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Introduction
Projects have been around since ancient times. Noah building the ark,
Leonardo da Vinci painting the Mona Lisa, J.R.R. Tolkien writing The
Hobbit, Moderna and Pfizer developing their COVID-19 vaccines — all
projects. And as you know, these were all masterful successes. Well, the
products were a spectacular success, even if schedules and resource
budgets were drastically overrun!

Why, then, is the topic of project management of such great interest
today? The answer is simple: The audience has changed and the stakes
are higher.

Historically, projects were large, complex undertakings. The first project
to use modern project management techniques — the Polaris weapons
system in the early 1950s — was a technical and administrative
nightmare. Teams of specialists planned and tracked the myriad of
research, development, and production activities. They produced
mountains of paper to document the intricate work. As a result, people
started to view project management as a highly technical discipline with
confusing charts and graphs; they saw it as inordinately specialist-driven
and definitely off-limits for the common person!

Because of the growing array of huge, complex, and technically
challenging projects in today’s world, people who want to devote their
careers to planning and managing those projects are vital to their
successes. Over the past 30 to 35 years, the number of projects in the
regular workplace has skyrocketed. Projects of all types and sizes are
now the way that organizations accomplish their work.

At the same time, a new breed of project manager has emerged. This
new breed may not have set career goals to become project managers —
many among them don’t even consider themselves to be project
managers, at least not as their primary role. But they do know they must
successfully manage projects to move ahead in their careers. Clearly,
project management has become a critical skill, not a career choice.



Even though these people realize they need special tools, techniques, and
knowledge to handle their new types of assignments, they may not be
able to devote large amounts of time to acquiring them without adversely
impacting other responsibilities, which is where this book comes into
play. This book is devoted to this silent majority of project managers.

About This Book
This book helps you recognize that the basic tenets of successful project
management are simple. The most complex analytical technique takes
less than ten minutes to master! In this book, we discuss information
that’s necessary to plan and manage projects and provide important
guidelines for developing and using this information. Here, you discover
that the real challenge to a successful project is dealing with the
multitude of people whom the project may affect or need for support.
There are plenty of tips, hints, and guidelines for identifying key players
and then involving them.

But knowledge alone won’t make you a successful project manager —
you need to apply it. This book’s theme is that project management skills
and techniques aren’t burdensome tasks you perform because some
process requires it. Rather, they’re a way of thinking, communicating,
and behaving. They’re an integral part of how we approach all aspects of
our work every day.

So this book is intended to be direct and (relatively) easy to understand.
But don’t be misled — the simple text still navigates all the critical tools
and techniques you’ll need to support your project planning, scheduling,
budgeting, organizing, and controlling. So buckle up!

This information is presented in a logical and modular progression.
Examples and illustrations are plentiful — so are the tips and hints. And
we (attempt to) inject humor from time to time to keep it all in
perspective. The goal is that you finish reading this book feeling that
good project management is a necessity and that you’re determined to
practice it!



Of course, we want you to read every single word in this book, but we
understand your life is busy and you may have time to read only what’s
immediately relevant to you. In that case, feel free to skip the sidebars.
Although the sidebars offer interesting, real-life stories of our own
experiences, they’re not vital to grasping the concepts.

Foolish Assumptions
When writing this book, we assumed that a widely diverse group of
people would read it, including the following:

Senior managers and junior-level staff (who’ll become tomorrow’s
senior managers)
Experienced project managers and people who’ve never been on a
project team
People who’ve had significant project management training and
people who’ve had none whatsoever
People who’ve had years of real-world business and government
experience and people who’ve only recently entered the workforce

After reading this book, we hope you wonder (and rightfully so) why all
projects aren’t well-managed — because you’ll think these techniques
are so logical, straightforward, and easy to use. But we also assume you
recognize there’s a big difference between knowing what to do and doing
it. We assume you realize you’ll have to work hard to overcome the
forces that conspire to prevent you from using these tools and
techniques.

Finally, we assume you’ll realize that you can read this book repeatedly
and learn something new and different each time. Think of this book as a
comfortable resource that has more to share as you experience new
situations.

Icons Used in This Book



We include small icons in the left margins of the book to alert you to
special information in the text. Here’s what they mean:

 We use this icon to point out important information you should
keep in mind as you apply the techniques and approaches.

 This icon highlights techniques or approaches you can use to
improve your project management practices.

 This icon highlights potential pitfalls and danger spots that you
should attempt to avoid or be prepared to address if they come to
fruition.

Beyond the Book
In addition to the material in the print or e-book you’re reading right
now, you can access free companion materials online. Simply navigate
to www.dummies.com and search for “Project Management For Dummies
Cheat Sheet.” From there you’ll be able to read or print several useful
articles about confirming your project’s justification, developing
meaningful project objectives, developing achievable project schedules,
eliciting and sustaining commitment for projects, holding people
accountable, and avoiding common project pitfalls.

Where to Go from Here
You can read this book in many ways, depending on your own project
management knowledge and experience and your current needs.
However, we suggest you first take a minute to scan the table of contents

http://www.dummies.com/


and thumb through the parts of the book to get a feeling for the topics we
cover.

If you’re new to project management and are just beginning to form a
plan for a project, first read Parts 1 and 2, which explain how to plan
outcomes, activities, schedules, and resources. If you want to find out
how to identify and organize your project’s team and other key people,
start with Part 3. If you’re ready to begin work or you’re already in the
midst of your project, you may want to start with Part 4. Or feel free to
jump back and forth, hitting the chapters with topics that interest you the
most.

The most widely recognized reference of project management best
practices is A Guide to the Project Management Body of Knowledge
(PMBOK), published by the Project Management Institute (PMI). The
seventh and most recent edition of PMBOK (PMBOK 7) was published
in 2021. The Project Management Professional (PMP) certification —
the most recognized project management credential throughout the
world — includes an examination (administered by PMI) with questions
based on PMBOK 7.

Because we base this book on best practices for project management
activities, the tools and techniques we cover are in accordance with
PMBOK 7. However, if you’re preparing to take the PMP examination,
use this book as a companion to PMBOK 7, not as a substitute for it.

As you read this book, keep the following points in mind:

PMBOK 7 identifies what best practices are but doesn’t address in
detail how to perform them or deal with difficulties you may
encounter as you try to perform them. In contrast, this book focuses
heavily on how to perform these project management techniques and
processes.
We’ve revised and updated the book so that all the tools and
techniques discussed and all the terminology used to describe those
tools and techniques are in agreement with those used in PMBOK 7
and, when possible, prior PMBOK editions.



Where appropriate, we include a section at the end of each chapter
that specifies where the topics in the chapter are addressed in
PMBOK 7.
PMBOK 7 often contains highly technical language and detailed
processes, which people mistakenly dismiss as being relevant only
for larger projects. This book, however, deliberately frames terms
and discussions to be user-friendly. As a result, people who work on
projects of all sizes can understand how to apply the tools and
techniques presented.

No matter how you make your way through this book, plan on reading
all the chapters more than once — the more you read a chapter, the more
sense its approaches and techniques will make. And who knows? A
change in your job responsibilities may create a need for certain
techniques you’ve never used before. Enjoy and good luck!



Part 1
Getting Started with Project

Management



IN THIS PART …
Discover what project management is all about and whether you
have what it takes to be a successful project manager.

Learn about the changes to A Guide to the Project Management
Body of Knowledge, 7th Edition (PMBOK 7) from the prior edition
and the rationale for the substantial overhaul.

Check out the documents you need to assess a project’s
feasibility and desirability, including the business case, the project
charter, the preliminary stakeholder register, and the preliminary
assumptions list. Consider how the data generated from a
preliminary needs assessment, a feasibility study, and a cost-
benefit analysis generate information needed to support the
decision of whether to consider a proposed project further.

Find out how to identify people who may need to be involved in
your project, and decide whether, when, and how to involve them.
After you know who should be involved, determine who has the
authority, power, and interest to make critical decisions along the
way.

Think about the big picture of what your project is trying to
accomplish (and why). Then get the scoop on writing a scope
statement to confirm the results your project will produce and the
constraints and assumptions under which everyone will work.

Outline the work you have to do to meet the expectations for your
project, and find out how to break that work down into
manageable chunks.



Chapter 1
Project Management: The Key

to Achieving Results
IN THIS CHAPTER

 Defining a project and its four phases
 Breaking down project management
 Shifting from process-based to principles-based project

management
 Determining whether you have what you need to be successful

Successful organizations create projects that produce desired results in
established timeframes with assigned resources. As a result, businesses
are increasingly driven to find individuals who can excel in this project-
oriented environment.

Because you’re reading this book, chances are good that you’ve been
asked to manage a project (or multiple projects!). So, hang on tight —
you’re going to need a new set of skills and techniques to steer that
project to successful completion. But not to worry! This chapter gets you
off to a smooth start by showing you what projects and project
management really are and by helping you separate projects from non-
project assignments. This chapter also offers rationale for why projects
succeed or fail and gets you into the project management mindset.

 We are hopeful that you read this book’s Introduction but, if not,
don’t worry, we can bring you up to speed. Whether you read the
Introduction or not, keep in mind as you’re reading that one of our
intentions with this book is to help you navigate the Project



Management Institute (PMI)-published A Guide to the Project
Management Body of Knowledge, 7th Edition (we use the
abbreviation PMBOK 7 throughout the book) and prepare you for
the PMI-administered Project Management Professional (PMP)
certification exam.

Since PMI’s first edition of the Project Management Body of Knowledge
(PMBOK) in 1987, The Standard for Project Management included in
and explained by the PMBOK Guide has remained a process-based
standard aimed at enabling consistent and predictable outcomes…until
now. PMBOK 7 introduces a fundamental shift from the process-based
standard of the previous versions to the now principles-based approach
of PMBOK 7, with a newly refined focus on intended outcomes rather
than project phases and deliverables.

PMI has ensured that nothing in PMBOK 7 negates any of the processes,
terminology, or concepts of PMBOK 6 and prior, but rather complements
the content of the previous versions, with an updated and more holistic
view of project management and its ability to deliver valuable outcomes
to stakeholders. A few of the most fundamental concepts from the prior
PMBOK editions (Editions 1 through 6), discussed in earlier editions of
this For Dummies book (Editions 1 through 5), will always be true even
if not explicitly referenced by name in PMBOK 7. We review those in
the next few sections. You’ll know that we’ve transitioned to PMBOK 7
concepts and terminology when you reach the “Adopting a Principled
Approach to Project Management” section of this chapter.

Determining What Makes a Project
a Project

No matter what your job is, you handle a myriad of assignments every
day. For example, you may prepare a status report, conduct a meeting,
design a marketing campaign, or relocate to new offices. Or you may
make your company’s information systems more user-friendly, develop a
research compound in the laboratory, or improve the organization’s



public image. Not all these assignments are projects. How can you tell
which ones are and which ones aren’t? This section is here to help.

Understanding the three main components that
define a project
A project is a temporary undertaking performed to produce a unique
product, service, or result. Large or small, a project always has the
following three components:

Specific scope: Desired results or products (check out Chapter 5 for
more on describing desired results)
Schedule: Established dates when project work starts and ends (see
Chapter 7 for how to develop responsive and feasible project
schedules)
Required resources: Necessary number of people, funds, and other
supporting elements like lab space, test equipment, manufacturing
facilities, computer hardware and software, and so on (see Chapter 8
for how to establish whom you need for your project and Chapter 9
for how to set up your budget and determine any other resources you
need)

 As illustrated in Figure 1-1, each component affects the other
two. For example: Expanding the type and characteristics of desired
outcomes may require more time (a later end date) or more
resources. Moving up the end date may necessitate paring down the
scope or increasing project expenditures (for instance, by paying
overtime to project staff). It is within this three-part project
definition that you perform work to achieve your desired results.
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FIGURE 1-1: The relationship between the three main components of a project.

Although many other considerations may affect a project’s performance,
these three components are the basis of a project’s definition for the
following three reasons:

The only reason a project exists is to produce the results specified in
its scope.
The project’s end date is an essential part of defining what
constitutes successful performance, as the desired result must be
achieved by a certain time to meet its intended need.
The availability of resources shapes the nature of the results the
project can produce.

A Guide to the Project Management Body of Knowledge, 7th Edition
(PMBOK 7), elaborates on these components by:

Emphasizing that product includes both the basic nature of what is to
be produced (for example, a new software program or a new
prescription drug) and its required characteristics (for example, the



features and functions the software program must include), which are
defined as the product’s quality.
Noting that resources refers to funds, as well as to other,
nonmonetary resources, such as people, equipment, raw materials,
and facilities.

PMBOK 7 also emphasizes that risk (the likelihood that not everything
will go exactly according to plan) plays an important role in defining a
project and that guiding a project to success involves continually
managing trade-offs among the three main project components — the
products to be produced and their characteristics, the schedule, and the
resources required to do the project work.

 You may have encountered the previous concept with slightly
different terms, including the Project Management Triangle, the
Time-Cost-Scope Continuum, the Triple Constraint, and the Iron
Triangle, to name a few. Time is often used interchangeably with
Schedule, Cost with Resources, and Scope with Product. The exact
terminology you use is immaterial; the key takeaway from this
section is that every project is constrained in some way or another
by each of these three elements and all three are inextricably linked.
Your job, should you choose to accept it, is to use these three levers
throughout your project to influence the quality of your results.

Recognizing the diversity of projects
Projects come in a wide assortment of shapes and sizes. For example,
projects can:

Be large or small:
Installing a new subway system, which may cost more than $1
billion and take 10 to 15 years to complete, is a project.
Preparing an ad hoc report of monthly sales figures, which
may take you a few hours to a day or two to complete, is also



a project.
Involve many people or just you:

Training all 10,000 of your organization’s staff on a new
diversity, equity, and inclusion policy, is a project.
Rearranging the furniture and equipment in your office is also
a project.

Be defined by a legal contract or by an informal agreement:
A signed contract between you and a customer that requires
you to build a house defines a project.
An informal promise you make to install a new software
package on your colleague’s computer also defines a project.

Be business-related or personal:
Conducting your organization’s annual blood drive is a
project.
Organizing and hosting a dinner party for 15 friends is also a
project.

A PROJECT BY ANY OTHER NAME JUST
ISN’T A PROJECT

People often confuse the following two terms with project:

Process: A process is a series of routine steps to perform a particular function,
such as a procurement process or a budget process. A process isn’t a one-time
activity that achieves a specific result; instead, it defines how a particular
function is to be done every time. Processes, like the activities that go into
buying materials, are often parts of projects.

Program: This term can describe two different situations. First, a program can
be a set of goals that gives rise to specific projects, but, unlike a project, a
program can never be completely accomplished. For example, a health-
awareness program can never completely achieve its goal (the public will never
be totally aware of all health issues as a result of a health-awareness program),
but one or more projects may accomplish specific results related to the
program’s goal (such as a workshop on minimizing the risk of heart disease).
Second, a program sometimes refers to a group of specified projects that
achieve a common goal.



 No matter what the individual characteristics of your project are,
you define it by the same three components we discussed in the
previous section: results (or scope), start and end dates (or
schedule), and resources (or cost). The information you need to
plan and manage your project is the same for any project you
manage, although the ease and the time to develop it may differ.
The more thoroughly you plan and manage your projects, the more
likely you are to succeed.

Describing the four phases of a project life cycle

 A project’s life cycle is the series of phases that the project
passes through as it goes from its genesis to its completion. A phase
is a collection of logically related project activities that culminates
in the completion of one or more project milestones or deliverables
(see Chapters 5 and 6 for more on project deliverables). Every
project, whether large or small, passes through the following four
life cycle phases:

Starting the project: This phase involves generating, evaluating,
and framing the business need for the project and the general
approach to performing it and agreeing to prepare a detailed project
plan. Outputs from this phase may include approval to proceed to the
next phase, documentation of the need for the project and rough
estimates of time and resources to perform it (often included in a
project charter), and an initial list of people who may be interested
in, involved with, or affected by the project. This phase typically
encompasses a set of project management process groups,
collectively referred to as the Initiating processes.



Organizing and preparing: This phase involves developing a plan
that specifies the desired results; the work to do; the time, cost, and
other resources required; and a plan for how to address key project
risks. Outputs from this phase may include a project plan that
documents the intended project results and the time, resources, and
supporting processes needed to create them. The project
management process groups that support this phase are called
planning processes.
Carrying out the work: This phase involves establishing the project
team and the project support systems, performing the planned work,
and monitoring and controlling performance to ensure adherence to
the current plan. Outputs from this phase may include project results,
project progress reports, and other communications. Executing
processes is the general term for all those that are performed during
this phase.
Closing the project: This phase involves assessing the project
results, obtaining customer approvals, transitioning project team
members to new assignments, closing financial accounts, and
conducting a post-project evaluation. Outputs from this phase may
include final, accepted, and approved project results and
recommendations and suggestions for applying lessons learned from
this project to similar efforts in the future.

 We began this chapter by discussing that PMI-updated PMBOK
7 to move away from rigidly prescribed life cycle phases and
project management knowledge areas, in favor of more flexible
project performance domains and project management principles.
However, it is helpful to understand where the life cycle phases and
knowledge areas of the past are complemented or replaced by the
performance domains and principles of today.

For small projects, this entire life cycle can take just a few days. For
larger projects, it can take many years! In fact, to allow for greater focus



on key aspects and to make it easier to monitor and control the work,
project managers often subdivide larger projects into separate phases,
each of which is treated as a mini-project and passes through these four
life cycle phases. No matter how simple or complex the project is,
however, these four phases (start; plan; do; stop) are the same.

 In a perfect world, you complete one phase of your project’s life
cycle before you move on to the next one, and after you complete
that phase, you never return to it again. But the world isn’t perfect,
and project success often requires a flexible approach that responds
to real situations that you may face.

Some common, unplanned scenarios might include:

You may have to work on two (or more) project phases at the
same time to meet tight deadlines. Working on the next phase
before you complete the current one increases the risk that you may
have to redo tasks, which may cause you to miss deadlines and spend
more resources than you originally planned. If you choose this
strategy, document and be sure people understand the potential risks
and costs associated with it (see Chapter 10 for how to assess and
manage risks).
Sometimes you learn by doing. Despite doing your best to assess
feasibility and develop detailed plans, you may realize you can’t
achieve what you thought you could. When this situation happens,
you need to return to the earlier project phases and rethink them in
light of the new information you’ve acquired.
Sometimes things change unexpectedly. Your initial feasibility and
benefits assessments are sound, and your plan is detailed and
realistic. However, certain key project team members leave the
organization without warning during the project. Or a new
technology emerges, and it’s more appropriate to use than the one in
your original plans. Because ignoring these occurrences may



seriously jeopardize your project’s success, you need to return to the
earlier project phases and rethink them in light of these new realities.

Adopting a Principled Approach to
Project Management

If you recall, we opened this chapter with mention of the PMBOK’s
evolution since its inception. For most of the past 35 years, from
PMBOK 1 through PMBOK 6, there have been a number of structural
updates, like distinguishing between The Standard for Project
Management and A Guide to the Project Management Body of
Knowledge rather than simply the body of knowledge for project
management.

There have also been substantive updates, such as the introduction of
project management processes to demonstrate the linkages between the
various knowledge areas or the inclusion of Agile methodology as it
became mainstream.

We think you’ll find that the recent changes — to add project
management principles and project performance domains and forego
formal life cycle phases and knowledge areas — are the most
transformational of all the changes to date. Whether we refer to these
topics and skills as knowledge areas or performance domains, processes
or principles, the underlying motivation for this shift is to refocus project
managers on the holistic outcomes their stakeholders expect rather than
the specific deliverables, artifacts, and other tangibles that are, more
accurately, components of the overall outcomes.

The 12 project management principles defined by PMI in PMBOK 7 that
will help you deliver your project’s intended outcomes include:
Stewardship, Team, Stakeholders, Value, Systems Thinking, Leadership,
Tailoring, Quality, Complexity, Risk, Adaptability and Resiliency, and
Change. We delve into each of these in the following sections.

Starting with stewardship and leadership



We’ve reorganized the 12 principles into logical groupings to illustrate
how they can come together to help you run your project to achieve
optimal results. The first of these groupings includes stewardship and
leadership, two principles directed at none other than yourself, the
project manager.

 It is undeniable that your project cannot possibly be successful
without an engaged and committed team, involved stakeholders,
and sufficient time and resources to perform the agreed-upon scope.
However, even the most well-oiled, finely-tuned, and expensive
race car cannot drive itself around the track (not legally, at least).
Like the race car, your project requires a diligent, respectful, and
caring steward at the helm to lead your team over the finish line.

Additional characteristics of a good steward include integrity,
trustworthiness, and compliance. Compliance typically refers to external
factors, such as with environmental regulations, societal norms, or the
policies, procedures, and standards of relevant industry professional
groups (like PMI for project management). Stewardship requires an
appreciation of the trust that you earn and work diligently to maintain,
throughout your project and in general. Implicit in this trust is your duty
to be transparent with your stakeholders through timely, honest, and
accurate communication.

The most effective leaders share a number of common characteristics
and behaviors, including:

Finding ways to motivate and empower others to want to perform at
a high level
Allowing team members to operate without worrying that someone
is always looking over their shoulder (Chapter 12 offers tips for how
to deal with micromanagers)
Motivating others to perform tasks that have been assigned to them
(see Chapter 16 for how to motivate and keep your team engaged)



Helping to line up the tools that each resource needs to effectively
accomplish their tasks
Establishing a team dynamic that fosters collaboration and respect
without fear of failure or shame

The challenge is not only to embody these characteristics and behaviors,
but to do so consistently, day-to-day, throughout the life of the project.

 We initially asserted that the principles of stewardship and
leadership are directed at you, the project manager. Ideally, these
principles should be possessed and demonstrated by all members of
your team. In reality, you can only control how you conduct
yourself as a steward and a leader, but you can influence others as
you lead by example.

Continuing with team and stakeholders
You’d be hard-pressed to find a more pertinent and inspirational
affirmation of the significance of the team than former long-time
University of Michigan football head coach Bo Schembechler’s
legendary 1983 “The team, the team, the team” pep talk that he gave
before taking the field against longtime rival Ohio State. Taken out of
the context of a team preparing for a football game against a bitter rival,
or perhaps a battalion of soldiers preparing to take on an enemy,
Schembechler’s speech might seem a bit extreme for more tame and
routine activities like managing a project.

We are not suggesting you deliver an impassioned pep talk to your
project team at your next kickoff meeting (although, if it’s appropriate
for your audience, it could be fun to try)! Schembechler says, “We’re
gonna play together as a team. We’re gonna believe in each other, we’re
not gonna criticize each other, we’re not gonna talk about each other,
we’re gonna encourage each other.” It is this portion of his speech that
we consider when assessing a team’s dynamic. Your team, project or
otherwise, will be most effective when members work together, support,



encourage, and believe in each other, and promote an environment free
from criticism (unless it’s constructive), disrespect, and other
counterproductive behaviors. By the way, the Wolverines went on to
defeat the Buckeyes in that Thanksgiving-weekend 1983 game with a
final score of 24-21. Go Blue!

For a college football game, the stakeholders include upwards of 100
players, a dozen coaches, trainers, medical personnel, front-office staff,
fans (both in person and around the world), media, the opposing team’s
personnel, the referees, and many more. In fact, all the other teams in the
league and their fans are also stakeholders in each football game,
because, even if only in a small, indirect way, all these people are
affected by the events and outcome of the game. Stakeholder is an
intentionally vague term because, in project management, considering all
possible ways your project impacts others and others impact your project
can be critical to your project’s success.

The reality is that many of these football stakeholders have no
measurable impact on any one game, football team, or coach. The same
may be true for your project. During the initiation phase, identify and
document, in a stakeholder register, everyone involved in some way in
the activities or outcome of your project (see Chapter 4 for much more
on stakeholders, including how to prepare a stakeholder register).

Then, ask those stakeholders who else they believe should be involved
or might be impacted by your project and add them to your register.
Depending on the size and scope of your project, you may want to
continue identifying stakeholders. There is no correct number of
stakeholders; no rule of thumb or best practice to say how many
stakeholders you must identify before moving onto the next task. Use
your discretion and compile the list that feels right for your project.



 If your stakeholder list consists of you, your project team, and
perhaps your client’s day-to-day key point of contact, either your
list of stakeholders is incomplete or your project may not be worth
pursuing! After all, why pursue a project whose outcome doesn’t
really affect anyone, when you have other, more impactful ways to
spend your time?

The stakeholder project management principle is all about engagement.
The more you can proactively engage your stakeholders, early on and all
throughout your project, the more likely you are to achieve its intended
outcomes. Stakeholder engagement helps to ensure that you and your
project team have the latest and most accurate information, business
requirements, and expectations and, similarly, that your stakeholders are
never out of the loop, particularly as it pertains to major decisions,
milestones, risks, issues, and so on.

