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IMPROVEMENT OF THE WORK OF PROJECT COORDINATORS
IN CONSULTING COMPANIES

AHomauisi. KoopavHauis — ue noBTOpHBaHWMA NpoLec NOCTYyNOBOro BCTAHOBMNEHHS J0-
BipW, PO3YMIHHSI i pOBOYMX CTOCYHKIB. ¥ CTaTTi BUBYEHO AOCBIL KOOPAMHALIT MPOEKTIB Y
KOHCanTUHIoBMX KOMMaHisix i OyaiBenbHin ranysi. [NpoaHanizaoBaHO Pi3HWULIKD MK pPOnsto
KoopauHaTopa i KepiBHMKA MPOEKTY, IX OCHOBHI OOOB’A3KM Ta (hbakTopu ycCrixy B ynpas-
niHHi npoekToM. lMpoBefeHo cniBbeciaM 3 koopAMHATOpPaMu Ta KepiBHUMKaMW MPOEKTIB
TOB «CIC» anst rmMbLIoro po3ymiHHs npobneMaTuky Ta 3aCToCyBaHHS NPUKNagHOro xa-
pakTepy AocnimkeHHs. 3a pesynbTatamu cniBbecig 3anponoHOBaHO CTaHOapTU3yBaTu
npoueaypu ynpaeniHHSA NpoekTaMu ansa koopanHaTopis. JoeeaeHo, wo COlNM — Baxnu-
Ba cdrepa edpeKTMBHOI CMCTEMM KOOpPAMHALI, sika gonomarae po3smBaTn NpPo3opi cucte-
MM, BNPOBaXXyBaTh 3ax0au 3anobiraHHst MOMUIIKaM i CpUAT KOpUryBanbHUM gisMm. Ak
pesynbTart, ypaxoBykoun Te, wo TOB «CIC» Hagae nocnyru 3 pearisauii NPOeKTiB KOM-
naHisam y pisHnx cdepax AisrnbHOCTI, NOKa3aHo, WO YCi YNeHN KoMaHaM Ta MeHegxepu
MOBUHHI PO3YMiTV Ta 3HATW CBOI 00OB’A3KK, LWOO ynpaeniHHA NpoekTammn 6yno edekTuB-
HUM — 6e3 3aliBuX 3aTpaT vacy, rpoLlen i pecypcis.

Knro4oei cnoea: KoopanHaTop NpPOEKTY, YNPaBniHHA NPOEKTOM, iHAYCTPIA KOHCANTUHTY,
npouec koopauHadii, COI (ctangapTHa onepauiiHa npoueaypa).

Abstract. Coordination is an iterative process of gradually trust building, understanding,
and working relationships. The purpose of this study was to review the experience of
project coordination in consulting companies and construction industry. To analyze the
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difference between the role of coordinator and project manager, their main
responsibilities and success factors in project management. For a deeper understanding
of the issues and application of the applied nature of the study, interviews were
conducted with coordinators and project managers at SIS, LLC. Based on the results of
the interviews, it was proposed to standardize project management procedures for
coordinators. SOPs are an important area of an effective coordination system to help
develop transparent systems, implement error prevention measures, and facilitate
corrective actions. Given that SIS, LLC provides its services in project implementation to
companies in various business areas — all team members and managers must
understand and know their responsibilities to make project management effective —
without wasting time, money, and resources.

Keywords: Project coordinator, project management, consulting industry, coordination
process, SOP (standard operation procedure).

JEL codes: M15, M10, M19

Introduction. At the beginning of the 21st century, project management is
increasingly becoming a standard way of doing business. In many companies, a
significant part of the work is done in the form of projects. The substantial number of
areas in which projects are carried out, the variety of teams working on projects, the
difficulties of intra-team interaction, the variety of project implementation conditions,
and the considerable number of project requirements lead to the need for further
research in the direction of ensuring effective project management [1].

