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Sustento del uso justo de materiales protegidos por
derechos de autor para fines educativos

El siguiente material ha sido reproducido, con fines estrictamente didacticos e ilustrativos de los
temas en cuestion, se utilizan en el campus virtual de la Universidad para la Cooperacion
Internacional — UCI — para ser usados exclusivamente para la funcion docente y el estudio
privado de los estudiantes pertenecientes a los programas académicos.

La UCI desea dejar constancia de su estricto respeto a las legislaciones relacionadas con la
propiedad intelectual. Todo material digital disponible para un curso y sus estudiantes tiene
fines educativos y de investigacion. No media en el uso de estos materiales fines de lucro, se
entiende como casos especiales para fines educativos a distancia y en lugares donde no
atenta contra la normal explotacion de la obra y no afecta los intereses legitimos de ningun
actor.

La UCI hace un USO JUSTO del material, sustentado en las excepciones a las leyes de
derechos de autor establecidas en las siguientes normativas:

a- Legislacion costarricense: Ley sobre Derechos de Autor y Derechos Conexos,
No0.6683 de 14 de octubre de 1982 - articulo 73, la Ley sobre Procedimientos de
Observancia de los Derechos de Propiedad Intelectual, No. 8039 — articulo 58,
permiten el copiado parcial de obras para la ilustracion educativa.

b- Legislacién Mexicana; Ley Federal de Derechos de Autor; articulo 147.

c- Legislacion de Estados Unidos de América: En referencia al uso justo, menciona:
"esta consagrado en el articulo 106 de la ley de derecho de autor de los Estados
Unidos (U.S,Copyright - Act) y establece un uso libre y gratuito de las obras para
fines de critica, comentarios y noticias, reportajes y docencia (lo que incluye la
realizacion de copias para su uso en clase)."

d- Legislacion Canadiense: Ley de derechos de autor C-11- Referidos a
Excepciones para Educacion a Distancia.

e- OMPI: En el marco de la legislacion internacional, segun la Organizacién Mundial
de Propiedad Intelectual lo previsto por los tratados internacionales sobre esta
materia. El articulo 10(2) del Convenio de Berna, permite a los paises miembros
establecer limitaciones o excepciones respecto a la posibilidad de utilizar licitamente
las obras literarias o artisticas a titulo de ilustracion de la ensenanza, por medio de
publicaciones, emisiones de radio o grabaciones sonoras o visuales.

Ademas y por indicacion de la UCI, los estudiantes del campus virtual tienen el deber de
cumplir con lo que establezca la legislacién correspondiente en materia de derechos de autor,
en su pais de residencia.

Finalmente, reiteramos que en UCI no lucramos con las obras de terceros, somos estrictos con
respecto al plagio, y no restringimos de ninguna manera el que nuestros estudiantes,
académicos e investigadores accedan comercialmente o adquieran los documentos disponibles
en el mercado editorial, sea directamente los documentos, o por medio de bases de datos
cientificas, pagando ellos mismos los costos asociados a dichos accesos.



mmunications,

Quasar Communications, Inc. (QCI), is a thirty-year-old, $350 million division of
Communication Systems International, the world’s largest communications com-
pany. QCI employs about 340 people of which more than 200 are engineers. Ever
since the company was founded thirty years ago, engineers have held every ma-
jor position within the company, including president and vice president. The vice
president for accounting and finance, for example, has an electrical engineering
degree from Purdue and a master’s degree m business administration from
Harvard.

QCI, up until 1986, was a traditional organization where everything flowed
up and down. In 1986, QCI hired a major consulting company to come in and
train @/l of their personnel in project management. Because of the reluctance of
the line managers to accept formalized project management, QCT adopted an in-
formal, fragmented project management structure where the project managers
had lots of responsibility but very little authority. The line managers were still
running the show.

In 1989, QCI had grown to a point where the majority of their business base re-
volved around twelve large customers and thirty to forty small customers. The time
had come to create a separate line organization for project managers, where each in-
dividual could be shown a career path in the company and the company could ben-

efit by creating a body of planners and managers dedicated to the completion of a
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project. The project management group was headed up by a vice president and in-
cluded the following full-time personnel:

@ Four individuals to handle the twelve large customers
® Five individuals for the thirty to forty small customers
® Three individuals for R&D projects

@ One individual for capital equipment projects

The nine customer project managers were expected to handle two to three
projects at one time if necessary. Because the customer requests usually did not
come in at the same time, it was anticipated that each project manager would han-
dle only one project at a time. The R&D and capital equipment project managers
were expected to handle several projects at once.

In addition to the above personnel, the company also maintained a staff of
four product managers who controlled the profitable off-the-shelf product lines.
The product managers reported to the vice president of marketing and sales.

In October 1989, the vice president for project management decided to take
a more active role in the problems that project managers were having and held
counseling sessions for each project manager. The following major problem ar-
eas were discovered.