Delivering value and quality
Your project’s success is ultimately measured, quantitatively or
qualitatively, by your stakeholders’ perceived value — worth,
importance, or utility — of the outcome they receive, during or after the
project. If you’re fortunate enough to manage a project driven by a
business case (many are, but not all) that lays out the business need,
project justification, and strategy to realize the benefits of the intended
outcomes, you have the baseline you need to inform your project
decisions and against which you’ll assess your project’s value. Value is a
subjective term, so the more assured you are of your baseline, the more
confident you’ll be in your assertion of the value provided by your
project. If you are managing a project without a clearly defined business
case, then work with your relevant stakeholders to document the
business need, project justification, and business strategy. Use those
learnings to inform your project decisions and guide your team.

Like value, quality may initially seem like a subjective term. It does not
need to be. With clearly defined objectives and intended outcomes, well-



thought-out test cases and test scripts (or whatever instrument is most
fitting to evaluate your project’s quality), quality can be objectively
assessed by how many scripts passed or failed during testing. This
methodology is well-suited for software development projects, for
example; however, not all projects can be evaluated in such an objective
manner. If this is true for your project, devote time early on with your
stakeholders to devise a mechanism for evaluating project success in a
quantifiable and measurable way. This upfront effort will pay dividends
when you consider what worked well and what could be improved the
next time you undertake a similar project.

 Once your project’s requirements are well-defined and finalized,
consider developing a traceability matrix (also called a
requirements traceability matrix) to associate every individual test
script to a test case and ultimately to a project requirement. Test
scripts and test cases are commonly used in software development
projects, but they may not be applicable to your project. That’s no
problem! Substitute the artifacts and tools that are most relevant to
your project type and you’ll be good to go. The purpose of the
traceability matrix is two-fold: first, it helps to ensure that every
requirement is addressed by your product and that every
requirement is sufficiently tested; and second, it forces you to
justify each test script to ensure your team’s effort is relevant and
helps to achieve an intended outcome.

Handling complexity, opportunities, and threats
If managing a project were simple, everyone would do it, right? Most
projects have some degree of complexity resulting from uncertainty and
ambiguity (Chapter 5 has more on defining requirements and project
scope), interpersonal conflicts, or the interactions between activities and
resources. Document any potential sources of complexity in your project
as early as possible so you and your project team can develop a plan to
prevent complexities from becoming full-fledged issues. Complexity can



sneak up on you during any project phase, triggered by some change in
scope, requirements, stakeholders, value, technology, or risk.

A risk is a potential event, which may or may not come to fruition, that
would impact your project if it did materialize (see Chapter 10 for more
on identifying and managing risk). Notice that we didn’t say the impact
to your project would be negative. Many people are risk-averse because
they assume all risks are negative; that is not the case with project
management. When managing your project, a positive risk (an
opportunity) would lead to some benefit if it came to be. Conversely, a
negative risk (a threat) would result in scope creep, schedule slippage,
budget overrun, failure to deliver the intended outcome, or some
combination of each.

 Negative risks have the potential to derail your project and,
accordingly, should receive most of your attention, but don’t
assume you can just ignore the positive risks! Unrecognized or
unrealized positive risks can be just as detrimental to your project
as unaddressed negative risks.

Let’s assume, for this example, that Elena is about to kick off a new
project to renovate the kitchen of her family’s beach house (remember,
projects don’t have to be work-related to benefit from project
management). Their kitchen hasn’t been updated since the house was
built in 1965, although the appliances had all been updated roughly ten
years ago. The cabinets, flooring, countertops, and wallpaper are all
dated and need to go!

Elena contacts a family friend, Erwin, the best carpenter around, to quote
the cabinetry activity. Erwin provides an estimate of $20,000 for his time
and the materials and two weeks to complete the project, but he won’t be
able to begin the work for at least nine months with his current
workload. Elena and her family want to complete the entire project in
three months, so she contacts a couple of other carpenters to compare
multiple quotes. The first two quotes are out of Elena’s budget, so she



tentatively accepts the third quote from Joel at ABC Cabinetry for
$25,000 and four weeks to complete. Joel can begin the work in three
weeks. Elena must sign the contract and pay a $5,000 deposit within two
weeks to secure Joel’s services.

For a project like Elena’s kitchen renovation, it might be a bit excessive
to develop a formal risk register to track each project risk, but Elena is
eager to complete this project on time and within budget to impress her
family. She lists some negative risks, such as:

Joel doesn’t show up on day one.
ABC Cabinetry’s materials order is delayed, delaying the task’s start.
Raw material prices skyrocket due to a global shortage of lumber.
Joel’s work is of poor quality, despite the positive feedback from his
references.

Elena also jots down some positive risks, including:

Raw material prices drop due to a surplus of lumber locally.
ABC Cabinetry sends workers with Joel to help him complete the
job faster than the three weeks they quoted.
Her first choice, Erwin, becomes available. His next client cancels
their project and he can start the work in four weeks.
Upon closer inspection, the cabinets are found to be structurally
sound and only require refacing to fit the updated style of the
renovated kitchen, dropping the cabinetry price by $10,000.

Countertops and flooring consume most of Elena’s focus over the next
week as she works to line up contractors for those tasks. Elena’s
neighbor, Lucas, agrees to paint the kitchen for $300 plus the cost of
materials and a constant supply of pizza while he’s on the job.

Week 1 is behind Elena and she begins week 2 by reviewing her risk
register. She alleviates some concern by confirming there is not currently
any global shortage of lumber. She calls Joel at ABC Cabinetry to touch



base, confirm his quoted price and start date are still valid, and let him
know she’ll make her final decision in the next week. Before shifting
gears back to countertops and flooring, Elena decides to follow up on the
positive risk that Erwin might have an opening in his schedule. She
knew it was a long shot, but it couldn’t hurt to ask.

What if we told you that Erwin’s next client did in fact cancel their
project? It sounds too good to be true, and in the real world it may just
be, but continue to suspend your disbelief for the sake of this example,
as we are about to get to the point! Erwin’s client does cancel their
project and Erwin’s schedule does open up for about four weeks. Erwin
could start on Elena’s kitchen in three weeks. Elena informs Joel that she
no longer needs his services before the deadline to sign the contract with
ABC Cabinetry and pay the $5,000 deposit.

Had Elena not identified, documented, and followed up on the positive
risk, or opportunity, that Erwin might become available, she wouldn’t
have thought to call him. If she hadn’t called him, Elena would’ve had to
pay $5,000 more for Joel to do the same work in twice the time as
Erwin. Also, Elena can eliminate the uncertainty about the quality of
Joel’s work since she knows Erwin is the best around.

Exhibiting adaptability and resilience
Even with clearly defined requirements, engaged stakeholders, a
competent and experienced project team, and sufficient time and budget,
you’ll find that projects rarely go exactly as you planned. This isn’t to
say that you’ll never come close to your original plan. We are confident
that you will, but there will likely be some deviation at some point
throughout your project. This is perfectly fine; it is even expected.

Your success as a project manager won’t (at least, it shouldn’t!) be
measured by your ability to deliver to the exact plan that you laid out at
the outset of your project. This isn’t realistic and, frankly, the purpose of
your project isn’t to demonstrate that you can stick to a plan. Your
project’s purpose is to deliver value, in the form of your intended
outcomes, whatever they may be, as defined by your stakeholders.



 Your ability to react and respond to unexpected events and
conditions, to demonstrate your adaptability and resiliency, will
help you weather the storm and right the ship when things start to
go astray from your original project plan.

Just as no two projects follow the exact same course, rarely are the
circumstances around two projects ever identical. If you routinely
manage projects to configure, test, and deliver the same software
application, your work breakdown structure (WBS) might be very
similar, but each of these projects will likely be performed for different
clients, or at different times, or with a different project team. At different
times of the year, the exact same project may be subject to different
resource constraints. For example, you may have more difficulty lining
up consistent resources in the summer months when people often go on
vacation. You may have similar difficulty during the holidays in
December and into the new year.

With different clients come different requirements and expectations.
Where one client may want to be hands-off and largely uninvolved until
you’re ready to deliver the final product, other clients may want daily
meetings to review progress and participate in technical design sessions.
All of this boils down to the need to be adaptable when designing your
project development approach.

Tailoring is the process of designing your approach based on the context
of each project, each set of objectives, each group of stakeholders, and
so on. Acknowledging that every project is unique will force you to keep
an open mind as you determine the proper approach to each one.



 Tailoring is an iterative process. You may kick off your project
with a solid approach, but don’t assume that approach will remain
optimal through project closure. As your project progresses,
external factors can change that might warrant or even necessitate a
revised approach.

Thinking holistically and enabling change
Projects are fundamentally systems of intertwined and interdependent
subsystems or components that must function together and interact as an
integrated unit to yield the intended outcomes. Adopting this approach to
systems thinking (and helping your team appreciate it) enables the
following outcomes:

Flexibility during the project when assumptions and plans need to
change
Ability to minimize the overall impact of changing needs and
expectations
Better alignment of project objectives with customer and
organizational goals and objectives
More comprehensive, informed, and timely risk identification
Ability to realize synergies between aligned projects, project teams,
and initiatives

We often discuss change, in the context of project management, as
something that needs to be monitored closely and controlled to ensure
project success. We do this for multiple reasons, including:

Change in scope can lead to missed milestones and increased costs.
Change that isn’t clearly documented can result in
miscommunications and mismanaged expectations.
Change can make people uncomfortable, so we typically strive to
maintain the status quo.



 Change shouldn’t be feared and its negative connotation is often
undeserved. When communicated, socialized, and managed
properly, change is necessary for survival (it’s even given a fancy
name like “evolution”). Similarly, if you intend to remain relevant
in your industry, as a project manager or any other role, you need to
adapt and evolve to accommodate the unavoidable and unexpected
changes around you.

The Agile project management methodology, for example, was first
conceptualized only slightly more than 20 years ago (see Chapter 18 for
more on Agile). This fundamental change to the field of project
management eventually required practitioners to evolve or be left
behind.

As a principle of project management, change refers to the necessary
mindset to ensure the acceptance and adoption of your project’s
outcomes. If your project is to develop a new widget, the end users of
that widget will need to change how they currently operate to effectively
utilize your new widget. Change management is a discipline in and of
itself. It’s no longer a nice-to-have, but rather a must-have, when
considering the introduction of any substantial organizational, systemic,
or otherwise impactful change.

 While change can be good, don’t forget the adage that it’s
possible to have too much of a good thing. It is critical to approach
change in a controlled and logical manner. Changing too much too
quickly can either create excess confusion and chaos or it can elicit
anxiety and rigidity among the people you need to adopt the change
for you to succeed. As with many things in life, change is best in
moderation!



What Happened to Process Groups
and Knowledge Areas?

You may be wondering, now that we’ve reviewed the new project
management principles, whether the process groups and knowledge
areas from prior PMBOK editions have disappeared entirely, never to be
mentioned in the context of project management again? Well, of course
that isn’t the case! While many terms have changed and concepts have
been updated, it is important to retain an appreciation of the way things
were, because you never know when it’ll prove valuable to you.

Figure 1-2 is a straightforward and comprehensive mapping of PMBOK
7 performance domains with PMBOK 7 project management principles,
PMBOK 6 life cycle phases, and PMBOK 6 knowledge areas. This
matrix view shows where each of these concepts intersect.

We won’t go into nearly as much detail on performance domains as we
have on project management principles in this chapter. The performance
domains are applications of the project management principles over the
course of a project. Principles are closely correlated to the performance
domains and, in fact, many principles even share similar names as their
corresponding performance domains. The principles of project
management are intended to guide the behaviors exhibited through each
of the project performance domains.

 Figure 1-2 indicates the most common intersections between the
performance domains along the top row and the principles, phases,
and knowledge areas down the first column, but don’t assume that
these concepts cannot interact with each other differently for
different projects, performed under different circumstances at
different times. They most definitely can! We are confident that,
after reading this book, you’ll be equipped to assess these
interactions and apply them to your projects.



© John Wiley & Sons, Inc.
FIGURE 1-2: Mapping principles, phases, and knowledge areas to performance domains.



Do You Have What It Takes to Be an
Effective Project Manager?

You’re reading this book because you want to be a better project
manager, right? Well, before you jump in much further, we suggest you
do a quick self-evaluation to identify your strengths and weaknesses. By
answering the following ten questions, you can get an idea of what
subjects you need to spend more time on so you can be as effective as
possible. Good luck!

Questions

1. Are you more concerned about being everyone’s friend or getting a
job done right?

2. Do you prefer to do technical work or manage other people doing
technical work?

3. Do you think the best way to get a tough task done is to do it
yourself?

4. Do you prefer your work to be predictable or constantly changing?
5. Do you prefer to spend your time developing ideas rather than

explaining those ideas to other people?
6. Do you handle crises well?
7. Do you prefer to work by yourself or with others?
8. Do you think you shouldn’t have to monitor people after they’ve

promised to do a task for you?
9. Do you believe people should be self-motivated to perform their

jobs?
10. Are you comfortable dealing with people at all organizational levels?

Answer key



1. Although maintaining good working relations is important, the
project manager often must make decisions that some people don’t
agree with for the good of the project.

2. Most project managers achieve their positions because of their strong
performance on technical tasks. However, after you become a project
manager, your job is to encourage other people to produce high-
quality technical work rather than to do it all yourself.

3. Believing in yourself is important. However, the project manager’s
task is to help other people develop to the point where they can
perform tasks with the highest quality.

4. The project manager tries to minimize unexpected problems and
situations through responsive planning and timely control. However,
projects are not always predictable and when problems do occur, the
project manager must deal with them promptly to minimize their
impact on the project.

5. Though coming up with ideas can help your project, the project
manager’s main responsibility is to ensure that every team member
correctly understands all ideas that are developed.

6. The project manager’s job is to provide a cool head to size up the
situation, choose the best action, and encourage all members to do
their parts in implementing the solution.

7. Self-reliance and self-motivation are important characteristics for a
project manager. However, the key to any project manager’s success
is to facilitate interaction among a diverse group of specialists.

8. Although you may feel (and we agree) that honoring one’s
commitments is a fundamental element of professional behavior, the
project manager needs both to ensure that people maintain their
focus and to model how to work cooperatively with others.

9. People should be self-motivated, but the project manager has to
encourage them to remain motivated by their job assignments and
related opportunities.

10. The project manager routinely deals with people at all levels — from
executive leadership to support staff — who perform project-related



activities.

 Check out the table of contents to find out where we discuss
these different aspects of the project manager’s job in more depth.



Relating This Chapter to the PMP
Exam and PMBOK 7

Pay special attention to Table 1-1, which notes topics in this chapter that
may be addressed on the Project Management Professional (PMP)
certification exam and that are included in A Guide to the Project
Management Body of Knowledge, 7th Edition (PMBOK 7).

TABLE 1-1 Chapter 1 Topics in Relation to the PMP
Exam and PMBOK 7

Topic
Location in
This
Chapter

Location in
PMBOK 7 Comments

Definition of
a project

“Determining
What Makes
a Project a
Project”

Appendix
X4. Product

The best definition of a project in PMBOK 7
is in Table X4-2, Unique Characteristics of
Projects, Programs, and Products, of
Appendix X4. The definition in this book is
the same.

The phases
in a project’s
life cycle

“Describing
the four
phases of a
project life
cycle”

2.3.5. Life
Cycle and
Phase
Definitions

PMBOK 7 has shifted away from the
traditionally-prescribed four phases of a
project, in favor of tailoring one’s approach
to define the optimal life cycle for each
project. This book still discusses the four
traditional life cycle phases, as that is still
the most common project structure.

Stewardship
and
Leadership
principles

“Starting with
stewardship
and
leadership”

3.1. Be a
Diligent,
Respectful,
and Caring
Steward
3.6.
Demonstrate
Leadership
Behaviors

The definitions of these project
management principles are the same in
PMBOK 7 and in this book.



Topic
Location in
This
Chapter

Location in
PMBOK 7 Comments

Team and
Stakeholders
principles

“Continuing
with team
and
stakeholders”

3.2. Create a
Collaborative
Project Team
Environment
3.3.
Effectively
Engage with
Stakeholders

The definitions of these project
management principles are the same in
PMBOK 7 and in this book.

Value and
Quality
principles

“Delivering
value and
quality”

3.4. Focus
on Value
3.8. Build
Quality into
Processes
and
Deliverables

The definitions of these project
management principles are the same in
PMBOK 7 and in this book.

Complexity
and Risk
principles

“Handling
complexity,
opportunities,
and threats”

3.9.
Navigate
Complexity
3.10.
Optimize
Risk
Responses

The definitions of these project
management principles are the same in
PMBOK 7 and in this book.

Tailoring and
Adaptability
& Resiliency
principles

“Exhibiting
adaptability
and
resilience”

3.7. Tailor
Based on
Context
3.11.
Embrace
Adaptability
and
Resiliency

The definitions of these project
management principles are the same in
PMBOK 7 and in this book.



Topic
Location in
This
Chapter

Location in
PMBOK 7 Comments

Systems
Thinking and
Change
principles

“Thinking
holistically
and enabling
change”

3.5.
Recognize,
Evaluate,
and
Respond to
System
Interactions
3.12. Enable
Change to
Achieve the
Envisioned
Future State

The definitions of these project
management principles are the same in
PMBOK 7 and in this book.



Chapter 2
I’m a Project Manager! Now

What?
IN THIS CHAPTER

 Identifying the project manager’s role
 Understanding common pitfalls of being a project manager
 Defining the four values of the project manager’s code of ethics

We’re willing to bet that, because you’re reading this book, you’ve either
been asked to manage a project or you’ve decided for yourself that you
would like to get into project management. So, hang on tight — you’re
going to need a new set of skills and techniques to make sure you’re
successful in this role. But not to worry! This chapter gets you off to a
smooth start by showing you what project management really entails and
by helping to get you into the project management mindset.

Knowing the Project Manager’s
Role

The project manager’s job is challenging. For instance, project managers
often coordinate technically specialized professionals — who may have
limited experience working together — to achieve a common goal.
Although the project manager’s own work experience is often technical
in nature, their success requires a keen ability to identify and resolve
sensitive organizational, interpersonal, and project-related issues. In this
section, we describe the main tasks that a project manager handles and
note potential challenges they may encounter.



Looking at the project manager’s tasks
Historically, the performance rules in traditional organizations were
simple: Your boss made assignments; you carried them out. Questioning
your assignments was a sign of insubordination or incompetence.

But these rules have changed. Today your manager (and/or others) may
generate ideas, but you assess how to implement them. You confirm that
a project meets your leadership’s real need and then determine the work,
schedules, and resources you require to implement it.

Handling a project any other way simply doesn’t make sense. The
project manager must be involved in developing the plans because they
need the opportunity to clarify expectations and proposed approaches
and then to raise any questions they may have before the project work
begins.

 The key to project success is being proactive, so rather than
waiting for others to tell you what to do:

Seek out information because you know you need it
Follow the plan because you believe it’s the best way
Involve people whom you know are important for the project
Identify issues and risks, analyze them, and elicit support to address
them
Share information with the people you know need to have it
Put all important information in writing
Ask questions and encourage other people to do the same
Commit to your project’s success

Staving off excuses for not following a structured
project management approach



 Be prepared for other people to fight your attempts to use proven
project management approaches. Take it from me: You need to be
prepared for everything! The following list provides a few
examples of excuses you may encounter as a project manager and
appropriate responses you can give:

Excuse: Our projects are all crises; we have no time to plan.
Response: Unfortunately for the excuse giver, this logic is illogical!
In a crisis, you have limited time and resources to address the critical
issues, and you definitely can’t afford to make mistakes. Because
acting under pressure and emotion (two key characteristics of crises)
practically guarantees that mistakes will occur, you can’t afford not
to plan.
Excuse: Structured project management is only for large projects.
Response: No matter what size the project is, the information you
need to perform it is the same. What are the end goals? What do you
need to produce? What work has to be done? Who’s going to do that
work? When will the work end? Have you met expectations?
Large projects may require many weeks or months to develop
satisfactory answers to these questions. Small projects that last a few
days or less may take only 15 minutes, but either way, you still have
to answer the questions.
Excuse: These projects require creativity and new development.
They can’t be predicted with any certainty.
Response: It’s true that some projects are more predictable than
others; however, people awaiting the outcomes of any project still
have expectations for what they’ll get and when. Therefore, a project
with many uncertainties needs a manager to develop and share initial
plans and then to assess and communicate the effects of unexpected
occurrences.



Excuse: As long as everyone does their job, we don’t need any
formal planning.
Response: Everyone involved in any project needs to understand
their goals, their deliverables, on whom they must depend, and any
potential conflicts that could block a successful outcome. Formally
and holistically planning the project up front will help to ensure
project goals, deliverables, and expectations are consistent and
understood by all.

Even if you don’t encounter these specific excuses, you can adapt the
response examples we provide here to address your own situations.

Avoiding shortcuts
The short-term pressures of your job as a project manager may tempt
you to act today in ways that cause you, your team, or your organization
to pay a price tomorrow. Especially with smaller, less formal projects,
you may feel no need for organized planning and control.

 Don’t be seduced into the following, seemingly easier shortcuts:

Jumping directly from starting the project to carrying out the
work: You have an idea and your project is on a short schedule. Why
not just start doing the work? Sounds good, but you haven’t defined
the work to be done!
Other variations on this shortcut include the following:

“This project’s been done many times before, so why do I
have to plan it out again?” Even though projects can be
similar to past ones, some elements are always different.
Perhaps you’re working with some new people, using a new
piece of equipment, and so on. Take a moment now to be sure
your plan addresses the current situation.
“Our project’s different than it was before, so what good
is trying to plan?” Taking this attitude is like saying you’re



traveling in an unknown area, so why try to lay out your route
on a roadmap? Planning for a new project is important
because no one’s taken this particular path before. Although
your initial plan may have to be revised during the project,
you and your team need to have a clear statement of your
intended plan from the outset.

Failing to prepare in the carrying-out-the-work phase: Time
pressure is often the apparent justification for this shortcut. However,
the real reason is that people don’t appreciate the need to define
procedures and relationships before jumping into the actual project
work. See Chapter 13 for a discussion of why this preparation step is
so important — and get tips on how to complete it.
Jumping right into the work when you join the project in the
carrying-out-the-work phase: The plan has already been
developed, so why go back and revisit the starting-the-project and
the organizing-and-preparing phases? You need to do so for two
reasons:

To identify any issues that may have overlooked by those who
developed it.
To understand the reasoning behind the plan and decide
whether you feel the plan is achievable.

Only partially completing the closing phase: At the end of one
project, you often move right on to the next. Scarce resources and
short deadlines encourage this rapid movement, and starting a new
project is always more challenging than wrapping up an old one.
However, you never really know how successful your project is if
you don’t take the time to ensure that all tasks are complete and that
you’ve satisfied your clients. If you don’t take positive steps to apply
the lessons this project has taught you, you’re likely to make the
same mistakes you made in this project again or fail to repeat this
project’s successful approaches.

Staying aware of other potential challenges



 Projects are temporary; they’re created to achieve particular
results. Ideally, when the results are achieved, the project ends.
Unfortunately, the transitory nature of projects may create some
project management challenges, including the following:

Additional assignments: People may be asked to accept an
assignment to a new project in addition to — not in lieu of —
existing assignments. They may not be asked how the new work
might affect their existing projects (your organization’s leadership
may just assume the project manager can handle everything). When
conflicts arise over a person’s time, the organization may not have
adequate guidelines or procedures to resolve those conflicts (or they
may not have any guidelines at all).
New people on new teams: People who haven’t worked together
before and who may not even know each other may be assigned to
the same project team. This lack of familiarity with each other may
slow the project down because team members may:

Have different operating and communicating styles
Use different procedures for performing the same type of
activity
Not have time to develop mutual respect and trust

Flip ahead to Part 3 for guidance on how to put together a successful
team and get off on the right foot.
No direct authority: For most projects, the project manager and
team members have no direct authority over each other. Therefore,
the rewards that usually encourage top performance (such as salary
increases, superior performance appraisals, and job promotions)
aren’t available. In addition, conflicts over time commitments or
technical direction may require input from a number of sources. As a
result, they can’t be settled with one unilateral decision (see Chapter



12 for suggestions on how to work effectively with people when you
have no direct authority over them).

Aligning with the Four Values that
Comprise the Code of Ethics

The PMI Code of Ethics and Professional Conduct reflects the following
values:

Responsibility: The condition of being obligated to do or fulfill
something.
Respect: The feeling or understanding that someone or something is
good, valuable, useful, and worthwhile and shall be treated as such.
Fairness: A quality or condition marked by impartiality and free
from self-interest, prejudice, or favoritism.
Honesty: Truthfulness and integrity, free from deception or fraud.

The twelve principles of project management (see Chapter 1 for more on
these) are all closely aligned with these four values. PMI makes the
following distinction between values and principles:

Principles are foundational guidelines for strategy, decision-making,
and problem solving, intended to guide the behavior of people
involved in projects (without addressing the ethics of such
behaviors).
Values establish expectations for moral conduct.