In the digital age [13] under conditions of globalization and economic instability,
managers of enterprises all over the world are increasingly faced with problems that
are characterized by fundamental novelty and require the adoption of non-standard
decisions therefore, they foresee the use of the latest management tools to solve them
and achieve the desired result. Currently, standard approaches to management do not
always make it possible to achieve the desired level of efficiency. That is why the
involvement of external intelligence of consulting companies to make management
decisions has become a customary practice for both global and Ukrainian enterprises.
Management consulting has a long story with lots of successful cases and, in the IT
industry. Consultants can be categorized into three large categories: 1) Expert
Consultants who recommend solutions, convince clients of their correctness, and help
with implementation. 2) Process consultants who help their clients find solutions by
stimulating their client’s creativity by facilitating methods. 3) Inquirer or humble
consultants working together with clients as partners to achieve the needed outcome
[14, 15].

The innovative nature of today’s world requires many companies to implement
various projects to improve internal functions and reach international standards.

Any business or activity, the purpose of which is to obtain a certain unique result,
is a project that involves the implementation of a few necessary measures and
procedures. The project is a long-term process, and the implementation of these
procedures and the effectiveness of the project itself depend on the quality of the
project management process at all stages.

Effective project management is a complex of actions aimed at establishing,
ensuring, and maintaining the necessary level of project quality in the process of its
development, justification, and implementation. An effective means of management
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is the standardization of processes, which includes a set of norms, rules, and
requirements for any project participant [2].

Literature review. Coordination is an iterative process of gradually trust building,
understanding, and working relationships. The cooperation and coordination
spectrum, conceptualized by Nan and Strimling [10], outlines the different degrees of
coordination as in Table 1.

Table 1

DEGREES OF COORDINATION LEVEL PROJECT MANAGEMENT

Communication

Coexistence

Coordinated Action

Integrated Action

Information
conveyance between
parties — limited to
sharing.

Cohabitation, joint,
context, and capacity
analysis with
developed partially.
More than sharing.

Joint design and/or
implementation of
specific activities;
sustain active
partnership. Consider
the other capacities.

Different parties
working together.
Collaboration in
decision-making
evolution mechanisms
for goals.

Source: created by the author based on [2].

The coordination process has four overall levels of intensity process
(communication, coexistence, coordinated action, or integrated action). To move
toward coordination, it is important to understand the environment in which
coordination will take place and the capacities and interests of the involved actors. It
is essential to determine the degree of coordination necessary for the parties to
develop a process to help in knowledge building and relationships necessary to meet
these common objectives [2].

For consulting companies, the success criterion is:

e Project management efficiency — compliance with deadlines,
restrictions, quality standards, etc.

e Business success — benefits (commercial) for the company, as well as changes
in the organization’s market share, etc.

e Future potential and growth — creation of innovations, application of
accumulated experience, brand development, increase of customer loyalty, etc.

e Impact on the Customer — customer satisfaction, increase of the value of the
final product.

In the past 10 years, PwC has conducted four global research projects management
companies [11]. Through the data collected, it is possible to track the success of
companies as well as the problems they face. These include poor planning, late
implementation, changes in project size, changes in the project environment, lack of
resources, insufficient management support, inaccurate definition of goals and
objectives.

Poor implementation is primarily a matter of urgency, which in the future leads to
over-expenditure of resources and increased project risk. All projects have a short
implementation time, which is due to the high competition in the industry. However,
it should be borne in mind that the main resource of this business specificity is
human, and accordingly, in this industry, there is a strong over-expenditure.

The construction industry is in its infancy of coordination process. One of the
unique characteristics of construction industry is that unlike any other industry, there

budget
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is a strong inter-firms coordination required across the entire project life cycle.
Coordination is the process of getting all elements ready to enable crews to perform
work in an effective and efficient manner from the first time. It is the guaranty for
getting right information and material to right actor at time to improve productivity.
Coordination is important for construction projects to manage the interfaces between
the stakeholders. To enhance project performance, various coordination methods can
be used, but coordination effectiveness needs to be assessed to find out if they are
being used appropriately [12].

The basic processes of project management are the coordination of the coordinated
work of the project team and the financial, material, and technical resources of the project
during its life cycle of the project and are aimed at achieving the goals of the project by
applying modern, effective practices, because of which the project is completed on time,
achieves the set goals, and its result satisfies all project stakeholders. To date, the project
manager and coordinator play a key role in project management [3].

The terms project manager, project coordinator, construction manager, project
administrator, and project controller are used quite interchangeably and all of them
appear to have similar kinds of roles, but the intensity of their job requirement and
expectations from them vary” [5].

