

Strategic Management



What are	the Main Steps	for	Management	and
Control of Strategic Planning Process?

Project	
Definition

Prioritizing
Projects

Management	
Committee

Timeline
Definition

Management



Main Steps	for	Management	and Control of Strategic
Planning Process

1	– Identify	the	Strategic	Projects
2	– Prioritize	Strategic	Projects
3	– Develop	a	Management	Committee
4	– Define	a	Timeline	for	Action	and	Project	
Management
5	– Understand	Possible	Challenges	and	How	to	
Mitigate	It



Main Steps	for	Management	and Control of Strategic
Planning Process

1	– Identify	the	Strategic	Projects
2	– Prioritize	Strategic	Projects
3	– Develop	a	Management	Committee
4	– Define	a	Timeline	for	Action	and	Project	
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Mitigate	It



1.	Projeto

A	project is a	set	of coordinated activities
with established objectives and timeline,	
with a	finite and transient duration.	The
project involves several functional areas
and hierarchical levels while extrapolates

the routine.
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and Control1.	Scheme	for	Structuring	a	Project
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Source:	Pensa.
Figure	12.1	Scheme	for	structuring	a	project.
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and Control1.	Fundamental	Topics in	Project	Management

Detailed	Description	of	the	Plan	Developed	in	the	Concept	Phase
Coordinator	
and	team

Definition of a coordinator for the project.
Appoint a team or someone committed to getting the project going.

Objectives The project must have clear objectives. In the same way the objectives of the strategic
plan were made, the project (operational) objectives must be defined.

Scope Define the outline (project boundaries).
List the actions that are part of the project.
Clarify what is not a part of the project (in cases where boundaries are not very clear).

Results The results expected from the actions to be developed must be clear and well defined; it
is the expectation at the end of the project.

Expected	
Schedule	

Make a time matrix scheduling the project’s activities.
Define activities in an analytical structure which successively decomposes the project’s
final result into stages and sub stages, until a level is reached where activities are
sufficiently small for deadline estimates to be defined.

Table	12.3	Fundamental	topics	in	project	management.
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and Control1.	Fundamental	Topics in	Project	Management

Table	12.3	Fundamental	topics	in	project	management.

Points	of	
Control
(indicators)

Indicate the important points for the committee to follow up on the project. For
example, the end of an economical analysis, a technical essay, the opinion of a specialist,
etc.
Indicators: Point out items that will evaluate the efficacy of the project’s result. For
example:
Cost: Reduce ABCD’s production cost by x%
Margin: Increase the EFGH’s product line margin by y%
Quality: Reduce the contamination index to z%
Image: Change to w% the positive image evaluation index of products, according to
perception research

Budget	/	
Resource	
Balance

A large percentage of all projects will involve expenses in order to implement defined
actions. Therefore, the budget of what will be spent should be discussed by the
committee and the expenses approved.

Contingency	
Plan	

Actions to be taken can be highlighted, where there are unexpected or undesirable
events.

Detailed	Description	of	the	Plan	Developed	in	the	Concept	Phase

Source:	Developed	by	the	author,	based	on	Pensa Projects	and	contributions	from	Roberto	Waack.



1.	First Steps

• Develop	a	governance	structure	and	an	implementation	process;
• Evaluate	and	adapt	the	resources;
• Involve	different	levels	and	agents	in	the	execution	process	to	gain	align	
across	agents	in	the	chain;
• Build	and	motivate	the	teams	for	the	strategic	projects;
• Define	goals	and	objectives	for	people;
• Build	a	committee	to	discuss	specific	issues	and	solve	problems;
• Seek	public-private	partnerships;
• Communicate	the	plan	to	the	different	organizations	and	agents	involved;
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Objectives

TEAMActions
Coordinator:
Fulano

Participants:
Ciclano
Beltrano

• X
• X
• X
• X
• X
• X
• X

RESULTS

Main KPIs
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8. Strategic Intelligence

Develop a strategic intelligence system, incorporating strategic issues for the development of the industry
as well as improvements in monitoring systems.

Objectives

• Map international NGOs that attacks GMOs and create a	dialogue.
• Constant	update AgroBio’s database (IT).
• Include	in	AgroBio’s database information and tracking of laws and IP	decisions.
• Strategic management	of data	to generate information and support decision making.
• Create an environment in	which associated organizations may share trends and information about

new	technologies being developed.
• Monitor	possible topics impacting the industry.
• Work together with CIB	to avoid
• Trabalhar	integrado	com	o	CIB	para	evitar	duplicity.
• Catalyst position	in	partnerships with research companies and funding organizations.