In other words, the principles describe the “what” and the values and
code of ethics describe the “how” to conduct yourself as a project
manager. Let’s dive a bit further into each of these values to understand
how they pertain to you. You’ll probably find that none of these values
are exclusive to project management and each of them should be
incorporated into all aspects of your life, not only your work.



The price of greatness is responsibility
This quote, attributed to Sir Winston Churchill, captures the importance
and potential reward of responsibility and even begins to reveal one of
the reasons people tend to gravitate toward and respond positively to the
leadership of those who are generally perceived as responsible.

Let’s be real — as a project manager, you’re responsible for all aspects
of your project: the product or service to be delivered, the budget, the
schedule, your project team, managing risks, ensuring that your
stakeholders receive timely and meaningful status updates and are
ultimately satisfied, and more. If the idea of taking on increased
responsibility doesn’t appeal to you, then project management may not
be a great fit. However, you’ve already taken responsibility for
advancing your PM knowledge by reading this book and also,
presumably, preparing to sit for the PMP certification exam. Both are
very responsible choices that will almost certainly help you achieve
greatness!

R-e-s-p-e-c-t, find out what it means to…your
project
Few things can derail your project faster than a lack of respect and
professionalism between project team members, and a team culture of
respect begins with you as the project manager. Project team members
need to feel they are working in an environment that encourages
collaboration, out-of-the-box thinking, and open and effective
communication.

The next best idea, suggestion, or solution for your project could reside
in the mind of a team member who may not feel comfortable injecting
their point of view into a conversation where disrespect is deemed
acceptable. Would you blame them? What a shame it would be if you
and all your stakeholders missed out on that idea or solution because the
environment isn’t one of mutual respect, openness, and understanding!

Maintaining fairness



Impartial, objective decisions based on facts and data, not on opinions,
are the cornerstone of a fair project, project team, and work
environment. We share with you that most decisions will be met with
acceptance by some and resistance by others. It’s rare that you’ll have
the opportunity to make impactful decisions that provide only positive
outcomes for everyone involved. With that said, decisions are
significantly easier to accept, whether they benefit you or not, if they are
made and communicated in a fair and equitable manner.

Imagine you are working on a project (as an individual contributor, not
the project manager) with a team of engineers, quality assurance
specialists, and a project manager to design and build a new high-tech
widget. Now, let’s assume that the project manager, Tanya, has been
employed by your organization for over ten years and her son, Zack, is
an intern serving as one of the engineers assigned to the project. Tanya
routinely overrules you and the other engineers in favor of Zack’s ideas
for the widget’s design, even though not one of his ideas has yet to work,
and she rarely provides any explanation for overruling the more senior
engineers for Zack’s ideas.

Tanya’s nepotism towards Zack is unfair and demotivating to others
involved with the project and can be detrimental to the project’s overall
success. This particular scenario can be tricky, though, because we don’t
want to openly call out Zack each time his ideas are considered over
everyone else’s (that would only serve to shame Zack with no beneficial
outcome, especially since it isn’t Zack’s fault that Tanya continually
favors only his ideas). Nor do we want to blatantly accuse Tanya of
favoring her son despite the availability of objectively better ideas on
multiple occasions from numerous team members (doing so could cause
Tanya to become defensive or, worse yet, to dig in and continue to show
favoritism toward Zack).

After the first couple demonstrations of such egregious unfairness, most
rational team members would begin to become disillusioned and
disinterested in providing meaningful contributions. They would
understandably learn to expect that Tanya will continue to disregard their
inputs in favor of Zack’s, without justification. Unfairness can become



toxic to a project team, eventually resulting in a lack of trust of the
project manager, which is very difficult to rebuild, and resentment.

 By the way, if you do find yourself in a situation where someone
shows obvious favoritism or otherwise flawed decision-making, as
with Tanya in the previous example, keep the following in mind to
avoid the perception that you’re accusing or attacking:

Be objective: People can become understandably irrational when
considering family and other personal matters. Rather than pointing
fingers and blaming Tanya for favoring Zack, stick to the facts of
specific situations where certain ideas were overlooked in favor of
Zack’s idea. Describe the results of such decisions (why Zack’s idea
didn’t work out and why you believe one or more of the overlooked
ideas would have been worth pursuing instead).
Don’t be selfish: Your concern for the project team, the client, your
organization’s leadership, and for all the other project stakeholders,
as well as the project’s ultimate success or failure, are all excellent
reasons to be concerned that favoritism or other unfair practices may
have a negative impact. Be sure to separate, from your discussion
with Tanya, any feelings of personal resentment or frustration. This
won’t help present your most effective argument for ending the
unfair practice (facts and data are almost always more difficult to
write off than a feeling or opinion).

Honesty is the best policy
Most people don’t enjoy delivering bad news, but all news (especially
bad news) is best delivered as soon as possible, after you’ve performed
your due diligence to confirm that the news is accurate and real. It’s also
best delivered in a truthful, factually accurate, and direct manner. Your
audience will ultimately appreciate your unemotional delivery of news,
leaving as little as possible open to misinterpretation. Whether your
audience is pleased with the content of your message or not, they cannot



reasonably fault you for delivering the message professionally and
honestly. Always remember that withholding information is akin to
being dishonest!

You’ll likely find yourself at some point addressing one or more of the
following example scenarios in your capacity as project manager that
will require honest and frank conversations to remedy:

Underperforming project team member: This can have a negative,
demotivating impact on other team members and hinder the entire
team’s ability to effectively deliver the project.
Budget overrun: As soon as you are confident there exists a
realistic risk of overrunning your project’s budget, loop in your
organizational leadership, either for assistance in course-correcting
the current path, depending on the cause of the projected overrun, or
for a determination as to whether the project should continue as is or
be adjusted in some manner. Perhaps it should be adjusted through a
change order or similar contractual adjustment if there has been a
documented deviation from the original project scope.
Schedule slippage: Your stakeholders, particularly the client, need
to know as soon as possible if the project schedule starts to slip so
they have sufficient time to make any necessary adjustments to
accommodate the updated schedule.

Each of these situations should be addressed head-on, by presenting all
the facts available, as soon as available, so your audience has what they
need to make fully informed, timely decisions.



Relating This Chapter to the PMP
Exam and PMBOK 7

Pay special attention to Table 2-1, which notes topics in this chapter that
may be addressed on the Project Management Professional (PMP)
certification exam and that are included in A Guide to the Project
Management Body of Knowledge, 7th Edition (PMBOK 7).

TABLE 2-1 Chapter 2 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This
Chapter

Location in
PMBOK 7 Comments

The
project
manager’s
role

“Knowing the
Project Manager’s
Role”

2.2 Team
Performance
Domain

The definition of roles in the two sources
are essentially the same.

The code
of ethics

“Aligning with the
Four Values that
Comprise the
Code of Ethics”

Section 3 –
Project
Management
Principles

The description of the code of ethics is
essentially the same in the two sources,
including each of the four values that
comprise the code.



Chapter 3
Beginning the Journey: The

Genesis of a Project
IN THIS CHAPTER

 Gathering information and preparing the business case
 Working on the project charter and generating documents
 Choosing which proposed projects will move to the second stage

of their life cycle
 Tailoring approach, governance, and processes for the

environment and work at hand
 Identifying the models, methods, and artifacts for your project

If you typically deal with relatively short, inexpensive, straightforward
projects, you may feel that the life of a project begins the moment your
manager assigns it to you. You may not think it’s necessary to spend a
lot of time deciding whether to perform the project, when such analysis
will probably take more time than the project will to complete. And you
may feel that, even if the project isn’t successful, no more than a few
dollars and a couple of days will have been spent on it, so what’s the big
deal?

Organizations today use projects as a major vehicle to maintain, support,
enhance, and improve all facets of their operations. To help ensure the
greatest possible benefits are realized from the resources they expend to
support these projects, it’s essential that organizations undertake those
projects that will both produce the greatest benefits when successfully
completed and have the highest likelihood of achieving that successful
completion.



The steps that comprise the first phase of the project life cycle (starting
the project) are depicted in Figure 3-1 (check out Chapter 1 for
information on the project life cycle). As the figure depicts (and this
chapter explains):

1. Information about ideas for possible projects is identified and
gathered.

2. Any information required to enable a thorough evaluation of a
possible project that’s missing from the initial information
gathered is added.

3. Projects that will proceed to the next phase of their life cycle
(organizing and preparing) are chosen.

© John Wiley & Sons, Inc.
FIGURE 3-1: The steps in Stage 1 of a project’s life cycle (starting the project).



Gathering Ideas for Projects
Sometimes a terrific idea for a project just pops into your head.
However, though you always want to allow for unplanned, spontaneous
creativity, most successful organizations choose to pursue a more
carefully thought-out process for investigating those information sources
that’ll most likely highlight projects that will be of greatest value to
them.

Looking at information sources for potential
projects
Organizational leaders initiate projects in response to one of the
following four categories of factors that influence their organization:

Regulatory, legal, or social requirements
Stakeholder requests or needs
Implementing or changing business or technological strategies
Creating, fixing, or improving products, processes, or services

Important sources of information regarding possible projects and their
potential value to the organization are the annual plans and budgets of
the overall organization and its individual operating units. These
documents typically include

The organization’s (or unit’s) mission, goals, and strategies
Desired changes to be made in the organization’s operations
Changes occurring in the organization’s market, customers, and
competition
The organization’s key performance indicators (KPIs)

Other important sources of information include descriptions of the
structure, components, problems, and issues related to the organization’s
major operating systems and processes.



Proposing a project in a business case
The initial information describing a proposed project is often presented
in a business case, which may contain, but isn’t limited to, the following:

High-level statement of the business needs
Reason action is needed
Statement of business problem or opportunity the proposed
project will address
Stakeholders affected (see Chapter 4 for details on
stakeholders)
How it fits into the organization’s (product) roadmap
Scope of proposed project (see Chapter 5 for information on
scope statements)

Analysis of situation
Statement of organizational goals, strategies, and objectives
Statement of the root causes behind the problem or factors
helping to create the opportunity
Discussion of the organization’s current performance in this
area compared with the desired performance
Identification of known risks for the project (see Chapter 10
for more on handling risk)
Identification of critical success factors for the project
Identification of the decision criteria for choosing among the
different possible options for addressing the situation

Discussion of the recommended course of action to pursue in the
project

If necessary, a formal needs assessment may be conducted to clarify the
business needs to which this project relates. A needs assessment (also
called a gap analysis) is a formal study to determine the actions an
organization must take to move from the currently existing situation to



what’s desired in the future. This study consists of the following
components:

1. Defining the aspect of organizational operations you want to address
and the measures you’ll use to describe performance in this area (this
identifies the subject of your analysis)

2. Determining the current values of the measures you selected in the
first step (this defines the current state)

3. Defining the values of the measures you would like to have exist in
the future (this describes the desired state)

4. Identifying the gaps that exist and need to be filled between current
state and future state

5. Proposing actions that will help the organization move toward the
desired future situation (these are the steps to get from current state
to future state)

 The organization’s goal is to fund those projects that, when
successfully completed, would provide the greatest benefits to the
organization and have the greatest chances of being completed
successfully. Therefore, the business case should do the following:

Clearly describe the project’s intended outcomes
Identify the organization’s mission, goals, and operating objectives
that’ll be affected by the project’s results
Identify other projects addressing the same or similar issues that
have been completed, are underway, are being planned, or are being
proposed and clearly explain why this project will provide greater
benefit when completed and has a greater likelihood of being
successfully completed



 The business case should be prepared by a person who is
external to the project, such as a senior manager of the unit on
which the project will focus or a product manager if one exists. The
project initiator or sponsor should be at a level where they can
procure funding and commit resources to the project.

 When you’re thinking about submitting a possible project for
consideration, be sure to check for existing organization processes
or procedures to which your submission must conform. In
particular, look for information about the following items:

Dates by which your submission must be received
Topics that must be addressed and/or formats in which your
submission should be prepared
Criteria (and relative weightings) that’ll be used to evaluate your
submission

Developing the Project Charter
After it’s received, the business case for a project should be reviewed to
determine its conformance with the organization’s needs and priorities.
If the initial submission is approved, a project charter is prepared (by the
project manager) containing all the information required to decide
whether the project should proceed to the organizing- and-planning
phase of its life cycle. The project charter, when approved, authorizes the
existence of a project and provides the project manager with the
authority to use organizational resources to support the performance of
project activities.

The project charter may include, but is not limited to, the following
information about the products, services, or other results the project will



produce:

Project name
Project purpose
Assigned project manager, responsibility, and authority level
Name and authority of the sponsor(s) authorizing the project
High-level project description, boundaries, and key deliverables
High-level business requirements
Measurable project objectives and corresponding success criteria
Project approval requirements (who decides the project is successful
and who signs off on the results)
Summary milestone schedule
Preapproved financial resources (budget)
Overall project risk
Key stakeholder list
Project exit criteria

Two studies that may be performed to generate additional insight into the
potential value and likelihood of success of the project being considered
are a cost-benefit analysis and a feasibility study. The following sections
discuss the types of information each seeks to provide and describe the
documents produced during the development of a project charter.

 A project manager should be assigned as soon as possible after
the business case is accepted and certainly before the project enters
its organizing and planning phase. This will allow the project
manager to participate in the development of the project charter
and, in this way, become familiar with the reasons for the
approaches planned and the results to be produced.



Performing a cost-benefit analysis
A cost-benefit analysis is a comparative assessment of all the benefits
you anticipate from your project and all the costs required to introduce
the project, perform it, and support the changes resulting from it. Cost-
benefit analyses help you:

Decide whether to undertake a project or decide which of several
projects to undertake
Frame appropriate project objectives
Develop appropriate before and after measures of project success
Prepare estimates of the resources required to perform the project
work

You can express some anticipated benefits in monetary equivalents (such
as reduced operating costs or increased revenue). For other benefits,
numerical measures can approximate some, but not all, aspects. If your
project is to improve staff morale, for example, you may consider
associated benefits to include reduced turnover, increased productivity,
fewer absences, and fewer formal grievances. Whenever possible,
express benefits and costs in monetary terms to facilitate the assessment
of a project’s net value.

 Consider costs for all phases of the project. Such costs may be
nonrecurring (such as labor, capital investment, and certain
operations and services) or recurring (such as changes in personnel,
supplies, and materials or maintenance and repair). In addition,
consider the following:

Potential costs of not doing the project
Potential costs if the project fails
Opportunity costs (in other words, the potential benefits if you had
spent your funds successfully performing a different project)



The further into the future you look when performing your analysis, the
more important it is to convert your estimates of benefits over costs into
today’s dollars. Unfortunately, the further you look, the less confident
you can be of your estimates. For example, you may expect to reap
benefits for years from a new computer system, but changing technology
may make your new system obsolete after only one year. Thus, the
following two key factors influence the results of a cost-benefit analysis:

How far into the future you look to identify benefits
The assumptions on which you base your analysis

Although you may not want to go out and design a cost-benefit analysis
by yourself, you definitely want to see whether your project already has
one and, if it does, what the specific results of that analysis were.

The excess of a project’s expected benefits over its estimated costs in
today’s dollars is its net present value (NPV). The net present value is
based on the following two premises:

Inflation: The purchasing power of a dollar will be less one year
from now than it is today. If the rate of inflation is 3 percent for the
next 12 months, $1 today will be worth $0.97 one year from today.
In other words, 12 months from now, you’ll pay $1 to buy what you
paid $0.97 for today.
Lost return on investment: If you spend money to perform the
project being considered, you’ll forego the future income you could
earn by investing it conservatively today. For example, if you put $1
in a bank and receive simple interest at the rate of 3 percent
compounded annually, 12 months from today you’ll have $1.03
(assuming zero-percent inflation).

To address these considerations when determining the NPV, you specify
the following numbers:

Discount rate: The factor that reflects the future value of $1 in
today’s dollars, considering the effects of both inflation and lost



return on investment
Allowable payback period: The length of time for anticipated
benefits and estimated costs

In addition to determining the NPV for different discount rates and
payback periods, figure the project’s internal rate of return (the value of
discount rate that would yield an NPV of zero) for each payback period.

Conducting a feasibility study
A feasibility study, also called a proof-of-concept or POC, is conducted
to determine whether a proposed project can be carried out successfully,
whether the results the project provides can be used, and whether the
project seems to be a reasonable approach to the problem it’s designed to
address.

 Following are five important areas you should consider when
trying to determine a project’s feasibility:

Technical: Does the organization have access to the technical
resources (such as people, equipment, facilities, raw materials, and
information) at the times they’re needed to successfully perform the
project tasks? (See Chapter 8 for information on human resources
and Chapter 9 for information on equipment, facilities, raw
materials, and information.)
Financial: Can the organization provide the funds in the amounts
and at the times they’re needed to perform the project tasks? (See
Chapter 9 for information on project funds.)
Legal: Can the organization satisfy any legal requirements or
limitations that may affect the performance of the project work or
implementation of its results?
Operational: Can the results produced by the project satisfy the
organizational needs the project is designed to address?



Schedule: Can the work of the project be completed in the time
allotted? (See Chapter 7 for information on developing the project
schedule.)

 The information generated from a cost-benefit study can be used
to support the analyses of the feasibility study. For example, the
estimates of cost developed in the cost-benefit analysis can be fed
into the analysis of the project’s financial feasibility.

 Beware of assumptions that you or others may make (sometimes
without realizing it) when assessing your project’s potential value,
cost, and feasibility. For example, just because your requests for
overtime have been turned down in the past doesn’t guarantee
they’ll be turned down this time. Have people write down all
assumptions they make when analyzing or planning a project in an
assumptions log (see the next section for details).

Generating documents during the development of
the project charter
Three documents are generated at the completion of the development of
the project charter:

The project charter itself: A list of the information typically
included in the project charter is included at the beginning of this
section.
An initial version of a stakeholder register: A register of people or
groups that are needed to support, affected by, or interested in your
project. A stakeholder can be classified as a driver (someone who
has some say in defining the results your project is to produce), a
supporter (a stakeholder who helps you perform the project), or an
observer (someone who is interested in your project, but is neither a



driver nor a supporter). (See Chapter 4 for more information on
project stakeholders.)
An assumptions list: A list of statements about project information
that people consider to be true, even though they have not been
proven to be. The assumptions you make about project information
that’s important but about which you’re uncertain can dramatically
affect every aspect of your project planning, tracking, and analysis.
Equally as problematic is the information you believe to be true but
is actually based on someone else’s assumption or on a faulty source.
Therefore, it’s critical to begin to maintain a list of project
information you know to be assumed in the early stages of the
development of project materials and to continually add to and delete
from it as necessary throughout the project.

 When developing elements of the project plan, be sure to reflect
the information developed in the early stages of the project’s
development. As examples, the project charter should be considered
when drafting a project’s scope statement (see Chapter 5), and the
project stakeholder register and assumptions list should evolve from
the corresponding documents begun when developing the project
charter.

Deciding Which Projects to Move to
the Second Phase of Their Life
Cycle

The decision whether or not to allow a proposed project to proceed to
the next phase of its life cycle is the last step of the first stage of the
project’s life cycle (starting the project). The last step of one phase that
leads to the first step of another phase is called a phase gate.



To maintain control over the progress of a project, it’s essential to assess
how a project has progressed as measured by its key performance
indicators (KPIs) and only to allow those projects that have met or
exceeded their performance targets to proceed to the next phase. If one
or more of a project’s KPIs do not meet the established standards, the
organization must decide whether to have the project remain in its
current stage and work to improve the unacceptable KPIs to acceptable
levels, or whether to cancel the project completely.

Projects are evaluated in one of two ways in order to determine whether
they should be allowed to proceed to their next phase:

Individually, against a set of minimum acceptable values of the
established project descriptive and performance data that must be
achieved for a project to proceed to the next phase.
In a group with one or more other projects — first, as described in
the preceding bullet, to identify those projects that meet the
minimum requirements for proceeding to the next phase, and second,
to determine the relative rank in each of the descriptive and
performance data categories that met the minimum standards.

The decision about which projects will proceed to the organizing-and-
preparing phase of their life cycle (commonly referred to as a “Go/No-
Go Decision”) will be based on the total amount of funds available to
support the type of projects proposed in this group and the relative
rankings of the desirability of each of the projects.

Tailoring Your Delivery Approach
You’ve probably already figured out that very rarely are two projects
ever the same. Even projects with the same scope, stakeholders,
schedule, and budget yield different outcomes when external factors
differ from one project to the next. Since so few projects fit into a
precise, repeatable mold, why then would you use the same approach,
methods, and artifacts (to name a few) to manage every project? The
answer is you wouldn’t. The concepts covered up to this point can be



universally applied to all projects. Many other project factors, however,
are better suited for some projects and organizations than others.

 Tailoring is defined in PMBOK 7 as the deliberate adaptation of
the project management approach, governance, and processes to
make them more suitable for the environment and the work at hand.

Nearly everything you use to manage your project can and should be
tailored, including:

Life cycle and delivery approach
Processes
Engagement
Tools
Models, methods, and artifacts

Let’s deconstruct these project factors to understand what each entails
and the value each offers.

The life cycle and delivery approach is one of the most impactful
factors to tailor. Approaches range from predictive (Waterfall) to
adaptive (Agile) with various hybrid models in between that each
utilize different aspects of predictive and adaptive approaches (see
Chapter 18 for more on Agile methodology). The approach you elect
to use at this stage will set the foundation for the rest of your project.
Processes are added to bring more control or address unique product
or environment conditions and requirements; they are modified to
better suit the project or project team requirements; they are removed
to reduce cost or effort when the benefit they offer does not justify
the cost to keep them; they are blended to enhance other processes
by incorporating select elements that add the most value; and finally,
they are aligned to ensure they have consistent definition,
understanding, and application.



Engagement tailoring addresses people, empowerment, and
integration. People (project team and leadership) should be evaluated
for their skills and capabilities and selected for the project based on
their ability to complement each other and round out the team;
empowerment involves the project responsibilities and the decision-
making authority that resides with the project team or is reserved for
leadership; integration considers all contributors to the project,
internal and external (i.e., subcontractors, channel partners, and
vendor partners, to name a few), and aims to bring them all together
as a unified team working toward a common goal.
Tools that the team will use to manage the project, such as software
applications and equipment, can also be tailored. Two factors that
most often influence which tools are best suited for a project are cost
to procure or use the tools and the familiarity of the project team and
stakeholders with the tools.
The strategies, or models, to explain project processes, the means, or
methods, to achieve project outcomes and the documents, templates,
and presentations, or artifacts, to be prepared and used or delivered
during the project should be tailored to include only those that add
more benefit than the cost required to prepare and maintain them.

 Tailoring can yield tangible and intangible benefits, as depicted
in Figure 3-2.
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FIGURE 3-2: The tangible and intangible benefits of tailoring a project.

For the organization
Organizations have internal processes, constraints, and requirements —
the “guard rails” within which projects are expected to operate — even
where the project team has authority and autonomy. Additionally,
external factors such as environmental or regulatory restrictions often
exist to which an organization is ultimately held accountable. Projects
must be tailored to ensure that organizational needs are satisfied.

Let’s consider an organization that provides contract engineering
services to government clients and similar services to private sector
clients. The government clients require stringent time-keeping practices
and routinely subject their vendors to financial audits. Failing an audit
would result in the loss of the government business so, for this reason,
the organization requires all associates to log all time, for all projects
(government and private), to the nearest 15-minute increment.

The resources on your project to design, build, and deliver a custom
software application for a fixed fee, to a private sector client, must
adhere to the same organizational requirement. Your private sector client
is not aware of the actual number of hours your team expends to deliver
their custom software application nor is that information of interest to



them. Your client is concerned that their software application is
delivered on schedule for the agreed-upon fee, and that it satisfies the
business requirements they provided. Rigorous timekeeping does not
add value to your project or for your client, yet you must ensure that
project team members record their time in accordance with your
organization’s policy. This is an example of tailoring your project to
satisfy organizational requirements.

For the project
Just as you tailor your project for the organization, you also tailor for
aspects of the project itself, including the work product to be delivered,
the project team, and the culture. Figure 3-3 lists many (certainly not all)
attributes of the output, the project team, and the culture that are
considered when tailoring your project.

© John Wiley & Sons, Inc.
FIGURE 3-3: Tailoring for the project can include and be influenced by one or many factors.

As discussed a few moments ago, nearly every aspect of a project can
and, where applicable, should be tailored to ensure the framework you
use is optimized for your project and organization. The more effort you
dedicate early on to properly tailoring your project, the smoother your
project will be.

 While the bulk of tailoring is performed early in the project,
avoid the trap of assuming your initial tailoring will remain relevant
throughout the life of the project. The further along a project is, the



greater impact changes and delays have and the more difficult it is
for the project to absorb them.

 Build reminders into your project plan to continually reassess
and, where necessary, adjust to ensure your tailoring remains
optimally suited for the environment and the work at hand.

Identifying the Models, Methods,
and Artifacts to Use

We discussed the value you can realize by tailoring the models, methods,
and artifacts that you use to manage your project. Now, let’s review
some examples of those models, methods, and artifacts.