In fact, the project coordinator’s role is to augment the project managers’ visibility
for larger projects [4]. A project coordinator is chartered as a representative of the
project manager who proactively ensures future events will occur as planned. They
signal problem areas and recommend solutions. According to Forsberg (1996), the
Project coordinator’s function is to:

— Know how the organization «worksy.

— Expedite help to the project and support organizations.

— Provide an independent assessment of project information and status to the PM
(Project Manager).

— Ensure planning and milestones are satisfied.

— Ensure control procedures are being adhered to.

In terms of hierarchy, Kerzner (2002) places the project coordinator in between
the project administrator and technical assistants and finds planning, coordinating,
analyzing, and understanding the organization as the required skill to carry out his
responsibility [7].

To understand the project management procedure at the coordinator level, it is
necessary to create and implement a standard operating procedure to improve such
indicators as:

e Performance (indicate the quality and quantity of work results).

e Functioning (shows compliance of business processes with their execution
algorithm).

e Productivity (shows the correspondence of the results to the time spent on them).

A standard operating procedure (SOP) is a document that provides clear-cut
directions and instructions as to how teams and members within an organization must
go about completing certain processes. SOPs (Standard Operating Procedure) are
policies, procedures, and standards you need in the operations, marketing, and
administration disciplines within your business to ensure success. These can create [8]:

— Efficiencies, and therefore profitability.

— Consistency and reliability in production and service.
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— Fewer errors in all areas.

— A way to resolve conflicts between partners.

— A healthy and safe environment.

— Protection of employees in areas of potential liability and personnel matters.

— A roadmap for how to resolve issues — and the removal of emotion from.

— Troubleshooting — allowing needed focus on solving the problem.

— Value added to your business should you ever wish to sell it.

The process of developing an effective SOP is critical to its successful
implementation and the process should be inclusive which considers the input of
everyone [9]. The best practice to develop SOP calls for active involvement of workers.

Adler et al. claim that companies that test, refine, and implement workers’ creative
suggestions are likely to end up with higher quality SOP; they have the advantage to
foster teamwork, and the motivational implications of SOP use are moderated by
workers’ ability to participate in the process. For continuous organizational
improvement, established procedures need continuous enhancement; thus, requiring
creative and novel ideas appropriate to the task from those individuals using those
procedures [9]. The process of developing an effective SOP is critical to its successful
implementation and the process should be inclusive and considers the input of
everyone. The best practice to develop SOP calls for the active involvement of workers.

The research gap can be summarized as follows: Are project managers and project
coordinators understanding tasks and responsibilities to realize the projects in the
consulting company? Using example of the company «SIS,» analyze how the
effectiveness of coordinators can be improved and how the process of project
coordination can be standardized.

Methods. Company SIS (Strategic Industry Solutions) for more than 25 years has
delivered project and service industry solutions believing that a company’s project
success begins with 360-degree visibility, easy access, and accurate reporting of the
operational data needed to compete in today’s competitive marketplace. SIS leverages
our deep Project and Service industry experience enabled within fully integrated and
industry-specific Microsoft Dynamics 365-based solutions to accomplish this [6].

Given the company methodology and the diversity of the roles of the manager and
coordinator on projects, it is possible to summarize that:

— The project manager is a more senior-level role with greater responsibility. As a
project manager, you are responsible for the project. Including the team, the tasks,
costs, and relationships with internal and external stakeholders such as suppliers,
contractors, local authorities, and so on.

— The project coordinator usually takes over the administrative and “mechanical”
tasks in a project. To relieve the project manager so that he can focus on handling
communication, making decisions, solving critical issues, or coaching team members
— you can call this leadership work.

— Given many projects, the effective work of project coordinators is a key factor.
As companies approach some degree of maturity in project management, it becomes
readily apparent to all that some sort of standardization approach is necessary for the
way that projects are managed [7].

Given that the tasks and responsibilities of project managers and coordinators are
different, that an interview should be conducted at the "SIS" company and the
following main points should be discussed:
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e To identify if PC understands their impact and value on the project’s health and

how we can improve this.

e To clarify the role of PC on the project and the difference of responsibilities

between PM and PC.

In an interview format, spoke with 4 coordinators and 4 project managers (table 2-3).

Table 2

INTERVIEW RESULT OF THE PROJECT COORDINATOR

Questions

Answer

1. Do you understand your role
in the project as a Project
Coordinator?

PC1 — Yes, help the project manager bring the project to a

positive result.