Source: elaborated by Markestrat.

Actions
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Source: elaborated by Markestrat.

TEAM
Coordinator:	
Mário
Participants:
Alessandra
Adriana
Eliane
Companies Representatives

PRIORITIZATION

Final:	4th	(7,2)

Relevance:	7,4
Urgency:	7,1
Easiness:	7,1

SINERGY

Legislative and Executive Issues (3)

Industry Representation and
Relationship (4)

8. Strategic Intelligence
Indicators KPIs Unity Goals

Map NGOs against GMOs NGOs mapped % 100%

Relationship with these NGOs Meetings	and communications	
with NGOs number 2 per	year

Improvements in	AgroBio’s database Tracking of laws and IP	
decisions - -

Proximity with CIB #	of meetings with CIB number Increase of 20%

Foster	partnerships with research and funding
companies #	of meetings number Increase of 20%

New	technologies Answering to tech	changes Time (days) Reduce by 10%
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and Control1.	Interrelationships Between the Projects

Projects 1 2 3 4 5 6 7 8 9 10
1 O X X
2 X O X X X X
3 X O X X X X
4 X O X X X X
5 X X X O X X X
6 X X O X X X
7 X X X X X X O X X X
8 X X X X O
9 X X X X X O
10 X X X X X O

Table	12.4	Interrelationships	between	the	projects.
Source:	Developed	by	the	author.



Main Steps	for	Management	and Control of Strategic
Planning Process

1	– Identify	the	Strategic	Projects
2	– Prioritize	Strategic	Projects
3	– Develop	a	Management	Committee
4	– Define	a	Timeline	for	Action	and	Project	
Management
5	– Understand	Possible	Challenges	and	How	to	
Mitigate	It
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and Control2.	Project	Prioritization	Tool

Table	12.2	Project	priority	tool.
Source:	Developed	by	the	author.

Project/Actions
Urgency	

(need	for	rapid	
Implementation)

Relevance	
(impact	on	
company	
results)

Investment	
Needed	($$) A	x	B	x	C

Project	A 8 3 8

Project	B 9 7 7

Project	C 4 10 6

Project	D 5 1 9

Project	Z 7 7 3

Resources (time	and money)	are	finite and limiting for	an
organization.	Actions must	be prioritized accordingly with the
current objective and long term planning of organizations.
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Projects Relevance
(0	to 10)

Urgency
(0	to 10)

Easiness
(0	to 10)

Final	
Score Prioritization

CTNBio	e	Questões	
Regulatórias 10,0 10,0 7,6 9,2 Short	Term

Questões	Operacionais	e	
Estatutárias 8,0 9,4 8,6 8,7 Short	Term

Representação	Setorial	e	
Relacionamento 8,8 8,4 8,1 8,4 Short	Term

Inteligência	Estratégica 7,4 7,1 7,1 7,2 Medium Term

Ações	judiciais 8,0 7,5 5,4 7,0 Medium Term

Ambiente	Legislativo	e	
Executivo 7,4 7,1 5,9 6,8 Medium Term

Trading	e	FTO 7,0 7,9 5,1 6,7 Medium Term

Estratégia	de	
Fortalecimento 6,8 6,0 6,1 6,3 Long Term

2.	Prioritization of Projects



2.	Prioritization of Projects Matrix
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Short	Term Medium Term

Long TermMedium Term

+

- -+

Re
le
va
nc
e

Easiness

Fast Gains
easy to implement with

high	returns

Challenging and
Rewarding

projects that aim for	
stability in	the long term

Potencial	Future	Efforts
hard	to happen nowadays
but it	can be considered in	

the future

Good to Have
Not a	priority but can

complement other projects



2.	Prioritization of Projects Matrix
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Short	Term Medium Term

Long TermMedium Term

+

- -+

CTNBio	and Regulatory
Issues (1)

Operational and
Statutory Issues (6)

Industry Representation
and Relationship (4)

Strategic Intelligence (8)

Legislative and Executive
Environment (3)

Growth Strategies (7)
Trading	and FTO	(5)

Judicial	Actions (2)Re
le
va
nc
e

Easiness
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2.	Prioritization of Projects

1st WAVE
(short	term)

2nd WAVE
(medium term)

3rd WAVE
(long term)
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Importance/Relevance

U
rg
en

cy

High

Hi
gh

Lo
w

Low

Example
• High	importance
• High	urgency
• Medium Cost

• High	importance
• Low urgency
• Low cost

• Low importance
• High	urgency
• High	costs

1st Implementation Wave



Main Steps	for	Management	and Control of Strategic
Planning Process

1	– Identify	the	Strategic	Projects
2	– Prioritize	Strategic	Projects
3	– Develop	a	Management	Committee
4	– Define	a	Timeline	for	Action	and	Project	
Management
5	– Understand	Possible	Challenges	and	How	to	
Mitigate	It



3.	Implementation Method:	Committee

• Management/Steering Committee:
• Defined by the controllers
• Small decision-maker group
• Project’s evaluation and adjustments
forum
• Monthly meetings
• Company management routine

• Who are they: oganization members and possible external
agents

• Definition of responsibilities of the Steering Committee and of
the Project Coordinator.