 Models are frameworks, mindsets, and approaches for shaping
project behavior or solving problems or otherwise satisfying some
need. Many models exist solely in and for the project management
realm, and other models come from more general methods or
philosophies of human behavior, leadership, communication, and
motivation. Most of these models could each fill up an entire
chapter, or in many cases an entire book, so we won’t go into much
detail here. You should take away from this section that there exists
a model for nearly every situation, dynamic, personality, and yes,
every project, and this is why it is important to tailor the model(s)
you intend to use for your project and organization.

In lieu of a deep dive into each model, we cover some of the most used
model types in project management:

Situational leadership models are one type of leadership model that
describes how you can tailor your leadership style to best suit your



project team and team members. Situational leadership models, and
leadership models in general, are inherently fluid and dynamic, as
they offer a framework for responding to different and often
changing situations and personalities.
Effective communication is paramount to leading a successful
project and communication models consider the different frames of
reference of all parties to facilitate this effective communication. The
sender of a message most likely brings with them a different
perspective than the intended recipient of that message. The
background, experiences, and culture of a recipient could notably
impact how they receive, interpret, and react to a message. A critical
element of communications, nowadays more than ever, is the
channel through which that communication occurs. Whether you
communicate face-to-face, by telephone, email, instant message, text
message, blog, wiki, social media post, or old-fashioned smoke
signals, your message could be received and interpreted differently
than you intend.
The most important consideration when choosing your mode of
communication is whether it is situationally appropriate and likely to
be interpreted by your recipient as intended. Beyond that, use
whatever means of communication is easiest and most convenient
for you and your team. In the end, if you’re able to reliably relay the
meaning and tone of your message to the correct recipient who is
similarly able to accurately receive and interpret it, you’ve chosen an
effective communication model for your project.
Your ability to motivate your team is arguably as important as how
effectively you communicate with them. Motivation models address
what drives people and how you can use that knowledge to your
advantage. When you motivate, you create desirable outcomes that
contribute to a mutually beneficial arrangement (your resource is
motivated to achieve those desirable outcomes and, in doing so,
provides a similarly desirable outcome for you and your project).
People are often motivated by different factors. Where some are
motivated at work by their ability to achieve, grow, and expand their



knowledge base, others are motivated by salary, a corner office with
a view, or an impressive job title. Where some are motivated by their
ability to master a particular skill or to make a meaningful
contribution to a larger team effort, others are motivated by their
ability to define their own work hours, work from home when they
prefer, or choose the projects to which they contribute. It doesn’t
matter if you agree with what motivates another person – respect that
what motivates them is unique and specific to them and find a way to
deliver it so they will ultimately return the favor.
Change models describe necessary activities to achieve successful
change management. As with the model types discussed so far, there
are many different change models, so let’s focus on some of the
common and widely applicable characteristics. It is important to start
with a sense of urgency to drive the need for change. Sir Isaac
Newton’s First Law of Motion tells us that a body at rest tends to
stay at rest, and a body in motion tends to stay in motion, unless
acted upon by some outside force. This applies to human behavior as
well. People typically gravitate toward a path that upholds the status
quo unless you can provide them a compelling reason to change.
Depending on your team dynamic, it can be helpful or even essential
to form a coalition of influencers who have already accepted the
need to change and can help bring other team members along for the
ride. Change can often be a lengthy and arduous process, but this can
largely be mitigated by creating near-term wins, often referred to as
“low hanging fruit” or “quick hits.” While the metaphor of running a
marathon is a bit overdone and even cliché at this point, it remains
pertinent. For example, running the Boston marathon can be a
daunting thought for even the most experienced and well-trained
athletes. Breaking the course down into more “bite size” one-mile
increments can be more manageable for some (and easy to track
since there are mile markers and water stations at each mile). As you
lead your team through difficult project tasks, keep in mind that,
while it is important to keep your eye on the bigger picture, your
team won’t last long enough to achieve the bigger picture if they lose
their steam along the way.



Project team development models help you assess your team’s
maturity to empower you to further their growth and development
throughout the project life cycle. Models of this type follow a similar
framework: First, the team comes together; next, the team figures out
who’s who and what’s what; next, the team finds their groove;
finally, the team completes their mission and moves onto other
projects. This is an intentionally oversimplified description because,
as with many of the other types, these models are differentiated by
their details and nuances. Some models focus more on interpersonal
dynamics and development into a cohesive unit; others focus more
on the team’s output and their ability to produce increasingly high-
quality results as they become more accustomed to working together.
Familiarize yourself with the project team development models
described in PMBOK 7, specifically, and other literature, in general,
so you are informed when you choose the aspects of each model that
resonate as you build and nurture your teams.

 Methods are means for achieving or producing an outcome or
deliverable (see the description of artifacts later in this chapter for
examples) and are typically categorized according to the purpose
they serve or activity they help address, as follows:

Data gathering and analysis: You are already familiar with several
methods in this category, like the business case, cost-benefit analysis,
feasibility study, and stakeholder analysis (part of creating the
project charter covered earlier in this chapter). Data gathering and
analysis methods help you collect, analyze, and evaluate facts and
data to provide insight into a particular situation.
Estimating: Some commonly used estimating methods include story
point estimating in Agile Project Management (see Chapter 18 for
more on Agile), affinity grouping (such as “T-shirt sizing”), and
analogous estimating. Analogous estimating uses tasks and projects
performed previously to inform estimates for similar tasks and



projects to be performed. Generally, estimating methods facilitate
your approximation of effort, duration, or cost.
Meeting and events: You’re probably familiar, perhaps all too
familiar, with the meetings you conduct throughout your projects. It
is important to balance the need to engage and communicate with
various stakeholder groups during a project with the risk of inducing
“meeting fatigue” or “meeting overload” and detracting from the
execution of the project work itself. That said, meetings and events
are critical to project success, so let’s review some of the key ones
that add value to nearly all projects:

Kickoff meeting: Formally starts the project (or a specific
phase of the project) and aligns the team and key stakeholders
to the project’s goals and expectations.
Standup meeting: A brief, usually 15 minute, daily session
where you review progress from the prior day, review planned
work for the current day, and call out any obstacles that might
impede the team’s future progress. In Agile, this is called the
“daily scrum.”
Iteration/milestone/phase/Sprint review: This meeting is
conducted once all the work for a specific phase of the project
has been completed. Depending on the type of project, this
review may include a demonstration and often culminates in a
go/no-go decision to proceed to the next phase of the project.
Status meeting: An opportunity to update stakeholders and
review progress to date, status meetings are often
accompanied by a status report, to indicate performance
against budget, schedule, and milestones that may be
reviewed with the attendees.
Steering committee meeting: Comprised of senior-level
stakeholders (from the client, your organization, and even
vendors and contractors when appropriate) who provide
direction and support to the project team and are empowered
to make decisions outside of the project team’s authority.



Project retrospective: Often referred to as a project post-
mortem, a lessons learned meeting, or a project review and
closeout meeting, a retrospective takes an objective look at all
aspects of a recently completed project for two purposes: first,
to ensure that mistakes or undesirable outcomes are
understood so they can be avoided in the future; and second,
to ensure that positive accomplishments of the project are
called out, celebrated, and able to be repeated in future
projects.

 Artifacts are templates, outputs, or deliverables that result from
one or more of the methods you just reviewed. Some projects
require acutely specialized artifacts, relevant only to your industry,
organization, or stakeholders. Many of the most often used artifacts
are broadly applicable to most industries, organizations, and
stakeholders. Many of these artifacts are explained in detail
throughout this book, so we keep this list high-level for now.

Strategy artifacts: Created prior to or at the onset of a project and
referred to throughout the project to ensure they are satisfied by the
project output. Examples include:

Business case: See “Proposing a project in a business case”
section earlier in this chapter for details.
Project charter: See “Developing the Project Charter” section
earlier in this chapter for details.
Roadmap: A high-level timeline that shows milestones, key
review and decision points, and is often subdivided into more
manageable phases.

Logs and registers: Ongoing records of continuously evolving
factors. Examples include:

Risk register: Risks, actions, issues, and decisions are often
consolidated into a single log, called the RAID log. See the



section “Preparing a Risk Management Plan” in Chapter 10
for more on risks.
Issue log: The previous comment for risk register also applies
to the issue log.
Stakeholder register: More than just a contact list, this register
classifies and assesses each stakeholder for the role they play
in their organization and on the project. See Chapter 4 for
more on this.

Plans: Proposed means to achieve project goals. Examples include:
Communications plan: Describes how, when, and by whom
project communications will be disseminated. See Chapter 15
for more on this.
Resource management plan: Explains how resources are
identified, onboarded (or procured), supported (or
maintained), and managed (or utilized) throughout the project.
See Chapter 8 for more on human resource management (and
Chapter 9 for non-personnel resource management).
Risk management plan: Defines how risk will be triaged,
classified, and addressed. See Chapter 10 for more on this.
Change control plan: Presents the process to document,
assess, and implement changes, whether they have a
contractual or other impact to the project or not. See Chapter
14 for more on change control.

Hierarchy charts: High-level info broken down into levels of
increasingly greater detail. Examples include:

Work breakdown structure (WBS): One of the most
universally applicable and fundamental project management
artifacts, the WBS decomposes the overall project scope into
lower-level (and more detailed) tasks. Your goal should
always be to define your WBS down to the most granular
level of detail possible. See Chapter 14 for more on this.



Organizational breakdown structure: Not to be confused with
an “org chart,” this chart represents the relationship between
tasks or activities and the organizational units assigned to
them.

Baselines: Approved plans against which progress is tracked to help
identify and quantify variances. Examples include:

Project schedule: Sometimes called a project plan and often
presented in the form of or in conjunction with a Gantt chart,
the project schedule illustrates linked tasks with planned
dates, durations, milestones, and resource assignments. See
Chapter 7 for more on this.
Budget: The approved cost estimate for the project or
component of your WBS. See Chapter 9 for more on this.

Visual data and information: Charts, graphs, and diagrams to
graphically present complex data in a visual manner that can be
easier to digest and interpret. Examples include:

Gantt chart: A graphical illustration of the project schedule
that visually indicates task durations and dependencies
throughout the project timeline. See Chapter 7 for more on
this.
Responsibility assignment matrix (RAM): One of the most
common versions of a RAM is the RACI, which defines who
is responsible, accountable, consulted, or informed for or
about project activities, decisions, and deliverables. See
Chapter 12 for more on this.
Dashboards: Graphical representations of project metrics and
KPIs that provide at-a-glance views of overall status. See
Chapter 15 for more on this.

Reports: Formal records of pertinent project information. Examples
include:

Status report: Usually includes progress made since last
report, activities planned until the next report, budget and



schedule status, risks and issues. See Chapter 15 for more on
this.
Quality report: Documents any quality management issues,
corrective actions and recommendations for process, project,
and product improvements to prevent similar quality issues
from recurring.

Agreements and contracts: Documentation of agreed-upon
intentions and expectations between multiple parties. Examples
include:

Fixed-price contracts: These contracts define a deliverable
and a price to be paid for that deliverable. As long as the
project scope adheres to the contractually defined scope, the
price does not change. Changes to scope are handled through
change orders.
Time and materials contracts: T&M contracts require each
hour spent working on the project to be logged and invoiced
to the client, including any materials or expenses required to
satisfy the contract. These contracts often contain a not-to-
exceed clause. This clause specifies the maximum number of
hours to be invoiced to the client, assuming scope has not
changed, before a new contract for any remaining or
additional work is executed.
Change orders: We all hope to be able to foresee every
possible “gotcha” that could arise before our projects even
begin but, alas, hope is never a winning strategy. When scope
changes, change orders capture the nature of the change and
any associated budget, schedule, or resource implications. See
Chapter 14 for more on this.

Other artifacts: Some artifacts don’t fit into one of the previous
buckets, but are useful and add value, nonetheless. Examples
include:

Bid documents: Help to answer necessary questions to enable
an informed procurement decision, including request for



information (RFI), request for quotation (RFQ), and request
for proposal (RFP).
Requirements document: Depending on the type of project,
this is often broken down further into a business requirements
document, functional requirements document, and technical
requirements document. See Chapter 5 for more on this.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 3-1 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 3-1 Chapter 3 Topics in Relation to the PMP
Exam and PMBOK 7

Topic
Location
in This
Chapter

Location
in
PMBOK 7

Comments

Business
case

“Proposing
a project in
a business
case”

2.6.1
Delivery of
Value

PMBOK 7 discusses the business case as a tool
to justify a project and assess anticipated business
value in a manner that can be periodically
measured to understand ongoing project health.

Project
charter

“Developing
the Project
Charter”

4.6.1
Strategy
Artifacts

The project charter is referenced in PMBOK 7, but
without much detail.

Cost-
benefit
analysis

“Performing
a cost-
benefit
analysis”

4.4.1 Data
Gathering
and
Analysis

Similarly, cost-benefit analysis is mentioned in
PMBOK 7 but at a high level and without much
detail.

Feasibility
study

“Conducting
a feasibility
study”

2.3.5 Life
Cycle and
Phase
Definitions

PMBOK 7 covers feasibility as a phase in a project
life cycle but does not mention a feasibility study
directly.

Tailoring

“Tailoring
Your
Delivery
Approach”

Section 3:
Tailoring

A new section is dedicated to tailoring in PMBOK
7, before which it was considered a component to
address at the onset of each Knowledge Area
rather than a stand-alone concept. Many examples
of tailoring described in this chapter align with
those described in PMBOK 7.



Topic
Location
in This
Chapter

Location
in
PMBOK 7

Comments

Models,
methods,
and
artifacts

“Identifying
the Models,
Methods,
and
Artifacts to
Use”

Section 4:
Models,
Methods,
and
Artifacts

Models, Methods, and Artifacts is afforded its own
distinct section for the first time in PMBOK 7.



Chapter 4
Knowing Your Project’s

Stakeholders: Involving the
Right People

IN THIS CHAPTER
 Compiling your project’s diverse stakeholders into a

stakeholder register
 Identifying your drivers, supporters, and observers
 Using an effective format for your stakeholder register
 Determining who has authority in your project
 Prioritizing your stakeholders by their levels of power and

interest

Often a project is like an iceberg: Nine-tenths of it lurks below the
surface. You receive an assignment and think you know what it entails
and who needs to be involved. Then, as the project unfolds, new people
emerge who may affect your goals, your approach, and your chances for
project success.

You risk compromising your project in the following ways when you
don’t involve key people or groups in your project in a timely manner:

You may miss important information that can affect the project’s
performance and ultimate success.
You may insult someone. And you can be sure that when someone
feels you have slighted or insulted them, they’ll take steps to make
sure you don’t do it again!



As soon as you begin to think about a new project, start to identify
people who may play a role. This chapter shows you how to identify
these candidates; how to decide whether, when, and how to involve
them; and how to determine who has the authority, power, and interest to
make critical decisions.

Understanding Your Project’s
Stakeholders

 A project stakeholder is any person or group that supports, is
affected by, or is interested in your project. Your project’s
stakeholders can be inside or outside your organization, and
knowing who they are helps you

Plan whether, when, and how to involve them.
Determine whether the scope of the project is bigger or smaller than
you originally anticipated.

You may hear other terms used in the business world to describe project
stakeholders, but these terms address only some of the people from your
complete project stakeholder register. Here are some examples:

A distribution list identifies people who receive project
communications. These lists are often out-of-date for a couple of
reasons. Some people remain on the list simply because no one
removes them; other people are on the list because no one wants to
run the risk of insulting them by removing them. In either case,
having their names on this list doesn’t ensure that these people
actually support, are affected by, or are interested in your project.
Team members are people whom the project manager directs. All
team members are stakeholders, but the stakeholder register includes
more than just team members.



Developing a Stakeholder Register
As you identify the different stakeholders for your project, record them
in a stakeholder register. Check out the following sections for
information on how to develop this register.

Starting your stakeholder register
A project stakeholder register is a living document. You need to start
developing your register as soon as you begin thinking about your
project.

Begin your project’s stakeholder register by considering the initial
version of the register that’s generated upon completion of the
development of the project charter (see Chapter 3 for more on this
topic). Next, write down any other names that occur to you. When you
discuss your project with other people, ask them who they think may be
affected by or interested in your project. Then select a small group of the
stakeholders you identify and conduct a formal brainstorming session.
Continue to add and subtract names to your stakeholder register until
you can’t think of anyone else.

In the following sections, we explain how to refine your stakeholder
register by dividing it into specific categories and recognizing important
potential stakeholders; we wrap up with a sample to show you how to
put your own register together.

Using specific categories
To increase your chances of identifying all appropriate people, develop
your stakeholder register in categories. You’re less likely to overlook
people when you consider them department by department or group by
group instead of trying to identify everyone from the organization
individually at the same time.



 Start your stakeholder register by developing a hierarchical
grouping of categories that covers the universe of people who may
be affected by, be needed to support, or be interested in your
project. We often start with the following groups:

Internal: People and groups inside your organization:
Executive leadership: Typically C-level or VP-level
management responsible for the general oversight of all
organization operations
Requesters: The person who came up with the idea for your
project and all the people through whom the request passed
before you received it
Project manager: The person with overall responsibility for
successfully completing the project
End users: People who will use the goods or services the
project will produce
Team members: People assigned to the project whose work
the project manager directs

UNDERSTANDING THE
STAKEHOLDER REGISTER’S

TRUE PURPOSE
A number of years ago, we heard the story of a woman
who had attended a very reputable project management
training session and began to put her newfound learnings
into practice. She was using several of the techniques
discussed in the course and found them to be very helpful.
However, after making a serious attempt to create a
stakeholder register, she found this tool to be impractical
and of little value.



Her manager had assigned a project that she had to finish
in two months. She immediately developed a stakeholder
register, but, much to her horror, the register included
more than 150 names! How, she wondered, was she
supposed to involve more than 150 people in a two-month
project? She concluded that the stakeholder register clearly
was of no help.
In fact, her stakeholder register had served its purpose
perfectly. Identifying the people at the outset who would
affect the success of her project gave her three options:

She could plan how and when to involve each person during
the project.

She could assess the potential consequences of not involving
one or more of her stakeholders.

She could discuss extending the project deadline or reducing
its scope with her manager if she felt she couldn’t ignore any
of the stakeholders.

The stakeholder register itself doesn’t decide whom you
should involve in your project. Instead, it specifies those
people who may affect the success of your project so you
can weigh the benefits and the costs of including or
omitting them.

Groups normally involved: Groups typically involved in
most projects in the organization, such as the human
resources, finance, contracts, and legal departments
Groups needed just for this project: Groups or people with
special knowledge related to this project

External: People and groups outside your organization:
Clients or customers: People or groups that buy or use your
organization’s products or services
Collaborators: Groups or organizations with whom you may
pursue joint ventures related to your project



Vendors, suppliers, and contractors: Organizations that
provide personnel, raw materials, equipment, or other
resources required to perform your project’s work
Regulators: Government agencies that establish regulations
and guidelines that govern some aspect of your project work
Professional societies: Groups of professionals that may
influence or be interested in your project
The public: The local, national, and international community
of people who may be affected by or interested in your project

 Continue to subdivide these categories further until you arrive at
job titles (or position descriptions) and the names of the people who
occupy them. (The process of systematically separating a whole
into its component parts is called decomposition, which you can
read about in Chapter 6.)

Considering stakeholders that are often overlooked
As you develop your stakeholder register, be sure not to overlook the
following potential stakeholders:

Support groups: These people don’t tell you what you should do (or
help you deal with the trauma of project management); instead, they
help you accomplish the project’s goals. If support groups know
about your project early, they can fit you into their work schedules
more readily. They can also tell you information about their
capabilities and processes that may influence what your project can
accomplish and by when. Such groups include:

Project management office (PMO)
Quality assurance (QA)
Finance (includes accounts payable/receivable)
Human resources (HR)



Legal
Procurement (or contracting)
Facilities (includes security and shipping/receiving)
Information technology (IT)
Call centers and help desks
Manufacturing
Engineering
Marketing

End users of your project’s products: End users are people or
groups who will use the goods and services your project produces.
Involving end users at the beginning of and throughout your project
helps ensure that the goods and services produced are as easy as
possible to implement and use, and are most responsive to their true
needs. It also confirms that you appreciate the fact that the people
who will use a product may have important insights into what it
should look like and do, which increases the chances that they’ll
work to implement the products successfully.
In some cases, you may omit end users on your stakeholder register
because you don’t know who they are. In other situations, you may
think you have taken them into account through liaisons — people
who represent the interests of the end users (check out the nearby
sidebar “Discovering the real end users” for a costly example of
what can happen when you depend solely on liaisons).
People who will maintain or support the final product: People
who will service your project’s final products affect the continuing
success of these products. Involving these people throughout your
project gives them a chance to make your project’s products easier to
maintain and support. It also allows them to become familiar with
the products and effectively build their maintenance into existing
procedures.



DISCOVERING THE REAL END USERS
A major international bank based in the United States had spent millions of dollars
revising and upgrading its information system. Project personnel had worked closely
with special liaisons in Europe who represented the interests of the local bank
personnel who would actually be entering and retrieving data from the new system.
When the bank introduced the upgraded system, they discovered a fatal problem: More
than 90 percent of the local bank personnel in Europe were non-English speaking, but
the system documentation was all written in English. The enhanced systems were
unusable!

The system designers had spent substantial time and money working with the liaisons
to identify and address the interests and needs of the end users. However, the liaisons
had raised only issues from their own experience instead of identifying and sharing the
needs and concerns of the local bank personnel. Because English was the primary
language of all the liaisons, they failed to consider the possible need to prepare system
instructions in multiple languages. Putting the local bank personnel on the stakeholder
register along with the liaisons would’ve reminded the project personnel not to overlook
their special needs.

Examining the beginning of a sample stakeholder register
Suppose you’re asked to coordinate your organization’s annual blood
drive. Figure 4-1 illustrates some of the groups and people you may
include in your project’s stakeholder register as you prepare for your
new project.
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FIGURE 4-1: The beginning of a sample stakeholder register for an annual blood drive.

Ensuring your stakeholder register is complete
and up-to-date



Many different groups of people may influence the success of or have an
interest in your project. Knowing who these people are allows you to
plan to involve them at the appropriate times during your project.
Therefore, identifying all project stakeholders as soon as possible and
reflecting any changes in those stakeholders as soon as you find out
about them are important steps to take as you manage your project.

 To ensure your stakeholder register is complete and up-to-date,
consider the following guidelines:

Eventually identify each stakeholder by position description and
name. You may, for example, initially identify people from sales and
marketing as stakeholders. Eventually, however, you want to specify
the particular people from that group — such as brand manager for
XYZ product, Sharon Wilson — and their contact information.
Speak with a wide range of people. Check with people in different
organizational units, from different disciplines, and with different
tenures in the organization. Ask every person whether they can think
of anyone else you should speak with. The more people you speak
with, the less likely you are to overlook someone important.
Allow sufficient time to develop your stakeholder register. Start to
develop your register as soon as you become project manager. The
longer you think about your project, the more potential stakeholders
you can identify. Throughout the project, continue to check with
people to identify additional stakeholders.
Include stakeholders who may play a role at any time during
your project. Your only job at this stage is to identify names so you
don’t forget them. At a later point, you can decide whether, when,
and how to involve these people (see the later section “Determining
Whether Stakeholders Are Drivers, Supporters, or Observers”).
Include team members’ functional managers. Include the people
to whom the project manager and team members directly report.



Even though functional managers usually don’t perform project tasks
themselves, they can help ensure that the project manager and team
members devote the time they originally committed to the project
and that they have the resources necessary to perform their project
assignments.
Include a person’s name on the stakeholder register for every
role they play. Suppose your manager plans to provide expert
technical advice to your project team. Include your manager’s name
twice — once as your direct supervisor and once as the technical
expert. If your manager is promoted but continues to serve as a
technical advisor to your project, the separate listings remind you
that a new person now occupies your direct supervisor’s slot.
Continue to add and remove names from your stakeholder
register throughout your project. Your stakeholder register evolves
as you understand more about your project and as your project
changes. Plan to review your register at regular intervals throughout
the project to identify names that should be added or deleted.
Encourage people involved in your project to continually identify
new stakeholders as they think of them.
When in doubt, write down a person’s name. Your goal is to avoid
overlooking someone who may play an important part in your
project. Identifying a potential audience member doesn’t mean you
have to involve that person; it simply means you have to consider
her. Eliminating the name of someone who won’t be involved is a lot
easier than trying to add the name of someone who should be.

Using a stakeholder register template
A stakeholder register template is a predesigned stakeholder register that
contains typical categories and stakeholders for a particular type of
project. You may develop and maintain your own stakeholder register
templates for tasks you perform, functional groups may develop and
maintain stakeholder register templates for tasks they typically conduct,
or your organization’s project management office may develop and
maintain templates for the entire organization.



Regardless of who maintains the template, it reflects people’s cumulative
experiences. As the organization continues to perform projects of this
type, stakeholders that were overlooked in earlier efforts may be added
and stakeholders that proved unnecessary removed. Using these
templates can save you time and improve your accuracy.