PC2 — Considering | have been at the company a couple of

weeks; | am having a demanding time answering that question. So

far, 1 am just talking to the other coordinators, listening to their

experiences, and training.

PC3 — Never thought about it, they give me tasks and | fulfill them.

PC4 — I do not really understand, to be honest. On each project it

gll depends on the Project Manager, what tasks will be given, and |
0.

2. What are your main
responsibilities on the project?

PC1 — I should communicate with the Team, to prepare a Report
to the client, update forecast to the project resources and coordinate
internal requests — problems, if any and daily to help Project
Manager.

PC2 — At this point, I am only responsible for communication
with the team.

PC3 — | do not have a permanent list of duties, they are constantly
changing depending on requests.

PC4 — | must hold meetings with the team every day and prepare
a report for clients on Wednesdays, everything else — is
unexpected.

3. Are there any problems in
cooperation/communication

with project managers on the
projects? Do they assist you?

PC1 — No, everything is good. | have the best Project manager.
PC2 — We have a weekly call that he sometimes does not even
come to.

PC3 — Sometimes it is hard to get the latest feedback from the
project manager regarding forecast updates, approvals timesheets
due to the different time zones. They help when they have time
which is not good.

PC4 — No problems.

4. In your opinion, how can the
work of project coordinators be
improved?

PC1 — Everything suits me. The coordinators need to work
closely with the PM and gain experience.

PC2 — As the new coordinator in the company lacks information
resources. Operational documents to understand your daily tasks
and responsibilities on the project.

PC3 — I would like to have a document in the company, which
would be written with all the instructions for the use of a tool, or
the same tasks that will do PM and PC daily together on the
project. | think this will increase the efficiency of any project.
PC4 — It is possible to create SOPs for the project coordinators or
pass certification, create training.

Source: created based on author’s professional experience in-depth interviews.
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Table 3

INTERVIEW RESULT OF THE PROJECT MANAGER

Questions

Answer

1. Do you understand how to
work with project coordinator?
What are your differences in
responsibilities?

PM1 — Yes. Our only difference is that we work directly with the
client and manage the overall project, and the coordinators help to
carry out small tasks, so that we at that time spend solving the
global issue of requests.

PM2 — As | am in the role of Project Manager at the company only
for a few weeks, | am not aware of all responsibilities of the Project
Coordinators. | assume that they can only help with setting up
meetings and writing meeting notes. The project Manager is the main
resource on the project and has nothing in common with Project
Coordinator. It would be easier for me to work alone on the project.
PM3 — I try to pass tasks on to the coordinators when | cannot do
them myself. But | come here to spend a lot of time exEIaining how to
complete a task. What surprises me is that they do not know how to
create forecasts for the resources on the project or something like that.
PM4 — | am trying to delegate as much work as | can to the PC, as
I need to concentrate on the client-facing work. Any routine task
can be and should be assigned to the Project Coordinator. The main
difference — PCs communicate with the internal team, and PM
communicate with the external team.

2. How do you share the level of
responsibility with the
coordinators in the
implementation of the project?

PM1 — Coordinators handle all internal issues to ensure that
everything is done in time at no extra cost.

PM2 — If I understand that the project coordinator understands the
root of the problem and sees how to solve it — I let him do it.
PM3 — Coordinators should understand our company
methodology and stick to it in the implementation of the project.
Each phase of the project has its own deliverables which we
implement and present to the client together.

PM4 — In some cases, the coordinators take the lead in the task,
sometlimes we propose to take up and solve a problem and produce
a result.

3. Have you had experience
with coordinators? What are the
good and bad cases?

PM1 — No, all is perfect. | like that they want to help and really
contribute a lot to the projects with positive results.

PM2 — | have not had much experience with coordinators. But |
can say that they lack the understanding of how to perform a task
quickly, without wasting time on study.

PM3 — | believe that the coordinators lack a basic understanding
of project management. But in general — | had no unpleasant
experience with them, just wanted to give the task and so the
person knows how to do it without further explanation.

PM4 — Before you complete a task — all the requirements,
questions are discussed so that then no problems arise. So, in
general | like to work on projects with coordinators.

4. In your opinion, how can the
work of project coordinators be
improved?

PM1 — Implement certification or something like that.

