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V SOUVISLOSTI S REALIZACI STALE VETSICH

A SLOZITEJSICH PROJEKTU VZNIKA POTREBA
PRAVIDELNE KONTROLY, USMERNOVANI

A ZEJMENA AKTIVNIHO RIZENI VSECH PROCESU
A CINNOSTI INVESTICNI VYSTAVBY VE VSECH
STUPNICH NEJEN VE VLASTNIi REALIZACI, ALE
ZEJMENA V OBLASTI PRIPRAVY PROJEKTU. | KDYZ
JE PROJEKTOVE RIZENI (PROJECT MANAGEMENT)
V NEKTERYCH PRIPADECH NEBO ODVETVICH
SPISE ,MODNI ZALEZITOSTI", JE POZADAVEK
NA ZCELA JINY PRISTUP K VEDENI A RIZENI
INVESTICNICH PROCESU ZCELA ZAKONITY A JE
LOGICKYM DUSLEDKEM VYVOJE NA STAVEBNIM
TRHU U NAS.

Rizeni

In connection with the realisation of constantly
greater and more complicated projects there is

a rising need for regular checks, regulation and
particularly active management of all processes
and activities of capital construction at all levels
not only with the actual realisation, but above

all in the field of project preparation. Although
project management in some cases or branches is
more a “fashionable affair”, the requirements for
an altogether different approach to management
of investment processes is fully legitimate and

is the logical outcome of development on the
construction market in this country.
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roject management — a necessity
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[1 Uvedené postupy jsou vynu-
ceny kromé jiného zcela jinou
smluvni, stavebni a obchodnf pra-
xi, jez predstavuji poZadavky ze-
jména zahranic¢nich investord,
developert nebo projektd, finan-
covanych zahrani¢nim kapitalem.

V souvislosti s komplexnimi pro-
jekty, stejné jako pozadavky za-
hrani¢nich investord na zcela jiny
pristup, jsou rovnéZ na projek-
tové fizeni kladeny zcela rozdilné
naroky v porovnani s minulym ob-
dobim, pokud je mozné v tomto
pfipadé mluvit skutecné o projek-
tovém nebo systémovém fizeni.
Uvedeny systémovy pfistup chybi v mnoha pfipadech nejen na strané
investora, jenZ ¢asto neni ochoten platit naklady projektového fizenti,
ale rovnéz na strané projektantl, architektd, jakoz i dodavatell sta-
veb, ktefi vlastni prace na zakladé zcela jinych podminek provadéji.
Vypracované manualy pro Fizeni projektu jesté zdaleka nejsou zave-
denou a obvyklou praxi ani v pfipadé spolecnosti, jez se vlastnimu
fizeni projektl vénuji, nemluvé o systémovém pfistupu na strané
dodavatele.

Je zcela mimo pochybnost, Ze slozité investi¢ni projekty nebo pro-
jekty vétsiho rozsahu je nutné koordinovat a neni jiz mozné fidit ,sta-
rymi postupy”, bez jakékoli znalosti projektového fizeni a zejména
systémového pristupu. Pricinou nelspéchl jednotlivych ucastnikl in-
vesti¢niho procesu neni ani tak neznalost zékladnich principt fizeni,
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vice se jednd o nedUslednost v dennf préci a v prosazovani pozadavk
z jednani nebo dodrzovani metodiky a postupl v praxi.

Je tak na kazdém z ucastnikl investi¢niho procesu, aby byl schopen
poznatky prenést do praxe vlastnich projektd a zejména tyto disledné
dodrZovat, resp. pozadovat dodrzovani a odpovidajici disciplinu od
dalSich ucastnika vystavby. Zavedeni manudlu projektu je pouze prv-
nim dilcim krokem Uspésného projektu. | kdyz je nepochybné kazdy
investi¢ni projekt specificky, je mozné najit obecné zasady pro fizeni
téchto projektd. Tato specifika by méla byt uzivatelem do vlastnich
manuall postupné dopliiovdna, rozhodné by ale neméla byt kritériem,
jak predloZzeny manual s ohledem na , mUj specificky a zcela jiny pro-
jekt” nevyuZivat.

Manudl pro fizeni projektu na strané dodavatele by tak mél vycha-
zet zejména ze smlouvy a smluvnich podminek pfi zohlednéni zkuse-
nosti z jiz realizovanych projektd. V mnoha pfipadech je na strané
dodavatelt snaha pouZivat vlastni zplsob Fizeni projektu oznacovana
napfiklad jako vnitfni smérnice nebo prichod zakézky firmou apod.
Uvedeny systém a zpUsoby fizeni, pokud byly pouZivany na projekty
realizované v souladu s obvyklymi podminkami, jeZ predstavuje napt.
Obchodni zdkonik, jiz v zasadé nevyhovuiji v pfipadé vétsich nebo slo-
z prostfedk( Evropské unie. Pri porovnani starého a nového modelu
fizeni se jednd zejména o vlastni personalni obsazeni projektd a za-
sadné rozsifené pravomoci a kompetence jednotlivych ¢lend fidiciho
tymu. Kromé jiného tak musi organizace na strané dodavatele odpovi-
dat predevsim pozadavkdm investora a smlouvy, ne pouze vlastnim
pfedstavam a dosavadni praxi.