Suppose you prepare the budget for your department each quarter. After
doing a number of these budgets, you know most of the people who give
you the necessary information, who draft and print the document, and
who have to approve the final budget. Each time you finish another
budget, you revise your stakeholder register template to include new
information from that project. The next time you prepare your quarterly
budget, you begin your stakeholder register with your template. You then
add and subtract names as appropriate for that particular budget
preparation.

 When using stakeholder register templates, keep the following
guidelines in mind:

Develop templates for frequently performed tasks and for entire
projects. Stakeholder register templates for kicking off the annual
blood drive or submitting a newly developed drug to the Food and
Drug Administration are valuable. But so are templates for
individual tasks that are part of these projects, such as awarding a
competitive contract or printing a document. Many times, projects
that appear totally new actually contain some tasks that you’ve done
before. You can still reap the benefits of your prior experience by
including the stakeholder register templates for these tasks in your
overall project stakeholder register.
Focus on position descriptions rather than the names of prior
stakeholders. Identify a stakeholder as accounts payable manager
rather than Bill Miller. People come and go, but functions endure.
For each specific project, you can fill in the appropriate names.



Develop and modify your stakeholder register template from
previous projects that actually worked, not from initial plans
that looked good but lacked key information. Often you develop a
detailed stakeholder register at the start of your project but don’t
revise the register during the project or add stakeholders whom you
overlooked in your initial planning. If you update your template with
information from an initial list only, your template can’t reflect the
discoveries you made throughout the earlier project.
Encourage your team members to brainstorm possible
stakeholders before you show them an existing stakeholder
register template. Encouraging people to identify stakeholders
without guidance or restrictions increases the chances that they’ll
think of stakeholders who were overlooked on previous projects.
Use templates as starting points, not ending points. Make clear to
your team that the template isn’t the final register. Every project
differs in some ways from similar ones. If you don’t critically
examine the template, you may miss people who weren’t involved in
previous projects but whom you need to consider for this one.
Reflect your different project experiences in your stakeholder
register templates. The post-project evaluation is an excellent time
to review, critique, and modify your stakeholder register for a
particular project (see Chapter 17 for details on the post-project
evaluation).

 Templates can save time and improve accuracy. However,
starting with a template that’s too polished can suggest you’ve
already made up your mind about the contents of your final list,
which may discourage people from freely sharing their thoughts
about other potential stakeholders. In addition, their lack of
involvement in the development of the project’s audience list may
lead to their lack of commitment to the project’s success.



Determining Whether Stakeholders
Are Drivers, Supporters, or
Observers

After you identify every one of your stakeholders, you need to determine
which of the following groups those people fall into. Then you can
decide whether to involve them and, if so, how and when:

Drivers: People who have some say in defining the results of your
project. You’re performing your project for these people.
Supporters: The people who help you perform your project.
Supporters include individuals who authorize or provide the
resources for your project as well as those who actually work on it.
Observers: People who are neither drivers nor supporters but who
are interested in the activities and results of your project. Observers
have no say in your project, and they’re not actively involved in it.
However, your project may affect them at some point in the future.

Separating stakeholders into these three categories helps you decide
what information to seek from and share with each group, as well as to
clarify the project decisions in which to involve them.

Suppose an IT group has the job of modifying the layout and content of
a monthly sales report for all sales representatives. The vice president of
sales requested the project, and the chief information officer (CIO — the
head of IT’s manager) approved it. As the project manager for this
project, consider categorizing your project’s stakeholders as follows:

Drivers: The vice president of sales is a driver because they have
specific reasons for revising the report. The CIO is a potential driver
because they may hope to develop certain new capabilities for their
group through this project. Individual sales representatives are all
drivers for this project because they’ll use the redesigned report to
support their work.



Supporters: The systems analyst who designs the revised report, the
training specialist who trains the users, and the vice president of
finance who authorizes the funds for changing the manual are all
supporters.
Observers: The head of the customer service department is a
potential observer because they hope your project will lead to an
improved problem-tracking system this year.

 Beware of supporters who try to act like drivers. In the
preceding example, the analyst who finalizes the content and format
of the report may try to include certain items that they think are
helpful. However, only the real drivers should determine the
specific data that go into the report. The analyst just determines
whether including the desired data is possible and what doing so
will cost.

 Keep in mind that the same person can be both a driver and a
supporter. For example, the vice president of sales is a driver for the
project to develop a revised monthly sales report, but they are also a
supporter if they have to transfer funds from the sales department
budget to pay for developing the report.

The following sections help you identify when you need to involve
drivers, supporters, and observers, and how to keep them involved.

INCLUDING A PROJECT CHAMPION
A project champion (or project sponsor) is a person in a high position in the
organization who strongly supports your project; advocates for your project in disputes,
planning meetings, and review sessions; and takes whatever actions are necessary to
help ensure the successful completion of your project.

As soon as you start planning, find out whether your project has a champion. If it
doesn’t, try to recruit one. An effective project champion has the following



characteristics:

Sufficient power and authority to resolve conflicts over resources, schedules,
and technical issues

A keen interest in the results of your project

A willingness to have their name cited as a strong supporter of your project

Deciding when to involve your stakeholders
Projects pass through the following four phases as they progress from an
idea to completion (see Chapter 1 for detailed explanations of these
phases):

Starting the project
Organizing and preparing
Carrying out the work
Closing the project

Plan to involve drivers, supporters, and observers in each phase of your
project’s life cycle. The following sections tell you how you can do so.
See the later section “Assessing Your Stakeholders’ Power and Interest”
for information on what to consider when deciding how to involve
different stakeholders.

Drivers
Keeping drivers involved in your project from start to finish is critical
because they define what your project should produce, and they evaluate
your project’s success when it’s finished. Their desires and your
assessment of feasibility can influence whether you should pursue the
project. Check out Table 4-1 to see how to involve drivers during the
four phases of your project.

Supporters
Involving supporters from start to finish is important since they perform
and support the project work; supporters need to know about changing
requirements so they can promptly identify and address problems.



Keeping them actively involved also sustains their ongoing motivation
and commitment to the project. Check out Table 4-2 to see how to
involve supporters during your project’s four phases.

Observers
After you choose the observers with whom you want to actively share
project information, involve them minimally throughout the project
because they neither tell you what should be done nor help you do it.
Table 4-3 shows how you may keep observers involved.

TABLE 4-1 Involving Drivers in the Different Project
Phases

Phase Involvement
Level How to Involve

Starting
the project Heavy

Identify and speak with as many drivers as possible. If you
uncover additional drivers later, explore with them the
issues that led to the project; ask them to identify and
assess any special expectations they may have.

Organizing
and
preparing

Moderate to
heavy

Consult with drivers to ensure your project plan addresses
their needs and expectations. Have them formally approve
the plan before you start the actual project work.

Carrying
out the
work

Moderate

As the project gets underway, introduce the drivers to the
project team. Have the drivers talk about their needs and
interests to reinforce the importance of the project and help
team members form a more accurate picture of project
goals. In addition, have the team members talk to the
drivers to increase the drivers’ confidence that the team
members can successfully complete the project.
While performing the project work, keep drivers apprised of
project accomplishments and progress to sustain their
ongoing interest and enthusiasm. Continually confirm that
the results are meeting their needs.

Closing
the project Heavy

Have drivers assess the project’s results and determine
whether their needs and expectations were met. Identify
their recommendations for improving performance on similar
projects in the future.

TABLE 4-2 Involving Supporters in the Different
Project Phases



Phase Involvement
Level How to Involve

Starting
the project Moderate

Wherever possible, have key supporters assess the
feasibility of meeting driver expectations. If you identify key
supporters later in the project, have them confirm the
feasibility of previously set expectations.

Organizing
and
preparing

Heavy

Supporters are the major contributors to the project plan.
Because they facilitate or do all the work, have them
determine necessary technical approaches, schedules, and
resources. Also have them formally commit to all aspects of
the plan.

Carrying
out the
work

Heavy

Familiarize all supporters with the planned work. Clarify how
the supporters will work together to achieve the results.
Have supporters decide how they’ll communicate, resolve
conflicts, and make decisions during the course of the
project.
Throughout the project, keep supporters informed of project
progress, encourage them to identify performance problems
they encounter or anticipate, and work with them to develop
and implement solutions to these problems.

Closing
the project Heavy

Have supporters conclude their different tasks. Inform them
of project accomplishments and recognize their roles in
project achievements. Elicit their suggestions for handling
similar projects more effectively in the future.

TABLE 4-3 Involving Observers in the Different Project
Phases

Phase Involvement
Level How to Involve

Starting the
project Minimal Inform observers of your project’s existence and its main

goals.

Organizing
and
preparing

Minimal Inform observers about the project’s planned outcomes and
time-frames.

Carrying
out the
work

Minimal
Tell observers that the project has started and confirm the
dates for planned milestones. Inform observers of key
project achievements.



Phase Involvement
Level How to Involve

Closing the
project Minimal When the project is done, inform observers about the

project’s products and results.

 Because observers don’t directly influence or affect your project,
be sure to carefully manage the time and effort you spend sharing
information with them. When deciding whom to involve and how
to share information with them, consider the following:

Their level of interest in your project
The likelihood that your project will affect them at some point in the
future
The need to maintain a good working relationship with them

Using different methods to involve your
stakeholders
Keeping drivers, supporters, and observers informed as you progress in
your project is critical to the project’s success. Choosing the right
method for involving each stakeholder group can stimulate that group’s
continued interest and encourage its members to actively support your
work. Consider the following approaches for keeping your project
stakeholders involved throughout your project:

One-on-one meetings: These meetings (which are formal or
informal discussions with one or two other people about project
issues) are particularly useful for interactively exploring and
clarifying special issues of interest with a small number of people.
Group meetings: These meetings are planned sessions for some or
all team members or stakeholders. Smaller meetings are useful to
brainstorm project issues, reinforce team member roles, and develop



mutual trust and respect among team members. Larger meetings are
useful to present information of general interest.
Informal written correspondence: These are notes, messages, and
emails that help you document informal discussions and share
important project information.
More formal information-sharing vehicles: Information resources
such as project newsletters or sites on the organization’s intranet may
be useful for sharing nonconfidential and noncontroversial
information with larger groups of stakeholders.
Written approvals: These include a technical approach to project
work or formal agreements about a product, schedule, or resource
commitment) and they serve as records of project decisions and
achievements.

Flip to Chapter 15 for additional suggestions for sharing information
about your project’s ongoing performance.

Making the most of your stakeholders’
involvement
To maximize your stakeholders’ involvement and contributions, follow
these guidelines throughout your project:

Involve stakeholders early in the project planning if they have a
role later on. Give your stakeholders the option to participate in
planning even if they don’t perform until later in the project.
Sometimes they can share information that’ll make their tasks easier.
At the least, they can reserve time to provide their services when you
need them.
If you’re concerned with the legality of involving a specific
stakeholder, check with your legal department or contracts
office. Suppose you’re planning to award a competitive contract to
buy certain equipment. You want to know whether prospective
bidders typically have this equipment on hand and how long it’ll take
to receive it after you award the contract. However, you’re concerned



that speaking to potential contractors in the planning phase may tip
them off about the procurement and lead to charges of favoritism by
unsuccessful bidders who didn’t know about the procurement in
advance.
Instead of ignoring this important stakeholder, check with your
contracts office or legal department to determine how you can get the
information you want and still maintain the integrity of the bidding
process.
Develop a plan with all key stakeholders to meet their
information needs and interests as well as yours. Determine the
information they want and the information you believe they need.
Also decide when to provide that information and in what format.
Finally, clarify what you want from them and how and when they
can provide it.
Always be sure you understand each stakeholder’s “what’s in it
for me” (WIIFM). Clarify why seeing your project succeed is in
each stakeholder’s interest. Throughout your project, keep reminding
your stakeholders of the benefits they’ll realize when your project’s
complete and the progress your project has made toward achieving
those benefits. Find out more about identifying project benefits for
different stakeholders in Chapter 16.

Displaying Your Stakeholder
Register

You’re concerned with two issues when developing the format and
content of your stakeholder register:

Increasing your confidence that you identified all appropriate
stakeholders
Helping others suggest people not on the register who should be
included and people on the register who possibly should not



Figure 4-2 shows a sample stakeholder register format you may use for
your stakeholder register. The format includes three major categories of
information:

The hierarchical structure of the categories in which stakeholders are
located
The specific identifiers of each stakeholder (job title and name)
The stakeholder’s role with regard to the project (driver, supporter, or
observer; see the earlier section “Determining Whether Stakeholders
Are Drivers, Supporters, or Observers”)

 Feel free to add columns to your stakeholder register for
optional information, such as email, phone, location or time zone,
and so on.
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FIGURE 4-2: A sample stakeholder register format.



Confirming Your Stakeholders’
Authority

In project terms, authority refers to the overall right to make project
decisions that others must follow, including the right to apply project
resources, expend funds, or give approvals. Having opinions about how
an aspect should be addressed is different from having the authority to
decide how it will be addressed. Mistaking a person’s level of authority
can lead to frustration as well as wasted time and money (see Chapter 12
for more on authority).

 Confirm that the people you’ve identified as stakeholders have
the authority to make the decisions they need to make to perform
their tasks. If they don’t have that authority, find out who does and
how to bring those people into the process.

Take the following steps to define each stakeholder’s authority as early
as possible in your projects:

1. Clarify each stakeholder’s tasks and decisions.
Define with each person their tasks and their role in those tasks. For
example, will they just work on the task, or will they also approve
the schedules, resource expenditures, and work approaches?

2. Ask each stakeholder what their authority is regarding each
decision and task.
Ask about individual tasks rather than all issues in a particular area.
For example, a person can be more confident about their authority to
approve supply purchases up to $5,000 than about their authority to
approve all equipment purchases, no matter the type or amount.



 Clarify decisions that the stakeholder can make. For
decisions needing someone else’s approval, find out whose approval
they need. (Ask — never assume!)

3. Ask each stakeholder how they know what authority they have.
Does a written policy, procedure, or guideline confirm the authority?
Did the person’s manager tell them in conversation? Is the person
just assuming? If the person has no specific confirming information,
encourage them to get it.

4. Check out each stakeholder’s history of exercising authority.
Have you or other people worked with this person in the past? Have
they been overruled on decisions that they said they were authorized
to make? If so, ask them why they believe they won’t be similarly
overruled this time.

5. Verify whether anything has recently changed regarding each
stakeholder’s authority.
Do you have any reason to believe that this person’s authority has
changed? Are they new to their current group or position? Have they
recently started working for a new manager? If any of these
situations exists, encourage the person to find specific
documentation to confirm their authority for their benefit as well as
yours.

 Reconfirm the information in these steps when a particular
stakeholder’s decision-making assignments change. Suppose, for
example, that you initially expect all individual purchases on your
project to be at or under $2,500. Bill, the team representative from
the finance group, assures you that he has the authority to approve
such purchases for your project without checking with his manager.
Midway through the project, you find that you have to purchase a



piece of equipment for $5,000. Be sure to verify with Bill that he
can personally authorize this larger expenditure. If he can’t, find out
whose approval you need and plan how to get it.

Assessing Your Stakeholders’ Power
and Interest

A stakeholder’s potential impact on a project depends on the power they
can exercise and the interest they have in exercising that power.
Assessing the relative levels of each helps you decide with whom you
should spend your time and effort to realize the greatest benefits.

Power is a person’s ability to influence the actions of others. This ability
can derive either from the direct authority the person has to require
people to respond to their requests (ascribed power; refer to the
preceding section and to Chapter 12 for more about authority) or the
ability they have to induce others to do what they ask because of the
respect they have for them professionally or personally (achieved
power). (See Chapter 16 for more information on these two types of
power.) In either case, the more power a person has, the better able they
are to marshal people and resources to support your project. Typically,
drivers and supporters have higher levels of power over your project
than observers do.

On the other hand, a person’s interest in something is how much they
care or are curious about it or how much they pay attention to it. The
more interested a person is in your project, the more likely they are to
want to use their power to help the project succeed.

You can define a stakeholder’s relative levels of power and interest
related to your project as being either high or low. You then have four
possible combinations for each stakeholder’s relative levels of power
and interest. The particular values of a stakeholder’s power and interest
ratings suggest the chances that the stakeholder may have a significant
impact on your project and, therefore, the relative importance of keeping
that stakeholder interested and involved in your project.



 Most often, you base the assessments of a stakeholder’s power
over and interest in your project on the aggregated individual,
subjective opinions of several parties: you, your team members,
your project’s other stakeholders, people who have worked with the
stakeholder on other projects, subject matter experts, and/or the
stakeholder. If you assign a value of 1 to each individual rating of
high and 0 to each individual rating of low, you’d rate a
stakeholder’s power or interest as high if the average of the
individual assessments were 0.5 or greater and low if the average
were below 0.5.

Figure 4-3 depicts a Power-Interest Grid, which represents these four
possible power-interest combinations as distinct quadrants on a two-
dimensional graph. As the project manager, you should spend a minimal
amount of time and effort with stakeholders who have low levels of both
power and interest (Quadrant I). Spend increasingly greater amounts of
time and effort with stakeholders who have a low level of power and a
high level of interest (Quadrant II) and a low level of interest and a high
level of power (Quadrant III), respectively. You should spend the most
time and effort keeping stakeholders with high degrees of both power
and interest (Quadrant IV) informed and involved (check out Chapter 15
for different ways to communicate with your project’s stakeholders).
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FIGURE 4-3: Involving stakeholders with different levels of power and interest in your
project.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 4-4 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 4-4 Chapter 4 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in
This Chapter

Location in
PMBOK 7 Comments

Definition of
project
stakeholder

“Understanding
Your Project’s
Stakeholders”

2.1.
Stakeholder
Performance
Domain

Project drivers and supporters referred to
in this book together are the same as the
project stakeholders mentioned in
PMBOK 7. PMBOK 7 addresses
stakeholders only (and ignores the
category of observers mentioned in this
book) when discussing people or
organizations to consider involving in your
project.

Developing
a
stakeholder
register

“Developing a
Stakeholder
Register”

4.6.2. Logs
and
Registers

PMBOK 7 defines the stakeholder register
but does not explain how to develop one.

Examples of
project
stakeholders

“Developing a
Stakeholder
Register”

2.1.
Stakeholder
Performance
Domain

The examples of stakeholders in PMBOK
7 are similar to the examples of drivers
and supporters mentioned in this book.

Classifying
stakeholders
as drivers,
supporters,
or observers

“Determining
Whether
Stakeholders
Are Drivers,
Supporters, or
Observers”

2.1.1.2.
Understand
and Analyze

PMBOK 7 considers drivers and
supporters (although it doesn’t refer to
them by those names) only when
discussing people who may affect your
project.



Topic Location in
This Chapter

Location in
PMBOK 7 Comments

Keeping
stakeholders
involved

“Determining
Whether
Stakeholders
Are Drivers,
Supporters, or
Observers”

2.1.1.
Stakeholder
Engagement
4.6.3. Plans

The two discussions of how and when to
involve stakeholders address similar
approaches and alternatives.

Conducting
a
stakeholder
analysis

“Assessing
Your
Stakeholders’
Power and
Interest”

2.1.
Stakeholder
Performance
Domain
4.4.1. Data
Gathering
and Analysis

The two discussions of why and how to
conduct a stakeholder analysis address
similar points.



Chapter 5
Clarifying What You’re Trying to

Accomplish — And Why
IN THIS CHAPTER

 Identifying your project’s purpose with the scope statement
 Understanding how your project fits into the big picture
 Defining project constraints — and working with them
 Making assumptions to deal with the unknowns of your project
 Presenting your scope statement in a concise document

All projects are created for a reason; someone identifies a need and
devises a project to address that need. How well the project ultimately
addresses that need defines the project’s success or failure.

This chapter helps you develop a mutual agreement between your
project’s requesters and your project team about the project’s goals and
expectations. It also helps you establish the conditions necessary to
perform the project work.

Defining Your Project with a Scope
Statement

A scope statement is a written confirmation of the results your project
will produce and the constraints and assumptions under which you will
work. Both the people who requested the project and the project team
should agree to all terms in the scope statement before actual project
work begins.

A good scope statement includes the following information:



Justification: A brief statement regarding the business need your
project addresses. A more detailed discussion of project justification
appears in the project charter (see Chapter 3 for more on this).
Product scope description: The characteristics of the products,
services, and/or results your project will produce.
Acceptance criteria: The conditions that must be met before project
deliverables are accepted.
Deliverables: The products, services, and/or results your project will
produce (also referred to as objectives).
Project exclusions: Statements about what the project will not
accomplish or produce.
Constraints: Restrictions that limit what you can achieve, how and
when you can achieve it, and how much achieving it can cost.
Assumptions: Statements about how you will address uncertain
information as you conceive, plan, and perform your project.

 Think of your scope statement, when viewed together with the
other components of your project plan, as a binding agreement in
which

You and your team commit to producing certain results.
Your project’s requesters commit that they’ll consider your project
100 percent successful if you produce these results.
You and your team identify all restrictions regarding your approach
to the work and the resources you need to support your work.
Your project’s requesters agree that there are no restrictions other
than the ones you’ve identified and that they’ll provide you the
support you declare you need.
You and your team identify all assumptions you made when setting
the terms of your scope statement.



Your project’s requesters agree that, if any of these assumptions
prove to be invalid, you may have to modify some or all of your
project plans.

DOCUMENTS CLOSELY RELATED TO THE
SCOPE STATEMENT

Your organization may use a number of other documents, like the ones we list here,
that address issues similar to those included in the scope statement. When you use
these other documents as sources of information to prepare or describe your project
plan, be careful to note how they differ from the scope statement:

Market requirements document: A formal request to develop or modify a
product. This document (typically prepared by a member of your organization’s
sales and marketing group) may lead to the creation of a project. However, in
its original form, this document reflects only the desires of the person who
wrote it. It doesn’t reflect an assessment of whether meeting the request is
possible or in the organization’s best interest, nor is it a commitment to meet
the request.

Business requirements document: A description of the business needs that
a requested product, service, or system must address.

Technical requirements, specifications document, or product
requirements document: A description of the characteristics that the products
and services produced must have.

Project request: A written request for a project by a group within the
organization. The project request indicates a desire for a project rather than a
mutual agreement and commitment to perform it.

Statement of work: A narrative description of products, services, or results to
be supplied by a project.

Project profile: A document that highlights the key information about a project
(sometimes also called a project summary or a project abstract).

Project charter: A document issued by upper management that formally
establishes a project and authorizes the project manager to use organizational
resources to perform project activities.

Work order: A written description of work that people or groups within your
organization will perform in support of your project. The signed work order
focuses on work performance rather than overall project outcomes.

Contract: A legal agreement for providing specified goods or services.



MAKING A POSITIVE FIRST IMPRESSION:
THE PROJECT TITLE

To accomplish a successful project, a group of focused and motivated people must
effectively and efficiently work together to produce an agreed-upon set of desired
results. From the beginning of the project, these people must have all the information
they need to perform their assigned tasks, as well as the motivation and commitment to
overcome any challenges they may encounter as they proceed with their project work.
One of the first items you can use to develop these essential information-sharing and
commitment-building processes is your project’s title.

Although one important use of the project title is to serve as an identifier for project
information and materials, if written well, the title can also serve to

Announce your project’s existence

Reveal what the project is about

Stimulate curiosity and interest in the project

Evoke positive feelings about the project

Of course, for the title to accomplish these goals, the following must happen:

People must read the title.

The title must include information about the project’s intended results.

People must be able to relate to the title.

People must remember the title.

You can help ensure that your title meets all these requirements by adhering to the
following guidelines when writing it:

Know your stakeholders — their interests, knowledge, and communication
preferences (see Chapter 4 for more information).

Keep it to one sentence.

Make it reader-friendly by printing it in a sufficiently large font in a color that
contrasts effectively with its background.

Make it a mini-abstract of your project by stating the main intended results.

Include the most important words first.

Double-…no, triple-check that all information is accurate.

Remove unnecessary words (like a and the) and any redundant information.

Minimize your use of technical jargon and acronyms.



A couple years back, a colleague, Mariella, mentioned to a few of us at lunch that she
was starting up a new project and soliciting suggestions for how she might attract the
most qualified people to join her project team. We explained what a big influence the
title can have on people’s understanding and feelings about a project and how she
could go about writing hers most effectively. She responded that she was currently
overwhelmed with “important” tasks she had to accomplish to get the project off the
ground and that she didn’t have time to worry about writing a “perfect project title.” After
all, she declared, the people in her organization were highly trained and capable
professionals who certainly wouldn’t let their feelings toward her project be influenced
by something as inconsequential as its official title.

When we ran into Mariella again a few weeks later, we asked how her new project was
progressing. She said she was extremely concerned because none of the people she
had hoped would join her project team had even asked what the project was about.
Surprised, we asked what title she had settled on for the project. She looked a bit
annoyed but pointed to the label from a large stack she had printed up to be placed on
project documents and materials. It simply said: “Documentation Team Project.”