PM2 — Implement training based on our methodology of
company and include the experience of the PM.

PM3 — It is important for coordinators to understand their
responsibilities and tasks in the project, so perhaps a job description
would improve their understanding and save our time to explain.

PM4 — | know that we have recently done SOPs for Analysts, we
should do the same thing for coordinators. | see this document now
while working on projects — it has an amazing result.

Source: created based on author’s professional experience in-depth interviews.
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Results. Based on many do not understand the full list of tasks and responsibilities
interviews with coordinators, and many do not understand the full list of tasks and
responsibilities that they must perform daily at all stages of project implementation.
All coordinators work closely with managers, helping them with reports and
communication within the project. But it seems because they do not have an
unobstructed vision of how the processes in the company should work, including the
methodology of the company or the use of Microsoft products for reporting and
communication, it all leads to the ineffectiveness of their activities, wasting project
managers’ time on explaining what they should already know. The managers are not
ready to spend time on training coordinators, but they cannot entrust tasks when they
must explain and control the complete process of implementing the project.

The creation of SOP — will increase the efficiency of all project coordinators at
SIS and will respond to tree important aspects of project management:

e Main responsibilities and how to interact with managers on projects.

e Main tasks which need to perform at each stage of the project and what the
requirements are (step-by-step instructions).

e Role as a coordinator to successfully implement the project.

Conclusions. Given that SIS provides its services in the implementation of
projects to companies in different areas of business — all members of the team and
managers should understand and know their responsibilities (who is responsible and
responsible for what) to make project management efficient — without losing time,
money, and resources.

SOP is applicable to any entity, and it should be an essential domain of an
effective coordination system to help cultivate transparent systems, implement error
preventive measures, and facilitate corrective actions.

References

1. Development and evaluation of project management effectiveness |
ArmgPublishing. (n.d.). Retrieved November 6, 2022, from https://armgpublishing.
com/journals/mmi/volume-7-issue-4/article-14/

2. Watt, A. (2014, August 14). 4. Framework for Project Management — Project
Management — 2nd Edition. Pressbooks. https://opentextbc.ca/projectmanagement/
chapter/chapter-4-framework-for-project-management-project-management/

3. Attributes of a project coordinator — Retrieved November 6, 2022, from
https://silo.tips/download/attributes-of-a-project-coordinator

4. Visualizing Project Management — Retrieved November 6, 2022, from
https://silo.tips/download/visualizing-project-management

5. Project Management: A Systems Approach to Planning, Scheduling, and
Controlling, 13th Edition. (2022, March 2). Wiley.com. https://www.wiley.com/en-
us/Project+Management:+A+Systems+Approach+to+Planning,+Scheduling,+and+C
ontrolling,+13th+Edition-p-9781119805373

6. SIS, LLC (Strategic Industry Solutions). (2022, October 7). About SIS
(Strategic Industry Solutions). ERP, CRM, & PM Solutions for Project Driven
Companies. https://sisn.com/about-sis-strategic-industry-solutions/

7. Kerzner, H. (2013, January 22). Project Management Case Studies. Scribd.
https://www.scribd.com/book/122119020/Project-Management-Case-Studies?utm_
medium=cpc

69


https://armgpublishing.com/journals/mmi/volume-7-issue-4/article-14/
https://armgpublishing.com/journals/mmi/volume-7-issue-4/article-14/
https://opentextbc.ca/projectmanagement/chapter/chapter-4-framework-for-project-management-project-management/
https://opentextbc.ca/projectmanagement/chapter/chapter-4-framework-for-project-management-project-management/
https://silo.tips/download/attributes-of-a-project-coordinator
https://silo.tips/download/visualizing-project-management
https://www.wiley.com/en-us/Project+Management:+A+Systems+Approach+to+Planning,+Scheduling,+and+Controlling,+13th+Edition-p-9781119805373
https://www.wiley.com/en-us/Project+Management:+A+Systems+Approach+to+Planning,+Scheduling,+and+Controlling,+13th+Edition-p-9781119805373
https://www.wiley.com/en-us/Project+Management:+A+Systems+Approach+to+Planning,+Scheduling,+and+Controlling,+13th+Edition-p-9781119805373
https://sisn.com/about-sis-strategic-industry-solutions/
https://www.scribd.com/book/122119020/Project-Management-Case-Studies?utm_medium=cpc
https://www.scribd.com/book/122119020/Project-Management-Case-Studies?utm_medium=cpc