V mnoha pfipadech tak nejenze nejsou na strané dodavatele vytvo-
feny zcela nové organizacni struktury, jez odpovidaji typu, rozsahu a spe-

M The mentioned procedures are enforced by,
among other things, totally different contractual,
construction and business practice, which represent
the requirements particularly of foreign investors,
developers or projects financed by foreign capital.

In connection with complex projects, just as the
requirements of foreign investors for an altogether
different approach, totally different demands are
laid on project management in comparison with
the previous period if it is possible, in this case,
to really speak of project or system management.
There is no system approach in many cases not only
on the part of the investor who is often unwilling
to pay the costs of project management, as well as
on the part of planners, architects as well as building
contractors who perform their work under totally
different conditions. Project management manuals
are still a long way off from being introduced and
the normal practice even in the case of companies
who are engaged in their own project management,
not to speak of the system approach on the part of
the contractor.

It is altogether without a doubt that complicated
investment projects or large scale projects must
be coordinated and can no longer be managed
using ‘older procedures’ without any knowledge of
project management and particularly the system
approach. The cause of the failure of individual
participants in the investment process is not so
much the lack of knowledge of basic management
principles but more a question of the inconsistency
of daily work and enforcement of the requirements
from negotiations or observance of methodology
and procedures in practice.

It is up to each participant in an investment
process to be able to transfer the knowledge into
practice for his own projects and particularly observe
these consistently, or demand observance and the
required discipline from other construction participants.
The introduction of the project manual is merely
the first partial step to a successful project. Even
though each investment project is undoubtedly
specific, it is possible to find general principles
for the management of these projects. These
specifics should be gradually incorporated by the
user in his manuals but should definitely not
be a criterion of how not to use the submitted
manual with regard to ‘'my specific and altogether
different project’.

The contractor’s project management manual should
therefore be based particularly on contracts and
contractual terms and conditions while taking into
account the experience from already realised projects.
In many cases there is an attempt by the contractors
to use their own method of project management
described, for example, as an internal guideline or
passage of the contract through the firm, etc.
This system and methods of management, if used
on realised projects in accordance with the usual
terms and conditions, which are presented for
example by the Commercial Code, are no longer
basically appropriate in the case of larger more
complicated projects, foreign investors or projects
financed by European Union funds. When making
a comparison of the old and new management,
this particularly concerns own personnel working
on the projects and the fundamentally extended
authority and competences of individual members
of the management team. Besides other things,
organisation by the contractor must comply with the
requirements of the investor and the contract and
not merely on personal ideas and hitherto practice.

In many cases not only are totally new organisational
structures not created by the contractor, which
correspond to the type, scope and specifics of
the projects, but also some functions which are
completely missing. In the case of construction
projects, this particularly concerns the department
of preparation or technical construction preparation,
recruiting the workers for consistent inspection
of the project documentation, the technique for
managing the claims agenda and correspondence
with the customer. Particularly correspondence
with the customer is often replaced by ‘letter-
-writing’ through building logs kept directly on
the construction site without any knowledge of
the contract, contractual documents and specifics
of the project.

It is therefore possible to state that in the capital
construction process it is the personnel and the
quality of the technicians or managers is decisive as
they are responsible for the project management.
So the introduction of an organisational structure
for project management which fundamentally
complies with the contract and contractual terms and
conditions, and the project management manual
is the first step for the successfully management of
the capital construction process. O

cifikdm projektd, ale rovnéz nékteré funkce zcela chybi. V pfipadé stavebnich projektd se jedna
zejména o oddéleni pfipravy nebo technické pfipravy vystavby, obsazeni pracovnikd pro ddsled-
nou kontrolu projektové dokumentace, techniku pro vedeni claimové agendy a korespondence
s objednatelem. Zejména korespondence s objednatelem je ¢asto nahrazena , dopisovanim”
prostfednictvim stavebnich dennik(, vedenych pfimo na stavbé bez jakékoliv znalosti smlouvy,

smluvnich podkladt a specifik projektu.

Je proto mozné fici, Ze v procesu investi¢ni vystavby je rozhodujici zejména persondlni obsa-
zeni a kvalita technikd nebo manazer(, jenz pfimo odpovidajf za fizeni projektu. Zavedeni orga-
nizacni struktury pro fizeni projektu, jez odpovida zadsadné smlouvé a smluvnim podminkam,
a manudlu pro fizeni projektu je tak prvnim krokem pro Uspésné zvladnuti procesu investi¢ni

vystavby.
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