Is it any wonder that no one was interested in finding out about this project, much less
volunteering to join the team that would perform it? Here are just two of the most glaring
problems with this title:

Only the first two words of the title convey any information about the project.
Stating that it’s a “Project” tells you nothing you didn’t already know.

It’s ambiguous. Is this a project that’s being performed by the Documentation
Team, or is it being performed to study the operational effectiveness of the
Documentation Team, or something else entirely?

Whether or not you acknowledge it, your project title will affect people’s knowledge and
feelings about your project. You can choose to write a title that will influence people in
ways that you want, or you can write it with no consideration for how it will affect your
project’s potential stakeholders. Just know that not considering how it will affect others
doesn’t mean it won’t affect them.

A well-written scope statement is an important resource for helping to
manage stakeholder expectations.



 Of course, predicting the future is impossible. In fact, the further
into the future you try to look, the less certain your predictions can
be. However, your scope statement represents your project
commitments based on what you know today and expect to be true
in the future. If and when situations change, you have to assess the
effect of the changes on all aspects of your project and propose the
necessary changes to your scope statement. Your project’s
requesters always have the option of either accepting your proposed
changes (and allowing the project to continue) or canceling your
project.

Looking at the Big Picture:
Explaining the Need for Your
Project

Understanding the situation and thought processes that led to your
project’s creation helps ensure that you and your project successfully
meet people’s expectations. This section helps you clarify your project’s
justification and the desired deliverables.

Figuring out why you’re doing the project
When you take on a project, why you’re doing it may seem obvious —
because your manager told you to. The real question, however, isn’t why
you chose to accept the assignment but why the project must be done (by
you or anyone else) in the first place.

The following sections help you identify people who may benefit from
your project, so you can then determine how their expectations and
needs help justify the project.

Identifying the initiator



Your first task in discovering your project’s underlying justification is to
determine who had the original idea that led to your project (this person
is called the project’s initiator). Project success requires that, at a
minimum, you meet this person’s needs and expectations.

 Identifying your project’s initiator is easy when they are the
person who directly assigns it to you. More likely, however, the
person who gives you the project is passing along an assignment
they received from someone else. If your project has passed
through several people before it reaches you, you may have
difficulty determining who really had the initial idea. Not to
mention, the original intent may have become blurred if people in
the chain purposely or inadvertently changed the assignment a little
as they passed it on.

To determine who came up with the original idea for your project, take
the following steps:

1. Ask the person who assigns you the project whether they
originated the idea.

2. If that person didn’t initiate the idea, ask the following
questions:

Who gave them the assignment?
Who else, if anyone, was involved in passing on the
assignment?
Who had the original idea for the project?

3. Check with all the people you identified in Step 2 and ask them
the same questions.

4. Check the following documentation that may confirm who
originally had the idea:

Minutes from division-, department-, and organization-wide
planning and budget sessions



Correspondence and email referring to the project
Reports of planning or feasibility studies
A feasibility study is a formal investigation to determine the
likely success of performing certain work or achieving certain
results.

In addition to helping you identify the people who initiated your
project, these written sources may shed light on what these people
hope to get from it.

5. Consult with people who may be affected by or are needed to
support your project; they may know who originated the idea.

 Be as specific as possible when specifying your project initiator.
In other words, don’t write “The sales department requested
promotional literature for product Alpha.” Instead, write “Mary
Smith, the sales representative for the northeast region, requested
promotional literature for product Alpha.”

Be sure to distinguish between drivers and supporters as you seek to find
your project’s initiator (see Chapter 4 for more information about drivers
and supporters):

Drivers have some say when defining the results of the project. They
tell you what you should do.
Supporters help you perform your project. They tell you what you
can do.

For example, the vice president of finance who requests a project to
upgrade the organization’s financial information systems is a project
driver. The manager of the computer center who must provide staff and
resources to upgrade the organization’s information systems is a project
supporter.



Sometimes supporters claim to be drivers. For example, when you ask
the manager of the computer center, they may say they initiated the
project. In reality, however, the manager authorized the people and funds
to perform the project, but the vice president of finance initiated the
project.

Determining who is contributing funds to support the project
People who contribute funds to support project activities are called
project owners or sponsors (see Chapter 11 for more on these important
project stakeholders). These people never contribute funds to support a
project unless they expect to benefit in some way from the project’s end
results. Identify them and their specific project expectations early in the
life of the project, and communicate with them frequently throughout the
project to determine whether their expectations change.

Recognizing other people who may benefit from your project
Although they may not have initiated the idea, other people may benefit
from your completed project. They may be people who work with,
support, or are clients of your project’s drivers, or they may have
performed similar projects in the past. They may have expressed
interests or needs in areas addressed by your project in meetings,
correspondence, or informal conversations.

Identify these other people as soon as possible to determine what their
particular needs and interests are and how you can appropriately address
them. These additional stakeholders may include people who

Know the project exists and have expressed an interest in it
Know it exists but don’t realize it can benefit them
Are unaware of your project

Identify these additional stakeholders by doing the following:

Review all written materials related to your project.
Consult with your project’s drivers and supporters.



Encourage everyone you speak to about the project to identify others
who may benefit from it.

 As you identify people who can benefit from your project, also
identify people who strongly oppose it. Figure out why they oppose
your project and whether you can address their concerns. Take the
time to determine whether they may be able to derive any benefits
from your project, and, if they can, explain these benefits to them.
If they continue to oppose your project, make a note in your risk-
management plan about their opposition and how you plan to deal
with it (see Chapter 10 for how to analyze and plan for project risks
and uncertainties).

Distinguishing the project champion
A project champion is a person in a high position in the organization
who strongly supports your project; advocates for your project in
disputes, planning meetings, and review sessions; and takes necessary
actions to help ensure that your project is successful.

Sometimes the best champion is one whose support you never have to
use. Just knowing that this person supports your project helps other
people appreciate its importance and encourages them to work diligently
to ensure its success.

 Check with your project’s drivers and supporters to find out
whether your project already has a champion. If it doesn’t, work
hard to recruit one by looking for people who can reap benefits
from your project and who have sufficient power and influence to
encourage serious, ongoing organizational commitment to your
project. Explain to these people why the success of your project is
in their best interest and how you may need their specific help as
your project progresses. Assess how interested they are in your



project and how much help they’re willing to provide. (Flip to
Chapters 4 and 11 for more information on project champions.)

Considering people who’ll implement the results of your
project
Most projects create a product or service to achieve a desired result.
Often, however, the person who asks you to create the product or service
isn’t the one who’ll actually use it.

Suppose your organization’s director of sales and marketing wants to
increase annual sales by 10 percent in the next fiscal year. This person
decides that developing and introducing a new product, XYZ, will allow
them to achieve this goal. However, they won’t actually go to all your
organization’s customers and sell them XYZ; their sales staff will. Even
though they didn’t come up with the idea to develop XYZ, the sales staff
may have strong opinions about the characteristics XYZ should have —
and so will the customers who ultimately buy (or don’t buy!) the
product.

To identify the real users of project products and services, try to do the
following early in your project planning:

Clarify the products and services that you anticipate producing.
Identify exactly who will use these products and services and how
they’ll use them.

After you identify these people, consult with them to determine any
additional interests or needs they may have that your project should also
address.

Determining your project drivers’ real expectations and needs
The needs that your project addresses may not always be obvious.
Suppose, for example, that your organization decides to sponsor a blood
drive. Is the real reason for your project to address the shortage of blood
in the local hospital or to improve your organization’s image in the local
community?



The needs your project must satisfy to successfully achieve its purpose
are termed your project’s requirements.

When you clearly understand your project’s requirements, you can

Choose project activities that enable you to accomplish the true
desired results (see Chapter 6 for information on identifying project
activities).
Monitor performance during and at the end of the project to ensure
that you’re meeting the real needs (see Chapter 14 for more
information on how to track a project during performance).
Realize when the project isn’t meeting the real needs so that you can
suggest modifying or canceling it.

When you’re initially assigned a project, you hope you’re told the
products you’re supposed to produce and the needs you’re supposed to
address. However, often you’re told what to produce (the outcomes), but
you have to figure out the needs yourself.

 Consider the following questions as you work to define your
project’s requirements:

What needs do people want your project to address? Don’t worry
at this point whether your project actually can address these needs or
whether it’s the best way to address the needs. You’re just trying to
identify the hopes and expectations that led to this project in the first
place.
How do you know the needs you identify are the real hopes and
expectations that people have for your project? Determining
people’s real thoughts and feelings can be difficult. Sometimes they
don’t want to share them; sometimes they don’t know how to clearly
express them.



When speaking with people to determine the needs your project should
address, try the following techniques:

Encourage them to speak at length about their needs and
expectations.
Listen carefully for any contradictions.
Encourage them to clarify vague ideas.
Try to confirm your information from two or more independent
sources.
Ask them to indicate the relative importance of addressing each of
their needs.

The following scheme is useful for prioritizing a person’s needs:

Must have: The project must address these needs, at the very least.
Should have: The project should address these needs, if at all
possible.
Nice to have: It would be nice for the project to address these needs,
if doing so doesn’t negatively affect anything else.

See whether your organization performed a formal cost-benefit analysis
for your project. A cost-benefit analysis is a formal identification and
assessment of the following (see Chapter 3 for details):

The benefits anticipated from your project
The costs of:

Performing your project
Using and supporting the products or services produced by
your project

The cost-benefit analysis documents the results that people were
counting on when they decided to proceed with your project. Therefore,
the analysis is an important source for the real needs that your project
should address.



Confirming that your project can address people’s needs
Although needs may be thoroughly documented (see the preceding
section), you may have difficulty determining whether your project can
successfully address those needs. On occasion, companies fund formal
feasibility studies to determine whether a project can successfully
address a particular need.

Other times, however, your project may be the result of a brainstorming
session or someone’s creative vision. In this case, you may have less
confidence that your project can accomplish its expected results. Don’t
automatically reject a project at this point, but do aggressively determine
the chances for success and the actions you can take to increase these
chances. If you can’t find sufficient information to support your analysis,
consider asking for a formal feasibility study.

 If you feel the risk of project failure is too great, share your
concerns with the key decision-makers and explain why you
recommend not proceeding with your project. See the discussion of
risk management in Chapter 10 for more information.

Uncovering other activities that relate to your project
Your project doesn’t exist in a vacuum. It may require results from other
projects, it may generate products that other projects will use, and it may
address needs that other projects also address. For these reasons, you
need to identify projects related to yours as soon as possible so you can
coordinate the use of shared personnel and resources and minimize
unintended overlap in project activities and results.

Check the following sources to identify projects that may be related to
yours:

Your project’s stakeholders
Centrally maintained lists of projects planned or being performed by
your organization



Organization-wide information-sharing vehicles, such as newsletters
or your organization’s intranet
Your organization’s project management office (PMO)
Upper-management committees responsible for approving and
overseeing your organization’s projects
Your organization’s finance department, which may have established
labor or cost accounts for such projects
Your organization’s procurement department, which may have
purchased goods or services for such projects
Your organization’s information technology department, which may
be storing, analyzing, or preparing progress reports for such projects
Functional managers whose people may be working on such projects

Emphasizing your project’s importance to your organization
How much importance your organization places on your project directly
influences the chances for your project’s success. When conflicting
demands for scarce resources arise, resources usually go to those
projects that can produce the greatest benefits for the organization.

Your project’s perceived value depends on its intended benefits and
people’s awareness of those benefits. Take the following steps to help
people understand how your project will support the organization’s
priorities:

1. Look for existing statements or documents that confirm your
project’s support of your organization’s priorities.
Consult the following sources to find out more about your
organization’s priorities:

Long-range plan: A formal report that identifies your
organization’s overall direction, specific performance targets,
and individual initiatives for the next one to five years
Annual budget: The detailed list of categories and individual
initiatives that your organization will financially support



during the year
Capital appropriations plan: The itemized list of all planned
expenditures (over an established minimum amount) for
facilities and equipment purchases, renovations, and repairs
during the year
Your organization’s key performance indicators (KPIs):
Performance measures that describe your organization’s
progress toward its goals

When you review these documents, note whether your project or its
intended outcome is specifically mentioned.
In addition, determine whether your organization has made specific
commitments to external customers or upper management related to
your project’s completion.

2. Describe in your brief statement of justification how your project
relates to the organization’s priorities.
Mention existing discussions of your project from the information
sources mentioned in the preceding step. If your project isn’t
specifically referenced in these sources, prepare a written
explanation of how your project and its results will impact the
organization’s priorities.

Occasionally, you may have a hard time identifying specific results that
people expect your project to generate. Perhaps the person who initiated
the project has assumed different responsibilities and no longer has any
interest in it, or maybe the original need the project was designed to
address has changed. If people have trouble telling you how your project
will help your organization, ask them what would happen if you didn’t
perform your project. If they conclude that it wouldn’t make a
difference, ask them how you can modify your project to benefit the
organization. If they don’t think your project can be changed to produce
useful results, consider suggesting that the project be canceled.



 Organizations are consistently overworked and understaffed.
Spending precious time and resources on a project that everyone
agrees will make no difference is the last thing your organization
needs or wants. More likely, people do realize that your project can
have a positive impact on the organization. Your job, then, is to
help these people consistently focus on the valuable results your
project has to offer.

Being exhaustive in your search for information

 In your quest to find out what your project is supposed to
accomplish and how it fits into your organization’s overall plans,
you have to seek information that’s sensitive, sometimes
contradictory, and often unwritten. Getting this information isn’t
always easy, but following these tips can help make your search
more productive:

Try to find several sources for the same piece of information. The
more independent sources that contain the same information, the
more likely the information is to be correct.
Whenever possible, get information from primary sources. A
primary source contains the original information. A secondary
source is someone else’s report of the information from the primary
source.
Suppose you need information from a recently completed study. You
can get the information from the primary source (which is the actual
report of the study written by the scientists who performed it), or you
can get it from secondary sources (such as articles in magazines or
scientific journals by authors who paraphrased and summarized the
original report).



 The further your source is from the primary source, the more
likely the secondary information differs from the real information.
Look for written sources, because they’re the best. Check relevant
minutes from meetings, correspondence, email, reports from other
projects, long-range plans, budgets, capital improvement plans,
market requirement documents, and cost-benefit analyses.
Speak with two or more people from the same area to confirm
information. Different people have different styles of
communication as well as different perceptions of the same situation.
Speak with more than one person, and compare their messages to
determine any contradictions.
If you get different stories, speak with the people again to verify their
initial information. Determine whether the people you consulted are
primary or secondary sources (primary sources tend to be more
accurate than secondary ones). Ask the people you consulted to
explain or reconcile any remaining differences.
When speaking with people about important information,
arrange to have at least one other person present. Doing so
allows two different people to interpret what they hear from the same
individual.
Write down all information you obtain from personal meetings.
Share your written notes and summaries with other people who were
present at the meeting to ensure that your interpretation is correct
and to serve as a reminder of agreements made during the meeting.
Plan to meet at least two times with your project’s key
stakeholders. Your first meeting starts them thinking about issues.
Allow some time for them to think over your initial discussions and
to think of new ideas related to those issues. A second meeting gives
you a chance to clarify any ambiguities or inconsistencies from the
first session. (See Chapter 4 for more information on project
stakeholders.)



Practice active listening skills in all your meetings and
conversations. See Chapter 15 for information on how to practice
active listening.
Wherever possible, confirm what you heard in personal meetings
with written sources. When you talk with people, they share their
perceptions and opinions. Compare those perceptions and opinions
with written, factual data (from primary sources, if possible). Discuss
any discrepancies with those same people.

Drawing the line: Where your project starts and
stops
Sometimes your project stands alone, but more often it’s only one of
several related efforts to achieve a common result. You want to avoid
duplicating the work of these other related projects, and, where
appropriate, you want to coordinate your efforts with theirs.

Your description of your project’s scope of work should specify clearly
where your project starts and where it ends. Suppose your project is to
develop a new product for your organization. You may frame your
project’s scope description as follows:

This project entails designing, developing, and testing a new
product.

If you feel your statement is in any way ambiguous, you may clarify
your scope further by stating what you will not do:

This project won’t include finalizing the market requirements or
launching the new product.

 To make sure your project’s scope of work description is clear,
do the following:



Check for hidden inferences. Suppose your manager has asked you
to design and develop a new product. Check to be sure they don’t
assume you’ll also perform the market research to determine the new
product’s characteristics.
Use words that clearly describe intended activities. Suppose your
project entails the implementation of a new information system. Are
you sure that everyone defines implementation in the same way? For
instance, do people expect it to include installing the new software,
training people to use it, evaluating its performance, fixing problems
with it, or something else?
Confirm your understanding of your project’s scope with your
project’s drivers and supporters.
Here’s an example: Mariella (yes, the same Mariella from our last
anecdote!) had an assignment to prepare for the competitive
acquisition of certain equipment. She developed a plan to include the
selection of the vendor, award of the contract, and production and
delivery of the equipment. Her manager, Gail, was stunned by
Mariella’s project estimate of six months and $500,000. Gail thought
it would take less than two months and cost less than $25,000.
After a brief discussion with Gail, Mariella realized her only job was
to select the potential vendor, not place the order and have the
equipment manufactured and delivered. Although she clarified her
misunderstanding, she still wondered aloud, “But why would we
select a vendor if we didn’t want to actually buy the equipment?”
Of course, she missed the point. The question wasn’t whether the
company planned to buy the equipment (certainly, the intention to
buy the equipment was the reason for her project). The real question
was whether her project or a different project in the future would
purchase the equipment.

Stating your project’s objectives
As mentioned earlier in this chapter, objectives are outcomes your
project will produce (they’re also referred to as deliverables). Your
project’s outcomes may be products or services you develop or the



results of using these products and services. The more clearly you define
your project’s objectives, the more likely you are to achieve them.
Include the following elements in your objectives:

Statement: A brief narrative description of what you want to
achieve
Measures: Indicators you’ll use to assess your achievement
Performance targets: The value(s) of each measure that defines
success

Suppose you take on a project to reformat a report that summarizes
monthly sales activity. You may frame your project’s objective as shown
in Table 5-1.

TABLE 5-1 An Illustration of a Project Objective
(Deliverable)

Statement Measures Performance Targets

A revised report that
summarizes monthly
sales activity

Content
Report must include total number of items sold,
total sales revenue, and total number of returns for
each product line.

Schedule Report must be operational by August 31.

Budget Development expenditures are not to exceed
$40,000.

Approvals
New report format must be approved by the vice
president of sales, regional sales manager, district
sales manager, and sales representatives.

 Sometimes people try to avoid setting a specific target by
establishing a range of values that defines successful performance.
But setting a range is the same as avoiding the issue. Suppose
you’re a sales representative and your manager says you’ll be
successful if you achieve $20 million to $25 million in sales for the



year. As far as you’re concerned, you’ll be 100 percent successful
as soon as you reach $20 million. Most likely, however, your
manager will consider you 100 percent successful only when you
reach $25 million. Although you and your manager appeared to
reach an agreement, you didn’t.

In the following sections, we explain how to create clear and specific
objectives, identify all types of objectives, and respond to resistance to
objectives.

Making your objectives clear and specific

 You need to be crystal clear when stating your project’s
objectives. The more specific your project objectives are, the
greater your chances are of achieving them. Here are some tips for
developing clear objectives:

Be brief when describing each objective. If you take an entire page
to describe a single objective, most people won’t read it. Even if they
do read it, your objective probably won’t be clear and may have
multiple interpretations.
Don’t use technical jargon or acronyms. Each industry (such as
pharmaceuticals, telecommunications, finance, and insurance) has its
own vocabulary, and so does each company within that industry.
Within companies, different departments (such as accounting, legal,
and information services) also have their own jargons. Because of
this proliferation of specialized languages, the same three-letter
acronym (abbreviated “TLA”) can have two or more meanings in the
same organization! To reduce the chances for misunderstandings,
express your objectives in language that’s familiar to people of all
backgrounds and experiences.
Make your objectives SMART, as follows:

Specific: Define your objectives clearly, in detail, without
ambiguity or room for misinterpretation.



Measurable: State the measures and performance
specifications you’ll use to determine whether you’ve met
your objectives.
Aggressive: Set challenging objectives that encourage people
to stretch beyond their comfort zones.
Realistic: Set objectives the project team believes it can
achieve.
Time sensitive: Include the date by which you’ll achieve the
objectives.

Make your objectives attainable. Make sure that you and your
team believe you can influence the success of each objective. If you
don’t believe you can, you may not commit 100 percent to achieving
it (and most likely you won’t even try). In that case, it becomes a
wish, not an objective.
Identify all objectives. Time and resources are always scarce, so if
you don’t specify an objective, you won’t (and shouldn’t) work to
achieve it.
Be sure drivers and supporters agree on your project’s
objectives. When drivers buy into your objectives, you feel
confident that achieving the objectives constitutes true project
success. When supporters buy into your objectives, you have the
greatest chance that people will work their hardest to achieve them.
If drivers don’t agree with your objectives, revise them until they do
agree. After all, your drivers’ needs are the whole reason for your
project! If supporters don’t buy into your objectives, work with them
to identify their concerns and develop approaches they think can
work.

Probing for all types of objectives
When you start a project, the person who makes the initial project
request often tells you the major results they want to achieve. However,
they may want the project to address other items that they forgot to



mention to you. And other (as yet unidentified) people may also want
your project to accomplish certain results.

 You need to identify all project objectives as early as possible so
you can plan for and devote the necessary time and resources to
accomplishing each one. When you probe to identify all possible
objectives, consider that projects may have objectives in the
following three categories:

Physical products or services
The effects of these products or services
General organizational benefits that weren’t the original reason for
the project

Suppose that your information technology (IT) department is about to
purchase and install a new software package for searching and analyzing
information in the company’s parts-inventory database. The following
are examples of objectives this project may have in each category:

Physical product or service: The completed installation and
integration of the new software package with the parts-inventory
database
The effect of the product or service: Reduced costs of inventory
and storage due to timelier ordering facilitated by the new software
A general organizational benefit: Use of the new software with
other company databases

 An objective is different from a serendipity (a chance occurrence
or coincidence). In the previous example of the new software
package, consider that one project driver won’t be completely
satisfied unless the software for the parts-inventory database is also



installed and integrated with the company’s product-inventory
database. In this case, installing the system on the company’s
product-inventory database must be an objective of your project so
you must devote specific time and resources to accomplish it. On
the other hand, if your stakeholders will be happy whether you do
or don’t install the software on the second database, being able to
use the software on that database is a serendipity — meaning you
shouldn’t devote any time or resources specifically to
accomplishing it.

Determining all project objectives requires you to identify all drivers
who may have specific expectations for your project. See Chapter 4 for a
discussion of the different types of stakeholders and tips on how to
identify each one.

Anticipating resistance to clearly defined objectives
Some people are uncomfortable committing to specific objectives
because they’re concerned they may not achieve them. Unfortunately, no
matter what the reason, not having specific objectives makes knowing
whether you’re addressing (and meeting) your drivers’ true expectations
a lot more difficult. In other words, when your objectives aren’t specific,
you increase the chances that your project won’t succeed.

 Here are some excuses people give for not defining their
objectives too specifically, along with suggestions for addressing
those excuses:

Excuse 1: Too much specificity stifles creativity.
Response: Creativity should be encouraged — the question is
where and when. Your project’s drivers should be clear and precise
when stating their objectives; your project’s supporters should be
creative when figuring out ways to meet those objectives. You need
to understand what people do expect from your project, not what
they may expect. The more clearly you can describe your actual



objectives, the more easily you can determine whether (and how)
you can meet them.
Excuse 2: Your project entails research and new development,
and you can’t tell today what you’ll be able to accomplish.
Response: Objectives are targets, not guarantees. Certain projects
have more risks than others. When you haven’t done a task before,
you don’t know whether it’s possible. And, if it is possible, you don’t
know how long it’ll take or how much it’ll cost. But you must state
at the outset exactly what you want to achieve and what you think is
possible, even though you may have to change your objectives as the
project progresses.
Excuse 3: What if interests or needs change?
Response: Objectives are targets based on what you know and
expect today. If conditions change in the future, you may have to
revisit one or more of your objectives to see whether they’re still
relevant and feasible or whether they, too, must change.
Excuse 4: The project’s requestor doesn’t know what they
specifically want the project to achieve.
Response: Ask them to come back when they do. If you begin
working on this project now, you have a greater chance of wasting
time and resources to produce results that the requestor later decides
they don’t want.
Excuse 5: Even though specific objectives help determine when
you’ve succeeded, they also make it easier to determine when
you haven’t.
Response: Yep. That’s true. However, because your project was
framed to accomplish certain results, you need to know whether your
project achieved those results. If it didn’t, you may have to perform
additional work to accomplish them. In addition, you want to
determine the benefits the organization is realizing from the money
it’s spending.