8. Brush, K. (2021, October 15). standard operating procedure (SOP).
SearchBusinessAnalytics. https:/Awww.techtarget.com/searchbusinessanalytics/definition/
standard-operating-procedure-SOP

9. Brush, K. (2021b, October 15). standard operating procedure (SOP).
SearchBusinessAnalytics. https:/Awww.techtarget.com/searchbusinessanalytics/definition/
standard-operating-procedure-SOP

10. DairyAlliance.com is for sale. (n.d.). HugeDomains. Retrieved November 6,
2022, from http://www.dairyalliance.com/hrmgmt/organizationaldev/SOPManual.pdf

11. Nan, S. A. (2006, January 1). Coordination in Conflict Prevention, Conflict
Resolution and Peacebuilding. Brill. https://brill.com/view/journals/iner/11/1/article-

pl 1.xml
12. PwWC — Fourth Global Project Management Study. Time Look at the
implementation of change programs in a new way — 2014. URL:

https://www.pwc.com/gx/en/consulting-services/portfolio-programme-
management/assets/global-ppm-survey.pdf

13. Alaloul, W. S. (2016). A Framework for Coordination Process into
Construction Projects | MATEC Web of Conferences. https://www.matec-
conferences.org/articles/matecconf/abs/2016/29/matecconf _ibcc2016 _00079/matecco
nf_ibcc2016_00079.html

14. Lifintsev, D. (2019). Cross-cultural communication in the digital age |
Semantic Scholar. https://www.semanticscholar.org/paper/Cross-cultural-communication-
in-the-digital-age-Lifintsev-Wellbrock/22chadf073896a5939f7853fa4ffabe91alcd40a

15. Szeiner, Z. (2020, August 6). Management Consulting Trends in Slovakia in
the Light of Global and Regional Tendencies | Journal of Eastern European and
Central Asian Research (JEECAR). https://ieeca.org/journal/index.php/JEECAR/
article/view/390

16. Consulting Drucker: Principles and Lessons from the World’s Leading
Management Consultant by William A. Cohen. (n.d.). Retrieved November 6, 2022,
from https://www.goodreads.com/book/show/36712258-consulting-drucker

70


https://www.techtarget.com/searchbusinessanalytics/definition/standard-operating-procedure-SOP
https://www.techtarget.com/searchbusinessanalytics/definition/standard-operating-procedure-SOP
https://www.techtarget.com/searchbusinessanalytics/definition/standard-operating-procedure-SOP
https://www.techtarget.com/searchbusinessanalytics/definition/standard-operating-procedure-SOP
http://www.dairyalliance.com/hrmgmt/organizationaldev/SOPManual.pdf
https://brill.com/view/journals/iner/11/1/article-p1_1.xml
https://brill.com/view/journals/iner/11/1/article-p1_1.xml
https://www.pwc.com/gx/en/consulting-services/portfolio-programme-management/assets/global-ppm-survey.pdf
https://www.pwc.com/gx/en/consulting-services/portfolio-programme-management/assets/global-ppm-survey.pdf
https://www.matec-conferences.org/articles/matecconf/abs/2016/29/matecconf_ibcc2016_00079/matecconf_ibcc2016_00079.html
https://www.matec-conferences.org/articles/matecconf/abs/2016/29/matecconf_ibcc2016_00079/matecconf_ibcc2016_00079.html
https://www.matec-conferences.org/articles/matecconf/abs/2016/29/matecconf_ibcc2016_00079/matecconf_ibcc2016_00079.html
https://www.semanticscholar.org/paper/Cross-cultural-communication-in-the-digital-age-Lifintsev-Wellbrock/22cba4f073896a5939f7853fa4ffabe91a1cd40a
https://www.semanticscholar.org/paper/Cross-cultural-communication-in-the-digital-age-Lifintsev-Wellbrock/22cba4f073896a5939f7853fa4ffabe91a1cd40a
https://ieeca.org/journal/index.php/JEECAR/article/view/390
https://ieeca.org/journal/index.php/JEECAR/article/view/390
https://www.goodreads.com/book/show/36712258-consulting-drucker