25
2



3.	Strategic Management	Meetings

January
Meeting

February
Meeting

March
Meeting

April
Meeting

May	
Meeting ...

28

STEP

PROJECTS



Main Steps	for	Management	and Control of Strategic
Planning Process

1	– Identify	the	Strategic	Projects
2	– Prioritize	Strategic	Projects
3	– Develop	a	Management	Committee
4	– Define	a	Timeline	for	Action	and	Project	
Management
5	– Understand	Possible	Challenges	and	How	to	
Mitigate	It



4.	Implementation Process

Recognize that the
project should begin
and commit with it.	
Authorization to
initialize.

Involves coordination
of people and
resources for	
compliance with the
proposed actions and
activities.

Monitoring and
evaluation of
activities.	Track the
performance	and
progress,	and make
refinements when
needed.

Finish and formalize	
project closure.

Initialization

ExecutionControl

Finishing

Plan and develop an
action plan.	Review of
objectives and actions.	
Definition of team
responsibilities.

Planning

Source:	elaborated	by	Markestrat from	PMBok - PMI
25
1
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4.	Project	Management	Control Tool

Project	actions Responsible	person Deadline

Table	12.5	Project	management	control	tool.
Source:	Developed	by	the	author.



4.	Tools	for	Plan Management

32

§ For management and tracking of plan’s execution, several tools may be used,
varying with the complexity of the plan, nunmber of projects, resources that the
organization owns, the team knowledge on project management tools, and the
level of control wanted.

§ Some tools that can be used vary from simple or customized Excel spreadsheets to
project management softwares (online and offline).

§ Some examples of softwares that are used for managing projects:

§ Open	Workbench
§ Planner
§ NB	Projet
§ Tutos
§ OmniPlan
§ Planner
§ DotProject

§ Oracle	Primavera
§ Microsoft	Project
§ Deskaway
§ jxProject
§ GanttProject
§ OpenProj
§ Project	Planner

§ Project	Engine Personal
§ Streber
§ Eventor
§ Go	Plan
§ Wrike
§ Project2Manage
§ Task Juggler
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4.	Management	and Control
Ø Questions:
• Company is heading the right direction?	
• The	main resources are	allocated where it	should?	
• External environment variables and trends are	still	valid or should be reviewed?	
• Critical activities are	being developed?
• Strategic guidelines need to be adjusted or rebuild?	
• Progress has been made until now?
• Objectives and timelines are	being fulfilled?
•Method adjustments are	necessary?

Ø Strategic control
• Preliminary:	prevent possible mistakes and deviations;
• Simultaneous:	events and process monitoring according to its	development,	problem
correction when it	appears;
• Feedback:	disclosure of achieved results and performance	indicators of strategic projects
and objectives.



MISSION

To act in	the
improvement of a	

functional regulatory
structure and in	

obtaining a	legally safe	
environment for	the

development of
biotechnology applied to

the sustainable
production of food,	

bioenergy,	wood and
fiber.

VISION

Be	a	world	reference in	
industry representation,	

defending the
biotechnology

development on
production chain and in	

value generation in	
Brazilian agribusiness.

STRATEGIC GUIDELINES

PR
O

JE
T

C
S

1.	CTNBio	and Regulatory
Issues

2.	Judicial	Actions
3.	Legislative and Executive

Environment

4.	Industry Representation
and Relationship
5.	Trading	and FTO

6.	Operational and
Statutory Issues

7.	Growth Strategies

8.	Strategic Intelligence

Regulatory and Legislative Relationship Internal Environment Strategic Issues

Acting in	the development and defense of biotechnology applied to
agribusiness,	representing its	associates in	legal	and regulatory issues,	

providing a	legally safe	environment.