Marking Boundaries: Project
Constraints

Naturally, you’d like to operate in a world where everything is possible
— that is, where you can do anything necessary to achieve your desired
results. Your clients and your organization, on the other hand, would like
to believe that you can achieve everything they want with minimal or no
cost to them. Of course, neither situation is true.

Defining the constraints you must work within introduces reality into
your plans and helps clarify expectations. As you plan and implement
your project, think in terms of the following two types of constraints:

Limitations: Restrictions other people place on the results you have
to achieve, the timeframes you have to meet, the resources you can
use, and the way you can approach your tasks
Needs: Requirements you stipulate must be met so you can achieve
project success

This section helps you determine your project’s limitations and needs.

Working within limitations
Project limitations may influence how you perform your project and may
even determine whether or not you (and your project’s drivers and
supporters) decide to proceed with your project. Consult with your
project’s drivers and supporters to identify limitations as early as
possible so you can design your plan to accommodate them.

Understanding the types of limitations
Project limitations typically fall into several categories. By recognizing
these categories, you increase the chances that you’ll discover all the
limitations affecting your project. Your project’s drivers and supporters
may have preset expectations or requirements in one or more of the
following categories:



Results: The products and effect of your project. For example, the
new product must cost no more than $300 per item to manufacture,
or the new book must be fewer than 384 pages in length.
Timeframes: When you must produce certain results. For example,
your project must be done by June 30. You don’t know whether you
can finish by June 30; you just know that someone expects the
product to be produced by then.
Resources: The type, amount, and availability of resources to
perform your project work. Resources can include people, funds,
equipment, raw materials, facilities, information, and so on. For
example, you have a budget of $100,000; you can have two people
full time for three months; or you can’t use the test laboratory during
the first week in June.
Activity performance: The strategies for performing different tasks.
For example, you’re told that you must use your organization’s
printing department to reproduce the new users’ manuals for the
system you’re developing. You don’t know what the manual will
look like, how many pages it’ll be, how many copies you’ll need, or
when you’ll need them. Therefore, you can’t know whether your
organization’s printing department is up to the task. But at this point,
you do know that someone expects you to have the printing
department do the work.

 Be careful of vague limitations; they provide poor guidance for
what you can or can’t do, and they can demoralize people who have
to deal with them. Here are some examples of vague limitations and
how you can improve them:

Timeframe limitation:
Vague: “Finish this project as soon as possible.” This
statement tells you nothing. With this limitation, your



stakeholders may suddenly demand your project’s final results
— with no advance warning.
Specific: “Finish this project by close of business June 30.”

Resource limitation:
Vague: “You can have Laura Webster on your project part-
time in May.” How heavily can you count on her? From
Laura’s point of view, how can she juggle all her assignments
in that period if she has no idea how long each one will take?
Specific: “You can have Laura Webster on your project four
hours per day for the first two weeks in May.”

 When people aren’t specific about their constraints, you can’t be
sure whether you can honor their requests. The longer people wait
to be specific, the less likely you are to adhere to the limitation and
successfully complete your project.

Looking for project limitations
Determining limitations is a fact-finding mission, so your job is to
identify and examine all possible sources of information. You don’t want
to miss anything, and you want to clarify any conflicting information.
After you know what people expect, you can determine how (or
whether) you can meet those expectations. Try the following
approaches:

Consult your stakeholders. Check with drivers about limitations
regarding desired results; check with supporters about limitations
concerning activity performance and resources.
Review relevant written materials. These materials may include
long-range plans, annual budgets and capital appropriations plans,
cost-benefit analyses, feasibility studies, reports of related projects,
minutes of meetings, and individuals’ performance objectives.



When you identify a limitation, be sure to note its source.
Confirming a limitation from different sources increases your
confidence in its accuracy. Resolve conflicting opinions about a
limitation as soon as possible.

Addressing limitations in your scope statement
List all project limitations in your scope statement (which we describe
earlier in this chapter). If you have to explore ways to modify your
project plan in the future, this list of limitations can help define
alternatives that you can and can’t consider.

You can reflect limitations in your project in two ways:

Incorporate limitations directly into your plan. For example, if a
key driver says you have to finish your project by September 30, you
may choose to set September 30 as your project’s completion date.
Of course, because September 30 is the outside limit, you may
choose to set a completion date of August 31. In this case, the
limitation influences your target completion date but isn’t equivalent
to it.
Identify any project risks that result from a limitation. For
example, if you feel the target completion date is unusually
aggressive, the risk of missing that date may be significant. Your
goal is to develop plans to minimize and manage that risk throughout
your project. (See Chapter 10 for more information on how to assess
and plan for risks and uncertainties.)

Dealing with needs
As soon as possible, decide on the situations or conditions necessary for
your project’s success. Most of these needs relate to project resources.
Here are a few examples of resource-related needs:

Personnel: “I need a technical editor for a total of 40 hours in
August.”
Budget: “I need a budget of $10,000 for computer peripherals.”



Other resources: “I need access to the test laboratory during June.”

 Be as clear as possible when describing your project’s needs.
The more specific you are, the more likely other people are to
understand and meet those needs.

Sometimes you can identify needs very early in your project planning.
More often, however, particular needs surface as you create a plan that
addresses the drivers’ expectations. As your list of needs grows, check
with your project’s supporters to decide how the new needs can be met
and at what cost. Check with your project’s drivers to confirm that the
estimated additional cost is justified, and modify your project
documentation to reflect any changes in planned results, activities,
schedules, or resources.

Facing the Unknowns When
Planning: Documenting Your
Assumptions

As you proceed through your planning process, you can identify issues
or questions that may affect your project’s performance. Unfortunately,
just identifying these issues or questions doesn’t help you address them.

 For every potential issue you identify, make assumptions
regarding unknowns associated with it. Then use these assumptions
as you plan your project. Consider the following examples:

Issue: You don’t have a final, approved budget for your project.
Approach: Assume you’ll get $50,000 for your project. Plan for
your project to spend up to, but no more than, $50,000. Develop



detailed information to demonstrate why your project budget must be
$50,000, and share that information with key decision-makers.
Issue: You don’t know when you’ll get authorization to start work
on your project.
Approach: Assume you’ll receive authorization to start work on
August 1. Plan your project work so that no activities start before
August 1. Explain to key decision-makers why your project must
start on August 1, and work with them to facilitate your project’s
approval by that date.

Note: Don’t forget to consider all project assumptions when you develop
your project’s risk management plan. See Chapter 10 for details.

Presenting Your Scope Statement in
a Clear and Concise Document

Figure 5-1 presents an example of how you can display your scope
statement in a table format. In this example, we group the information in
the statement by major categories, starting with a brief statement of the
justification for the project and its importance to the organization,
moving through the specific results the project is intended to produce,
and finishing with important constraints and assumptions that will define
the environment in which the project is performed.

This table format is effective for the following reasons:

The category headings serve as reminders of the information you
should include in the document.
The prepared format presents the information in the document in a
logical order for the readers to digest.
The category headings make it easy for the readers to find the
particular information they are seeking.
The premeasured space for each category of information encourages
you to choose your words carefully and keep the length of your



entries to a minimum.

© John Wiley & Sons, Inc.
FIGURE 5-1: A sample scope statement.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 5-2 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 5-2 Chapter 5 Topics in Relation to the PMP
Exam and PMBOK 7

Topic
Location in
This
Chapter

Location in
PMBOK 7 Comments

Contents of
a scope
statement

“Defining
Your Project
with a Scope
Statement”

2.4.2.1.
Delivery
2.6.2.2.
Scope
Definition

The contents of the scope statement
addressed in this book are aligned with
those in PMBOK 7. PMBOK 7 discusses
the purpose of a scope statement, but
does not provide detail regarding the
typical components or contents of the
statement. In addition, although PMBOK 7
essentially defines deliverables and
objectives to be equivalent, it primarily
uses the term deliverables to refer to
project products and results; this book
primarily uses the term objectives.

Definition
and
examples of
project
stakeholders

“Figuring out
why you’re
doing the
project”

2.1.
Stakeholder
Performance
Domain

This book considers that project
stakeholders are composed of drivers,
supporters, and observers (see Chapter
4). Drivers and supporters together are
called stakeholders. PMBOK 7 only
considers stakeholders when discussing
people to consider involving in your
project.

Defining and
determining
project
requirements

“Determining
your project
drivers’ real
expectations
and needs”

2.6.2.1.
Requirements

In addition to what this book covers,
PMBOK 7 distinguishes between project
requirements and product requirements.



Topic
Location in
This
Chapter

Location in
PMBOK 7 Comments

Framing
project
objectives

“Stating your
project’s
objectives”

2.6.2.1.
Requirements

PMBOK 7 uses the term product
acceptance criteria to encompass
measures and performance targets.

Definition
and
examples of
project
constraints

“Marking
Boundaries:
Project
Constraints”

2.5.2.
Balancing
Competing
Constraints

The definition of a constraint in both books
is the same. PMBOK 7 doesn’t specifically
distinguish between limitations and needs.

Definition
and
examples of
project
assumptions

“Facing the
Unknowns
When
Planning:
Documenting
Your
Assumptions”

4.4.1. Data
Gathering
and Analysis

The definition of an assumption in both
books is the same.



Chapter 6
Developing Your Game Plan:
Getting from Here to There

IN THIS CHAPTER
 Breaking your work into manageable pieces
 Creating a work breakdown structure
 Dealing with unknown circumstances
 Keeping project information in a WBS dictionary

The keys to successful project planning and performance are
completeness and continuity. You want to identify all important
information in your project plan and address every aspect of your plan
when performing the project.

Describing in detail all the work required to complete your project helps
you accomplish these tasks. Your description of project work provides
the basis for scheduling, planning resources, defining roles and
responsibilities, assigning work to team members, capturing key project
performance data, and reporting on completed project work. This
chapter helps you break down your project work into manageable pieces.

Divide and Conquer: Breaking Your
Project into Manageable Chunks

Two major concerns when starting a new project are remembering to
plan for all important pieces of work and accurately estimating the time
and resources required to perform that work. To address both issues,
develop and follow a logical framework to define all work that is
necessary to complete the project.



A family-friend, Jake, is enamored with jigsaw puzzles. He once told us
about an acquaintance who had asked to assemble a 5,000-piece puzzle
of the United States. When his acquaintance suggested that, before he
starts, he determine whether any pieces were missing and, if so, which
ones, Jake laughed. He always found out this information by trying to
assemble the puzzle and noting any holes that remained after he had
used all the available pieces. How else could he do it?

You’ve probably had a similar puzzle-like experience with your project
assignments. Suppose you’re asked to design and present a training
program. You and a colleague work intensely for a couple of months
developing the content and materials, arranging for the facilities, and
inviting the participants. A week before the session, you ask your
colleague whether they made arrangements to print the training manuals.
They say that they thought you were dealing with it, and you say that
you thought they were dealing with it. Unfortunately, neither of you
arranged to have the manuals printed because you each thought the other
person was handling it. Now you have a training session in a week, and
you don’t have the time or money to print the needed training notebooks.

How can you avoid situations like this one in the future? By using a
structured approach from the outset of your project to identify all
required project work. The following sections explain how to
accomplish this task by subdividing your project’s intermediate and final
products into finer levels of detail and specifying the work required to
produce them.

Thinking in detail
The most important guideline to remember when identifying and
describing project work is this: Think in detail! People consistently
underestimate the time and resources they need for their project work
because they just don’t recognize everything they have to do to complete
it.

Suppose you have to prepare a report of your team’s most recent
meeting. Based on your past experience with preparing many similar
reports, you quickly figure you’ll need a few days to do this one. But



how confident are you that this estimate is correct? Are you sure you’ve
considered all the work that writing this particular report will entail?
Will the differences between this report and others you’ve worked on
mean more time and work for you? How can you tell?

The best way to determine how long and how much work a project will
take to complete is to break down the required project work into its
component deliverables, a process called decomposition. (A deliverable
is an intermediate or final product, service, and/or result your project
will produce. See Chapter 5 for more information on project
deliverables, or objectives as they’re often called.)

The greater the detail in which you decompose a project, the less likely
you are to overlook anything significant. For example, creating the
report in the preceding example actually entails producing three separate
deliverables: a draft, reviews of the draft, and the final version.
Completing the final version of the report, in turn, entails producing two
deliverables: the initial version and the edited version. By decomposing
the project into the deliverables necessary to generate the final report,
you’re more likely to identify all the work you need to do to complete
the project.

 Follow these two guidelines when decomposing your project:

Allow no gaps. Identify all components of the deliverable you’re
decomposing. In the example of creating a meeting report, if you
have allowed no gaps, you’ll have the desired final product in hand
after you’ve produced the draft, the reviews of the draft, and the final
version. However, if you feel that you’ll have to do additional work
to transform these three subproducts into a final product, you need to
define the subproduct(s) that this additional work will produce.
Allow no overlaps. Don’t include the same subproduct in your
decomposition of two or more different deliverables. For example,
don’t include completed reviews of the draft by your manager and
the vice president of your department as parts of the draft (the first



deliverable) if you’ve already included them with all other reviews
under reviews of the draft (the second deliverable).

Using these guidelines as you specify the parts and subparts of your
project decreases the chance that you’ll overlook something significant,
which, in turn, helps you develop more-accurate estimates of the time
and resources needed to do the project.

Identifying necessary project work with a work
breakdown structure
Thinking in detail is critical when you’re planning your project, but you
also need to consider the big picture. If you fail to identify a major part
of your project’s work, you won’t have the chance to detail it! Thus, you
must be both comprehensive and specific.

Our friend Jake’s jigsaw puzzle dilemma (refer to this section’s intro)
suggests an approach that can help you achieve your goal. He can count
the pieces before assembling the puzzle to determine whether any pieces
are missing. However, knowing that he has only 4,999 pieces can’t help
him determine which piece is missing. He needs to divide the 5,000
pieces into smaller groups that he can examine and understand. Say that
he divides the puzzle of the United States into 50 separate 100-piece
puzzles, one for each of the 50 states. Because he knows the United
States has 50 states, he’s confident that each piece of the puzzle should
be in one and only one box.

Suppose he takes it a step further and divides each state into four
quadrants, each comprised of 25 pieces. Again, he can count the pieces
in each box to see whether any are missing. However, determining
which one of 25 pieces is missing from the middle sector of
Massachusetts is easier than figuring out which piece is missing from the
5,000-piece puzzle of the entire United States.

Figure 6-1 shows how you can depict necessary project work in a work
breakdown structure (WBS), a deliverable-oriented decomposition of the
work required to produce the necessary project products and achieve the
project’s objectives. The different levels in a WBS have had many



different names. The top element is typically called a project and the
lowest level of detail is typically called a work package. However, the
levels in between have been called phases, subprojects, work
assignments, activities, tasks, subtasks, and deliverables. In this book,
the top-level box (the Level 1 component) is a project, the lowest level
of detail is a work package, and the elements in between are Level 2
components, Level 3 components, and so forth. A work package is
comprised of activities that must be performed to produce the
deliverable it represents.

© John Wiley & Sons, Inc.
FIGURE 6-1: Developing a work breakdown structure.

Specifically, Figure 6-1 shows that you can subdivide the entire project,
represented as a Level 1 component, into Level 2 components and then
subdivide some or all Level 2 components into Level 3 components. You
can continue to subdivide all the components you create in the same
manner until you reach a point at which you think the components you
defined are sufficiently detailed for planning and management purposes.
These Level “n” components, where n is the number of the lowest-level
component in a particular WBS branch, are called work packages.

Suppose you’re responsible for a project titled Training Program
Creation and Presentation that entails creating and presenting a new
training program for your organization. To get started, you develop a
WBS for this project as follows:

1. Determine the major deliverables or products to be produced.



Ask yourself, “What major intermediate or final products or
deliverables must be produced to achieve the project’s objectives?”
You may identify the following items:

Training program needs statement
Training program design
Participant notebooks
Trained instructor
Program testing
Training program presentation

 Creating the WBS with deliverables rather than activities is
important because

It reinforces that in almost all instances, you achieve project
success by producing desired outcomes, not by performing
certain activities.
It creates a link between the scope statement (see Chapter 5)
and the WBS, which helps ensure that you identify and
perform all required work (and only work that is, in fact,
required).

2. Divide each major deliverable from Step 1 into its component
deliverables.
If you start with Training program needs statement, ask, “What
intermediate deliverables must I have so I can create the needs
statement?”
You may determine that you require the following:

Interviews of potential participants
A review of materials discussing the needs for the program
A report summarizing the needs this program will address



3. Divide each intermediate deliverable from Step 2 into its
component parts.
If you start with Interviews of potential participants, ask, “What
deliverables must I have to complete these interviews?”
You may decide that you have to produce the following deliverables:

Selected interviewees
Interview questionnaire
Interview schedule
Completed interviews
Report of interview findings

But why stop here? You can break each of these five items into its
component parts and then break those pieces into even more parts.
How far should you go? The following sections can help you answer
that question.

Asking four key questions
Determining how much detail you need isn’t a trivial task. You want to
describe your work in sufficient detail to support accurate planning and
meaningful tracking. But the benefits of this detail must justify the
additional time you spend developing and maintaining your plans and
reporting your progress.

 Asking the following four questions about each WBS
component can help you decide whether you’ve defined it in
enough detail:

Do you require two or more intermediate deliverables to produce this
deliverable?
Can you accurately estimate the resources you need to perform the
work to produce this deliverable? (Resources include personnel,
equipment, raw materials, money, facilities, information, and so on.)



Can you accurately estimate how long producing this deliverable
will take?
If you have to assign the work to produce this deliverable to
someone else, are you confident that person will understand exactly
what to do?

If you answer yes to the first question or no to any one of the other three,
break down the deliverable into the components necessary to produce it.
Each WBS component that you decide is sufficiently detailed is called a
work package.

Your answers to these questions depend on how familiar you are with the
work required to produce the WBS component, how critical the
component is to the success of your project, what happens if something
goes wrong, whom you may assign to be responsible for producing the
component, how well you know that person, and so on. In other words,
the correct level of detail for your WBS depends on your judgment.

 If you’re a little uneasy about answering these four questions, try
this even simpler test: Subdivide your WBS component into
additional deliverables if you think either of the following
situations applies:

The component will take longer than two calendar weeks to
complete.
The component will require more than 80 person-hours to complete.

Keep in mind that these estimates are just guidelines. For example, if
you estimate that it’ll take two weeks and two days to prepare a report,
you’ve probably provided sufficient detail. But if you think it’ll take two
to three months to finalize requirements for your new product, you need
to break the deliverable finalized requirements into more detail because



Experience has shown that there can be so many different
interpretations of what is supposed to occur during these two to three
months that you can’t be sure your time and resource estimates are
correct, and you can’t confidently assign the task to someone to
perform.
You don’t want to wait two or three months to confirm that work is
on schedule by verifying that a desired product has been produced on
time.

Making assumptions to clarify planned work
Sometimes you want to break down a particular WBS component
further, but certain unknowns stop you from doing so. How do you
resolve this dilemma? You make assumptions regarding the unknowns.
If, during the course of your project, you find that any of your
assumptions are wrong, you can change your plan to reflect the correct
information.

Regarding the Training Program Creation and Presentation project
example that we discussed earlier in this chapter — suppose you decide
that the Completed interviews deliverable from Step 3 needs more detail
so you can estimate its required time and resources. However, you don’t
know how to break it down further because you don’t know how many
people you’ll interview or how many separate sets of interviews you’ll
conduct. If you assume you’ll interview five groups of seven people
each, you can then develop specific plans for arranging and conducting
each of these sessions. In most situations, it’s best to consider a guess in
the middle of the possible range. To determine how sensitive your results
are to the different values, you may want to analyze for several different
assumptions.

 Be sure to write down your assumption so you remember to
change your plan if you conduct more or less than five interview
sessions. See the discussion in Chapter 5 for more information
about detailing assumptions.



Focusing on results when naming deliverables
Whenever possible, name a deliverable based on the result you need to
achieve rather than the activity you need to perform to achieve that
result. For example, you might title a deliverable that signifies
completion of a needs assessment survey you have to conduct in one of
two ways:

Survey completed
Needs assessment finished

Both options state that something has been finished. However, although
the deliverable Survey completed indicates that a survey was performed,
it doesn’t explain what type of information the survey was supposed to
obtain or whether it successfully obtained that information. On the other
hand, Needs assessment finished confirms that the information from the
completed survey successfully fulfilled the purpose for which it was
intended.

Using action verbs to title activities
If you want to provide additional insight into the contents of a work
package, you can define the activities that must be performed in order to
produce it. An activity is defined as the work performed to produce a
deliverable. Use action verbs in the titles of activities that comprise a
work package to clarify the nature of the work the activities entail.
Action verbs can improve your time and resource estimates, your work
assignments to team members, and your tracking and reporting because
they provide a clear picture of the work included in the activities and,
thereby, the work packages of which they are a part.

Consider the assignment to prepare a report after a team meeting.
Suppose you choose Draft report to be one of its work packages. If you
don’t break down Draft report further, you haven’t indicated clearly
whether it includes any or all of the following actions:

Collecting information for the draft
Determining length and format expectations and restrictions



Writing the draft
Reviewing the draft yourself before officially circulating it to others

But if you simply break down the work package into two components
that are titled “Design the draft report” and “Write the draft report,” your
scope of work is instantly clearer. A few well-chosen words at this level
go a long way.

Developing a WBS for large and small projects
You need to develop a WBS for very large projects, very small projects,
and everything in between. Building a skyscraper, designing a new
airplane, researching and developing a new pharmaceutical drug, and
revamping your organization’s information systems all need a WBS. So,
too, do writing a report, scheduling and conducting a meeting,
coordinating your organization’s annual blood drive, and moving into
your new office. The size of the WBS may vary immensely depending
on the project, but the hierarchical scheme used to develop each one is
the same.

 Occasionally, your detailed WBS may seem to make your
project more complex than it really is. Seeing 100 tasks (not to
mention 10,000) on paper can be a little unnerving! However, the
WBS doesn’t create a project’s complexity; it just displays that
complexity. In fact, by clearly portraying all aspects of your project
work, the WBS actually simplifies your project.

Check out the nearby sidebar “Conducting a survey: Using the work
breakdown structure” for an illustration of how a WBS helps you
develop a more-accurate estimate of the time you need to complete your
work.

Understanding a project’s deliverables-activities hierarchy
Figure 6-2 shows a portion of the deliverables-activities hierarchy for
the project of surveying people to determine what characteristics a new
product your organization may develop should have (refer to the nearby



sidebar “Conducting a survey: Using the work breakdown structure” for
details on this example). As illustrated in the figure, three types of
components make up a project’s deliverables-activities hierarchy:

Deliverables: Intermediate or final products created during the
performance of the project (see Chapter 5)
Work packages: Deliverables at the lowest point in each branch of
the hierarchy that can be further subdivided into activities
Activities: Work that’s performed to produce a deliverable

CONDUCTING A SURVEY: USING THE
WORK BREAKDOWN STRUCTURE

Suppose your manager asks you to estimate how long it’ll take to survey people
regarding the characteristics they would like to see in a new product your company may
develop. Based on your experience with doing similar types of assessments in the past,
you figure you’ll need to contact people at the company headquarters, at two regional
activity centers, and from a sampling of current clients. You tell your manager the
project will take you between one and six months to complete.

Have you ever noticed that managers aren’t happy when you respond to their question
of “How long will it take?” with an answer of “Between one and six months”? You figure
that finishing any time before six months meets your promise, but your manager
expects you to be done in one month, given some (okay, a lot of) hard work. The truth
is, though, you don’t have a clue how long the survey will take because you have no
idea how much work you have to do to complete it.

Developing a WBS encourages you to define exactly what you have to do and thereby
improves your estimate of how long each step will take. In this example, you decide to
conduct three different surveys: personal interviews with people at your headquarters,
phone conference calls with people at the two regional activity centers, and a mail
survey of a sample of your company’s clients. Realizing you need to describe each
survey in more detail, you begin by considering the mail survey and decide it includes
five deliverables:

A sample of clients to survey: You figure you need one week to select your
sample of clients if the sales department has a current record of all company
clients. You check with that department, and, thankfully, it does.

A survey questionnaire: As far as this deliverable is concerned, you get lucky.
A colleague tells you they think that the company conducted a similar survey of
a different target population a year ago and that extra questionnaires from that
effort may still be around. You find that a local warehouse has 1,000 of these



questionnaires and — yes! — they’re perfect for your survey. How much time
do you need to allow for designing and printing the questionnaires? Nada!

Survey responses: You determine that you need a response rate of at least
70 percent for the results to be valid. You consult with people who’ve done
these types of surveys before and find out that you have to use the following
three-phased approach to have an acceptable chance of achieving a minimum
response rate of 70 percent:

1. Initial mailing out and receiving of questionnaires (estimated time =
four weeks)

2. Second mailing out and receiving of questionnaires to non-
respondents (estimated time = four weeks)

3. Phone follow-ups with people who still haven’t responded, encouraging
them to complete and return their surveys (estimated time = two
weeks)

Data analyses: You figure you’ll need about two weeks to enter and analyze
the data you expect to receive.