R&D PROJECT MANAGEMENT

Project manager: My biggest problem is working with these diverse groups that
aren’t sure what they want. My job is to develop new products that can be introduced
into the marketplace. [ have to work with engineering, marketing, product manage-
ment, manufacturing, quality assurance, finance, and accounting. Everyone wants a
detailed schedule and product cost breakdown. How can I do that when we aren’t
even sure what the end-item will look like or what materials are needed? Last month
I prepared a detailed schedule for the development of a new product, assuming that
everything would go according to the plan. I worked with the R&D engineering
group to establish what we considered to be a realistic milestone. Marketing pushed
the milestone to the left because they wanted the product to be introduced into the
marketplace earlier. Manufacturing then pushed the milestone to the right, claiming
that they would need more time to verify the engineering specifications. Finance and
accounting then pushed the milestone to the left asserting that management wanted
a quicker return on investment. Now, how can I make all of the groups happy?”

Vice president: “Whom do you have the biggest problems with?”

Project manager: ‘“That’s easy—marketing! Every week marketing gets a copy
of the project status report and decides whether to cancel the project. Several
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times marketing has canceled projects without even discussing it with me, and
I’'m supposed to be the project leader.”

Vice president: “Marketing is in the best position to cancel the praject because
they have the inside information on the profitability, risk, return on investment,
and competitive environment.”

Project manager: “The situation that we’re in now makes it impossible for the
project manager to be dedicated to a project where he does not have all of the in-
formation at hand. Perhaps we should either have the R&D project managers re-
port to someone in marketing or have the marketing group provide additionai in-
formation to the project managers.”

SMALL CUSTOMER PROJECT MANAGEMENT

Project manager: *1 find it virtually impossible to be dedicated to and effec-
tively manage three projects that have priorities that are not reasonably close. My
low-priority customer always sutfers. And even if I try to give all of my customers
equal status, [ do not know how to organize myself and have effective time man-
agement on several projects.”

Project manager:  “Why ig it that the big projects carry all of the weight and the
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smaller ones suffer?”

Project manager: “Several of my projects are so small that they stay in one
functional department. When that happens, the line manager feels that he is the
trie project manager operating in a vertical environment. On one of my projects
I found that a line manager had promised the customer that additional tests would
be run. This additional testing was not priced out as part of the original statement
of work. On another project the line manager made certain remarks about the
technical requirements of the project. The customer assumed that the line man-
agers’s remarks reflected company policy. Our line managers don’t realize that
only the project manager can make commitments (on resources) to the customer
as well as on company policy. [ know this can happen on large projects as well,
but it is more pronounced on small projects.”

LARGE CUSTOMER PROJECT MANAGEMENT

Project manager: ~Those of us who manage the large projects are aiso market-
ing personnel, and occasionally, we are the ones who bring in the work. Yet, every-
one appears to be our superior. Marketing always looks down on us, and when we
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bring in a large contract, marketing just looks down on us as if we’re riding their
coattails or as if we were just lucky. The engineering group outranks us because
all managers and executives are promoted from there. Those guys never live up
to commitments. Last month I sent an intfilammatory memo to a line manager be-
cause of his poor response to my requests. Now, I get no support at all from him.
This doesn’t happen all of the time, but when it does, it’s frustrating.”

Project manager: **On large projects, how do we, the project managers, know
when the project is in trouble? How do we decide when the project will fail?
Some of our large projects are total disasters and should fail, but management
comes to the rescue and pulls the best resources off of the good projects to cure
the ailing projects. We then end up with six marginal projects and one partial cat-
astrophe as opposed to six excellent projects and one failure. Why don’t we just
let the bad projects fail?”

Vice president: *“We have to keep up our image for our customers. In most other
companies, pertormance 1s sacrificed in order to meet time and cost. Here at QC1,
with our professional integrity at stake, our engineers are willing to sacrifice time
and cost in order to meet specifications. Several of our customers come to us be-
cause of this. Last year we had a project where, at the scheduled project termina-
tion date, engineering was able to satisfy only 75 percent of the customer’s per-
formance specifications. The project manager showed the results to the customer,
and the customer decided to change his specification requirements to agree with
the product that we designed. Our engineering people thought that this was a *slap
in the face’ and refused to sign off the engineering drawings. The problem went
all the way up to the president for resolution. The final result was that the cus-
tomer would give us an additional few months if we would spend our own money
to try to meet the original specification. It cost us a bundle, but we did it because
our integrity and protessional reputation were at stake.”

CAPITAL EQUIPMENT PROJECT MANAGEMENT

Project manager: “My biggest complaint is with this new priority scheduling
computer package we’re supposedly considering to install. The way I understand
it, the computer program will establish priorities for all of the projects in-house,
based on the feasibility study, cost-benefit analysis, and return on investment.
Somehow [ feel as though my projects will always be the lowest priority, and I'll
never be able to get sufficient functional resources.”

Project manager: “Every time I lay out a reasonable schedule for one of our
capital equipment projects, a problem occurs in the manufacturing area and the
functional employees are always pulled off of my project to assist manufacturing.
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And now I have to explain to everyone why I"'m behind schedule. Why am I al-
ways the one to suffer?”

The vice president carefuiiy weighed the remarks of his project managers.
Now came the difficult part. What, if anything, could the vice president do to
amend the situation given the current organizational environment?



