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Projects can also be developed by people within a single functional group of an organization, such 
as the firm’s marketing or production department, for example. This type of organizational structure 
is referred to as a functional structure. One advantage of a functional structure is that the members of 
the team generally share similar backgrounds and expertise. There are also no divided loyalties among 
the members because they all work in the same department. A functional structure makes sense when 
a project is designed primarily to benefit the department the team members work in. By contrast, when 
a project is designed to affect the entire organization or multiple groups within it, a matrix structure 
may make more sense.

Yet another structure is a pure project structure, which is often used by organizations that focus 
exclusively on projects. Construction firms, pharmaceutical developers, many software consulting, 
and research and development organizations are examples of project-focused organizations. Each 
project is a self-contained business unit with a dedicated project team. The firm assigns people from 
functional groups directly to the project for the time period they are needed, and the project manager 
has sole authority over them during that period. The functional department’s chief role is to coordi-
nate with project managers and ensure that there are sufficient resources available as they need them. 
Once the project is over, the personnel are reassigned to new projects. Figure 3.2 shows an example 
of a project organization.

What Makes a Project Successful?
A project’s success must be evaluated by the elements that characterize the project. These elements 
are time (adherence to schedule), cost, and quality. This idea was originally referred to as the triple 
constraint of projects. In more modern times, customer satisfaction has been added as a criterion for 
projects. Because projects have the goal of satisfying a customer or client, it makes sense to use this 
new quadruple constraint as the basis for determining the success of a project.

•• Time. Projects have a definite beginning and end. They are not supposed to continue indefi-
nitely or routinely run past their expected delivery dates. Therefore, the first constraint for any
project is that it should come in on or before the scheduled completion date.

•• Cost. Projects are constrained by their budgets. The second criterion for a successful project is
that the project must finish within its budget.

•• Quality. All projects should be developed with a set of specifications that clearly states what
the project is supposed to do or identifies the technical challenge it is supposed to address

FIGURE 3.1: Example of a Matrix Project Structure
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