To act in	the improvement of the legal	and regulatory environment
maintaining interface	with regulatory governmental bodies

Strengthen relationships with other entities related to the sector	aiming
at the defense of biotechnology in	Brazilian and world	agribusiness

Acting internationally,	coordinating approvals and maintaining good
relationships with international agents in	biotechnology

Communicate in	an efficient and educative way in	order to raise the
awareness of the public on issues related to biotech in	agribusiness

Improve	the association's internal environment for	better results and
performance

OBJETIVOS

AgroBio 2016-2018	Strategic Map
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Main Steps	for	Management	and Control of Strategic
Planning Process

1	– Identify	the	Strategic	Projects
2	– Prioritize	Strategic	Projects
3	– Develop	a	Management	Committee
4	– Define	a	Timeline	for	Action	and	Project	
Management
5	– Understand	Possible	Challenges	and	How	to	
Mitigate	It



5.	Barriers	in	Implementing	

Internas Externas

Source:	elaborated	by	Markestrat from	O’Regan and Ghobadian (2002)

25
5

• Lack	of	understanding	about	planning	and	strategy	concepts	by	the	participant;	
• Not	anticipating	problems	and	conflict	of	priorities;
• Finding	key	volunteer	leaders	with	motivation;	
• Inadequate	leadership	ability	among	leaders;	
• Lack	of	discipline/motivation	of	members	and	organizations;	
• Political	and	cultural	issues	within	participants;	
• Poor	team	integration;	
• Different	agents	seeking	their	own	objectives;
• Allowing	some	to	believe	they	are	owners	of	the	collective;	
• Lack	of	understanding	and	clarity	of	goals	and	objectives;	
• Lack	of	established	indicators	to	be	monitored;	
• Lack	of	standards	for	implementation;	
• Not	creating	a	simplified	version	of	the	detailed	plan	for	internal	communication	(an	executive	

manner).
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Difficulties in	Planning	Implementation Mitigation (how to reduce?)		(source:	Prof.	Marcos	Fava	Neves)

1.	Insufficient human resources (minimal) • Contratar	pessoal; Trocar	pessoal; Terceirizar	projetos.

2.	Political and Cultural	issues (oppositions) • Hability to recognize and change it	(lobbying and politics); Create
status	positions.

3.	Divergent goals • Understand,	seek for	common	gorund;	Listen to everyone.

4.	Perception of a	“top/down”	process
• Since the beginning,	promote participation (questionnaire,	
sugestion boxes,	intranet,	breakfasts) – They all should fell they
are	“parents”	of the plan.

5.	Demotivation over	time	 • Stimulating monthly meetings,	rewards and incentives.

6.	Loose relevance and tune • Always	update STEP	analysis.
• Keep the whole vision of the project at each meeting.

7.	Lack of discipline and order • Implement strategic management	meetings

8. Lack of leadership • Choose wisely the project leader;	train people.

9.	Lack of standards • Create chart,	tables and slides	templates.

10.	Poor governance • Ethical standards;	consensus and clear rules.

11.	Poor communication • Constantly communicate entire organization

12.	Low implementing will • Stimulus; gather those who make it	happen.

13.	Lack of resources • IPO,	fundings, credit.

14.	Aversion to risk and conservatism • Broad process of convincing,	testimonials.

15.	Lack of technologies and other resources • Internal development and resource’s flexivility.
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Important	Aspects	for	the	Effective	
Implementation	of	the	Strategic	Plan

Component Specific	Tasks
Build an organization that is
capable of executing the
strategy

Ø Create an organizational structure of support for the strategy.
Ø Develop abilities and distinct competencies on which strategy is based.
Ø Select people for key positions.

Establish a budgetary support
strategy

Ø See that each organizational unit has a budget to conduct its part of the strategic plan.
Ø Make sure that resources are being used efficiently.

Construct internal management
support systems

Ø Establish and administrate policies and procedures which facilitate the strategy.
Ø Develop management and operational systems to provide critical capacities to the

organization’s strategy.
Distribute prizes and incentives
that are strongly connected to
the objectives and strategy

Ø Motivate organizational units and individuals to carry out the strategy.
Ø Designate prizes and incentives that lead to the employee’s desired performance.
Ø Promote orientation to results.

Mould corporate culture to
adjust to the strategy

Ø Establish shared values.
Ø Define ethic standards.
Ø Create a work environment that supports the strategy.

Exercise strategic leadership Ø Lead the process of creating values, modeling culture and motivating the creation of the
strategy.

Ø Keep the organization innovative, responsive and alert to market opportunities.
Ø Lead strategy policies, creating consensus.
Ø Reinforce ethical and behavioral standards.
Ø Initiate corrective actions to improve the strategy’s execution.

Table	12.1	Important	aspects	for	the	effective	implementation	of	the	strategic	marketing	plan	and	the	planning	process	as	a	whole.
Source:	Thompson	and	Strickland,	1990.