A final report: You estimate you’ll need two weeks to prepare the final report.

Now, instead of one to six months, you can estimate the time you need to complete
your mail survey to be 15 weeks. Because you’ve clarified the work you have to do and
how you’ll do it, you’re more confident you can reach your goal, and you’ve increased
the chances that you will!

Note: To develop the most accurate estimates of your project’s duration, in addition to
the nature of the work you do, you need to consider the types and amounts of
resources you require, together with their capacities and availabilities (see Chapter 7
for more on how to estimate durations). However, this example illustrates that using just
a WBS to refine the definition of your project’s work components significantly improves
your estimates.
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FIGURE 6-2: The hierarchy of deliverables and activities for surveying people to determine
the characteristics of a new product your organization may develop.

The WBS is the portion of the hierarchy that contains the deliverables
(from the topmost level down to and including all the work packages)
that will be produced during the project. The activities that comprise the
work packages are recorded in a comprehensive activity list. While not
considered to be part of the WBS, each activity is a component of a
work package, so you need to identify it as such. For convenience, you
should include activities in the WBS dictionary under the work package
to which they relate (see the later section “Documenting What You Need
to Know about Your Planned Project Work” for details on the WBS
dictionary).

Dealing with special situations
With a little thought, you can break most WBS elements into
components. However, in some situations, like the ones we explain in
the following sections, you have to get creative.



Representing conditionally repeating work
Suppose your project contains a deliverable (such as an approved report)
that requires an unknown number of repetitive cycles (such as reviewing
and revising the latest version of the draft report) to produce, each of
which generates at least one intermediate deliverable. In reality, you
write the report and submit it for review and approval. If the reviewers
approve the report, you obtain your deliverable of an approved report
and you proceed to the next phase of your project (such as a distributed
report). But if the reviewers don’t approve the report, you have to revise
it to incorporate their comments and then resubmit it for a second review
and approval. If they approve the second draft, you obtain your
deliverable of an approved report and proceed to the next phase of your
project. But if they still don’t approve your report, you have to repeat the
process (or try to catch them in a better mood).

Revising the draft is conditional work; it’ll be done only if a certain
condition (in this case, not receiving the reviewers’ approval) comes to
pass. Unfortunately, a WBS doesn’t include conditional work; you plan
to perform every piece of work you detail in your WBS. However, you
can indirectly represent conditional work in the following two ways:

You can define a single deliverable as Approved report and assign
it a duration. In effect, you’re saying that you can create as many
Reviewed but not approved versions of the report as necessary (each
of which is an intermediate deliverable) to obtain the final reviewed
and approved version within the established time period.
You can assume that you’ll need a certain number of revisions
and include the intermediate deliverable created after each one
(a different Reviewed but not approved version of the report) in
your WBS. This approach allows more meaningful tracking.

 Whichever approach you choose, be sure to document it in your
project plan.



Assuming that your project needs three reviews and two revisions
doesn’t guarantee that your draft will be good to go only after the third
review. If your draft is approved after the first review, congratulations!
You can move on to the next piece of work immediately (that is, you
don’t perform two revisions just because the plan assumed you would
have to!).

However, if you still haven’t received approval after the third review,
you continue to revise it and submit it for further review until you do get
the seal of approval you need. Of course, then you have to reexamine
your plan to determine the impact of the additional reviews and revisions
on the schedule and budget of future project activities.

 A plan isn’t a guarantee of the future; it’s your statement of what
you’ll work to achieve. If you’re unable to accomplish any part of
your plan, you must revise it accordingly (and promptly).

Handling work with no obvious break points
Sometimes you can’t see how to break a piece of work into two-week
intervals. Other times that amount of detail just doesn’t seem necessary.
Even in these situations, however, you want to divide the work into
smaller chunks to remind yourself to periodically verify that your current
schedule and resource estimates are still valid.

In these instances, arbitrarily define intermediate milestones to occur
every two weeks that are defined as “progress confirmed as being on
schedule” or “expenditures confirmed as being on budget.” Check out
the nearby sidebar “Keeping a close eye on your project” for an
illustration of why it’s important to have frequent milestones to support
project tracking and how to deal with WBS components that have no
obvious break points.

Planning a long-term project
A long-term project presents an entirely different challenge. Often the
work you perform a year or more in the future depends on the results of
the work you do between now and then. Even if you can accurately



predict the work you’ll perform later, the further into the future you plan,
the more likely it is that something will change and require you to
modify your plans.

KEEPING A CLOSE EYE ON YOUR
PROJECT

Soon after Parker, a young engineer, joined his organization, he was asked to design
and build a piece of equipment for a client. He submitted a purchase request to his
procurement department for the raw materials he needed and was told that, if they
didn’t arrive by the promised delivery date in six months, he should notify the
procurement specialist he was working with, Paige, so she could investigate the
situation. He was uneasy about waiting six months without checking periodically to see
whether everything was still on schedule, but being young, inexperienced, and new to
the organization, he wasn’t comfortable trying to fight this established procedure. So he
waited six months.

When he didn’t receive his raw materials by the promised delivery date, he notified
Paige who, in turn, checked with the vendor. Apparently, there had been a major fire in
the vendor’s facilities five months earlier, and production had just resumed the previous
week. The vendor estimated the materials would be shipped in about five months!

Parker could’ve (and should’ve) divided the waiting time into one-month intervals and
called the vendor at the end of each month to see whether anything had occurred that
changed the projected delivery date. Although checking periodically wouldn’t have
prevented the fire, Parker would’ve known about it five months sooner and could’ve
made other plans immediately (see Chapter 10 for more information on how to deal
with risk and uncertainty in your projects).

When developing a WBS for a long-term project, use a rolling-wave
approach, in which you continually refine your plans throughout the life
of your project as you discover more about the project and its
environment. This approach acknowledges that uncertainties may limit
your plan’s initial detail and accuracy, and it encourages you to reflect
more-accurate information in your plans as soon as you discover it.
Apply the rolling-wave approach to your long-term project by taking the
following steps:

1. Break down the first three months’ work into components that
take two weeks or less to complete.



2. Plan the remainder of the project in less detail, perhaps
describing the work in packages you estimate to take between
one and two months to complete.

3. Revise your initial plan at the end of the first three months to
detail your work for the next three months in components that
take two weeks or less to complete.

4. Modify any future work as necessary, based on the results of
your first three months’ work.

5. Continue revising your plan in this way throughout the project.

 No matter how carefully you plan, something unanticipated can
always occur. The sooner you find out about such an occurrence,
the more time you have to minimize any negative impact to your
project.

Issuing a contract for services you will receive
Generally speaking, you use a WBS that you include in a contract for
services to be provided to you by another person or organization
differently than you use one to guide project work that you or your
organization performs itself. When you perform the project yourself, the
WBS provides the basis for developing detailed project schedules,
estimating personnel and other resource requirements, detailing the
project roles and responsibilities of project team members, and assessing
all aspects of the ongoing work. However, when you manage a contract
with an external organization that’s performing the project for you, you
use the WBS to:

Support responsive progress assessment to help ensure that the
overall project is on track to finish on time and within budget
Provide the contractor with a framework for tracking and reporting
periodic assessments of project schedule achievement and resource
expenditures



Confirm that product, schedule, and resource performance is
sufficient to justify the making of scheduled progress payments

In addition, you don’t want the WBS to unduly restrict the contractor’s
ability to use their experience, skills, and professional judgment to
achieve the results detailed in the contract. Typically, developing the
WBS to two or three levels of detail is sufficient to meet the preceding
needs without creating unnecessary restrictions.

Creating and Displaying Your Work
Breakdown Structure

You can use several schemes to develop and display your project’s
WBS; each one can be effective under different circumstances. This
section looks at a few of the most common schemes and provides some
examples and advice on how and when to apply them.

Considering different schemes to create your
WBS hierarchy
The following five schemes (and their examples) can help you subdivide
project work into WBS components:

Project phases: Initiation, design, or construction
Product components: Floor plan, training manuals, or screen design
Functions: Design, launch, review, or test
Geographical areas: Region 1 or the northwest
Organizational units: Marketing, operations, or facilities

Project phases, product components, and functions are the most often
used.

When you choose a scheme to organize the subelements of a WBS
component, continue to use that same scheme for all the subelements
under that component to prevent possible overlap in categories. For



example, consider that you want to develop finer detail for the WBS
component titled Report. You may choose to break out the detail
according to function, such as Draft report, Reviews of draft report, and
Final report. Or you may choose to break it out by product component,
such as Section 1, Section 2, and Section 3.

 Don’t define a WBS component’s subelements by using some
items from two different schemes. For instance, for the component
Report, don’t use the subelements Section 1, Section 2, Reviews of
draft report, and Final report. Combining schemes in this way
increases the chances of either including work twice or overlooking
it completely. For example, the work to prepare the final version of
Section 2 could be included in either of two subelements: Section 2
or Final report.

 Consider the following questions when choosing a scheme:

What higher-level milestones will be most meaningful when
reporting progress? For example, is it more helpful to report that
Section 1 is completed or that the entire Draft report is done?
How will you assign responsibility? For example, is one person
responsible for the draft, reviews, and final report of Section 1, or is
one person responsible for the drafts of Sections 1, 2, and 3?
How will you and your team members actually do the work? For
example, is the drafting, reviewing, and finalizing of Section 1
separate from the same activities for Section 2, or are all chapters
drafted together, reviewed together, and finalized together?

Using one of two approaches to develop your
WBS



How you develop your WBS depends on how familiar you and your
team are with your project, whether similar projects have been
successfully performed in the past, and how many new methods and
approaches you’ll use. Choose one of the following two approaches for
developing your WBS based on your project’s characteristics:

Top-down: Start at the top level in the hierarchy and systematically
break WBS elements into their component parts.
This approach is useful when you have a good idea of the project
work involved before the actual work begins. The top-down
approach ensures that you thoroughly consider each category at each
level, and it reduces the chances that you overlook work in any of
your categories.
Brainstorming (also called bottom-up): Generate all possible work
and deliverables for this project and then group them into categories.
Brainstorming is helpful when you don’t have a clear sense of a
project’s required work at the outset. This approach encourages you
to generate any and all possible pieces of work that may have to be
done, without worrying about how to organize them in the final
WBS. After you decide that a proposed piece of work is a necessary
part of the project, you can identify any related work that is also
required.

 Whichever approach you decide to use, consider using stick-on
notes to support your WBS development. As you identify pieces of
work, write them on the notes and put them on the wall. Add,
remove, and regroup the notes as you continue to think through
your work. This approach encourages open sharing of ideas and
helps all people appreciate — in detail — the nature of the work
that needs to be done. There are many apps that realistically
simulate this process, allowing for remote participation and
collaboration. Choose the method that best fits your leadership style
and your project team dynamics.



The top-down approach
Use the following top-down approach for projects that you or others are
familiar with:

1. Specify all Level 2 components for the entire project.
2. Determine all necessary Level 3 components for each Level 2

component.
3. Specify the Level 4 components for each Level 3 component as

necessary.
4. Continue in this way until you’ve completely detailed all project

intermediate and final deliverables.
The lowest-level components in each WBS chain are your project’s
work packages.

The brainstorming approach
Use the following brainstorming approach for projects involving
untested methods or for projects you and your team members aren’t
familiar with:

1. Identify all the intermediate and final deliverables that you think
your project will produce.
Don’t worry about overlap or level of detail.
Don’t discuss wording or other details of the work items.
Don’t make any judgments about the appropriateness of the work.

2. Group these items into a few major categories with common
characteristics and eliminate any deliverables that aren’t
required.
These groups are your Level 2 categories.

3. Divide the deliverables under each Level 2 category into groups
with common characteristics.
These groups are your Level 3 categories.

4. Use the top-down method described in the preceding section to
identify any additional deliverables that you overlooked in the



categories you created.
5. Continue in this manner until you’ve completely described all

project deliverables and work components.
The lowest-level components in each WBS chain are your project’s
work packages.

Categorizing your project’s work
Although you eventually want to use only one WBS for your project,
early in the development of your WBS, you can look at two or more
different hierarchical schemes. Considering your project from two or
more perspectives helps you identify work you may have overlooked.

Suppose a local community wants to open a halfway house for substance
abusers. Figures 6-3 and 6-4 depict two different schemes to categorize
the work for this community-based treatment facility. The first scheme
classifies the work by product component, and the second classifies the
work by function:

Figure 6-3 defines the following components as Level 2 categories:
staff, facility, residents (people who’ll be living at the facility and
receiving services), and community training.
Figure 6-4 defines the following functions as Level 2 categories:
planning, recruiting, buying, and training.
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FIGURE 6-3: A product component scheme for a WBS for preparing to open a community-
based treatment facility.
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FIGURE 6-4: A functional scheme for a WBS for preparing to open a community-based
treatment facility.

Both WBSs contain the same lowest-level components or work
packages.

When you think about your project in terms of major functions (rather
than final product components), you realize that you forgot the following
work:

Planning for staff recruiting
Buying staff supplies
Planning for your community training

After you identify the work components you overlooked, you can
include them in either of the two WBSs.

 Be sure you choose only one WBS before you leave your
project’s planning phase. Nothing confuses people faster than trying
to use two or more different WBSs to describe the same project.

Labeling your WBS entries



As the size of a project grows, its WBS becomes increasingly complex.
Losing sight of how a particular piece of work relates to other parts of
the project is easy to do. Unfortunately, this problem can lead to poor
coordination between related work efforts and a lack of urgency on the
part of people who must perform the work.

Figure 6-5 illustrates a scheme for labeling your WBS components so
you can easily see their relationships with each other and their relative
positions in the overall project WBS:

The first digit (1), the Level 1 identifier, indicates the project in
which the item is located.
The second digit (5) indicates the Level 2 component of the project
in which the item is located.
The third digit (7) indicates the Level 3 component under the Level 2
component in which the item is located.
The fourth and last digit (3) is a unique identifier assigned to
distinguish this item from the other Level 4 components under the
Level 3 component 1.5.7. If 1.5.7.3. Materials Ordered isn’t
subdivided further, it’s a work package.

© John Wiley & Sons, Inc.
FIGURE 6-5: A useful scheme for identifying your WBS components.



 When you’re ready to label the activities that fall under a given
work package, use a combination of the WBS code of the work
package and a unique code that specifically refers to each activity.
For example, suppose an activity under the work package 1.5.7.3. is
Prepare list of items to order. You may give this activity the
identifier code depicted in Figure 6-6. In this instance, the first four
digits of the activity code are the WBS code for the work package
of which this activity is a part. The fifth digit distinguishes this
activity from the others that comprise work package 1.5.7.3.

© John Wiley & Sons, Inc.
FIGURE 6-6: The components of an activity code.

Displaying your WBS in different formats
You can display your WBS in several different formats. This section
looks at three of the most common ones.

The organization-chart format
Figure 6-7 shows a WBS in the organization-chart format (also referred
to as a hierarchy diagram or graphical view). This format effectively



portrays an overview of your project and the hierarchical relationships of
different WBS components at the highest levels. However, because this
format generally requires a lot of space, it’s less effective for displaying
large WBSs.

The indented-outline format
The indented-outline format in Figure 6-8 is another way to display your
WBS. This format allows you to read and understand a complex WBS
with many components. However, you can easily get lost in the details
of a large project with this format and forget how the pieces all fit
together.

© John Wiley & Sons, Inc.
FIGURE 6-7: Drawing your WBS in the organization-chart format.
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FIGURE 6-8: Drawing your WBS in the indented-outline format.

 Both the organization-chart format and the indented-outline
format can be helpful for displaying the WBS for a small project.
For a large project, however, consider using a combination of the
organization-chart and the indented-outline formats to explain your
WBS. You can display the Level 1 and Level 2 components in the
organization-chart format and portray the detailed breakout for each



Level 2 component in the indented-outline format. Figure 6-9
contains an example of a combined organization-chart format.

The bubble-chart format
The bubble-chart format in Figure 6-10 is particularly effective for
displaying the results of the brainstorming approach to develop your
WBS for both small and large projects (see the earlier section “The
brainstorming approach”). You interpret the bubble-chart format as
follows:

The bubble in the center represents your entire project (in this case,
Report).
Lines from the center bubble lead to Level 2 breakouts (in this case,
Draft report, Reviews of draft, and Final report).
Lines from each Level 2 component lead to Level 3 components
related to the Level 2 component. (In this case, the Level 2
component Final report consists of the two Level 3 components
Typed final report and Printed final report.)
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FIGURE 6-9: Drawing your WBS in the combined organization-chart and indented-outline
format.

The free-form nature of the bubble-chart format allows you to easily
record thoughts generated during a brainstorming session. You can also
easily rearrange components as you proceed with your analysis.

 The bubble-chart format isn’t effective for displaying your WBS
to audiences who aren’t familiar with your project. Use this format
to develop your WBS with your team, but convert it into an
organization-chart or indented-outline format when you present it to
people outside your team.
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FIGURE 6-10: Drawing your WBS in the bubble-chart format.

Improving the quality of your WBS
You increase the chances for project success when your WBS is accurate
and complete and when people who will be performing the work
understand and agree with it. The following guidelines suggest some
ways to improve your WBS’s accuracy and acceptance:

Involve the people who’ll be doing the work. When possible,
involve them during the initial development of the WBS. If they join
the project after the initial planning, have them review and critique
the WBS before they begin work.
Review and include information from WBSs from similar
projects. Review plans and consult people who’ve worked on
projects similar to yours that were successful. Incorporate your
findings into your WBS.
Keep your WBS current. When you add, delete, or change WBS
elements during your project, be sure to reflect these changes in your
WBS. (See the later section “Documenting What You Need to Know



about Your Planned Project Work” for more about sharing the
updated WBS with the team.)
Make assumptions regarding uncertain activities. If you’re not
sure whether you’ll do a particular activity, make an assumption and
prepare your WBS based on that assumption. Be sure to document
that assumption. If your assumption proves to be wrong during the
project, change your plan to reflect the true situation. (See the earlier
sections “Making assumptions to clarify planned work” and
“Representing conditionally repeating work” for more about
assumptions.)

 Remember that your WBS identifies only your project’s
deliverables; it doesn’t depict their chronological order. Nothing
is wrong with listing deliverables from left to right or top to bottom
in the approximate order that you’ll create them. However, in
complex projects, you may have difficulty showing detailed
interrelationships among intermediate and final deliverables in the
WBS format. The purpose of the WBS is to ensure that you identify
all project deliverables. Check out Chapter 7 for more on developing
your project schedule.

Using templates
A WBS template is an existing WBS that contains deliverables typical
for a particular type of project. This template reflects people’s
cumulative experience from performing many similar projects. As
people perform more projects, they add deliverables to the template that
were overlooked and remove deliverables that weren’t needed. Using
templates can save you time and improve your accuracy.



 Don’t inhibit people’s active involvement in the development of
the WBS by using a template that’s too polished. Lack of people’s
involvement can lead to missed activities and lack of commitment
to project success.

This section looks at how you can develop a WBS template and improve
its accuracy and completeness.

Drawing on previous experience
By drawing on previous experience, you can prepare your WBS in less
time than it takes to develop a whole new WBS and be more confident
that you’ve included all essential pieces of work.

Suppose you prepare your department’s quarterly budget. After doing a
number of these budgets, you know most of the work you have to
perform. Each time you finish another budget, you revise your WBS
template to include new information you gleaned from the recently
completed project.

The next time you start to plan a quarterly budget, begin with the WBS
template you’ve developed from your past projects. Then add and
subtract elements as appropriate for this particular budget preparation.

Improving your WBS templates
The more accurate and complete your WBS templates are, the more time
they can save on future projects. This section offers several suggestions
for continually improving the quality of your WBS templates.

 When using templates, keep in mind the following guidelines:

Develop templates for frequently performed tasks as well as for
entire projects. Templates for the annual organization blood drive or
the submission of a newly developed drug to the Food and Drug
Administration are valuable. So are templates for individual tasks



that are part of these projects, such as awarding a competitive
contract or having a document printed. You can always incorporate
templates for individual pieces of work into a larger WBS for an
entire project.
Develop and modify your WBS template from previous projects
that worked, not from initial plans that looked good. Often you
develop a detailed WBS at the start of your project, but you may
forget to add intermediate or final deliverables that you overlooked
in your initial planning. If you update your template from a WBS
that you prepared at the start of your project, it won’t reflect what
you discovered during the actual performance of the project.
Use templates as starting points, not ending points. Clarify to
your team members and others involved in the project that the
template is only the start for your WBS, not the final version. Every
project differs in some ways from similar ones performed in the past.
If you don’t critically examine the template, you may miss work that
wasn’t done in previous projects but that needs to be done in this
one.
Continually update your templates to reflect your experiences
from different projects. The post-project evaluation is a great
opportunity to review and critique your original WBS (see Chapter
17 for information on how to plan and conduct this evaluation). At
the end of your project, take a moment to revise your WBS template
to reflect what you found.

Identifying Risks While Detailing
Your Work

In addition to helping you identify work you need to complete, a WBS
helps you identify unknowns that may cause problems when you attempt
to perform that work. As you think through the work you have to do to
complete your project, you often identify considerations that may affect
how or whether you can perform particular project activities. Sometimes



you have the information you need to assess and address a consideration
and sometimes you don’t. Identifying and dealing effectively with
information you need but don’t have can dramatically increase your
chances for project success.

Unknown information falls into one of two categories:

Known unknown: Information you know you need that someone
else has
Unknown unknown: Information you know you need that neither
you nor anyone else has because it doesn’t exist yet

 You deal with known unknowns by finding out who has the
information you need and then getting it. You deal with unknown
unknowns by using one or more of the following strategies:

Buying insurance to minimize damage that occurs if something
doesn’t turn out the way you expected
Developing contingency plans to follow if something doesn’t turn
out the way you expected
Trying to influence what the information eventually turns out to be

In the project Conducting a survey discussed in the earlier sidebar
“Conducting a survey: Using the work breakdown structure,” you figure
you’ll need a week to select a sample of clients to survey if the sales
department has a current data repository listing all the company’s clients.
At this point, whether the repository exists is a known unknown — it’s
unknown to you, but, if it exists, someone else knows about it. You deal
with this unknown by calling people to find someone who knows
whether such a repository does or doesn’t exist.

You experience a different situation when you become aware that twice
in the past month, the IT system administrators at your company
accidentally corrupted a database when they tripped on and unplugged



the database server’s power cord from the wall! As part of your
Conducting a survey project, you need to have a system administrator
provide you access to query the database for client contact information.
Not surprisingly, you’re now concerned that something could cause the
database you need to become corrupted, too, when you learn that the
server has not been relocated to a more secure location nor connected to
a backup battery to gracefully shut down the server if power is removed
unintentionally.

Whether or not the database your project needs will be corrupted is an
unknown unknown when you prepare the WBS for your project plan.
You can’t determine beforehand whether the database will be corrupted
because it’s an unintended, unplanned occurrence (at least you hope so!).

Because you can’t find out for certain whether or not this occurrence
will happen, you consider taking one or more of the following
approaches to address this risk:

Develop a contingency plan. For example, have the system
administrator take a full database backup to be saved on-premises
and remotely in a secure data center. This way, if the database
becomes corrupted for any reason, it can be restored from the
backup.
Take steps to reduce the likelihood that your database will be
corrupted. For example, use project funds to purchase a backup
battery for the database server so that the server can gracefully shut
itself down in the event of a power loss without risking the integrity
of the data.

Of course, if you feel the chances of the database becoming corrupted
are sufficiently small, you can always choose to do nothing beforehand
and just deal with the situation if and when it occurs.

Developing the WBS helps you identify a situation that may
compromise your project’s success. You then must decide how to deal
with that situation. See Chapter 10 for more on how to identify and
manage project risks and uncertainties.



Documenting What You Need to
Know about Your Planned Project
Work

After preparing your project WBS, take some time to gather essential
information about all your work packages (lowest-level WBS
components), and keep it in the WBS dictionary that’s available to all
project team members. You and your team will use this information to
develop the remaining parts of your plan, as well as to support the
tracking, controlling, and replanning of activities during the project. The
project manager (or their designee) should approve all changes to
information in this dictionary.

The WBS dictionary can contain but isn’t limited to the following
information for all WBS components:

WBS component title and WBS identification code: Descriptors
that uniquely identify the WBS component
Activities included: List of all the activities that must be performed
to create the deliverable identified in the work package
Work detail: Narrative description of work processes and
procedures
Schedule milestones: Significant events in the component’s
schedule
Quality requirements: Desired characteristics of the deliverables
produced in the WBS component
Acceptance criteria: Criteria that must be met before project
deliverables are accepted
Required resources: People, funds, equipment, facilities, raw
materials, information, and so on that these activities need



 For larger projects, you maintain the whole WBS — including
all its components from Level 1 down to and including the work
packages — in the same hierarchical representation, and you keep
all the activities that comprise the work packages in an activity list
and/or the WBS dictionary. Separating the WBS components in this
way helps you more easily see and understand the important
interrelationships and aspects of the project deliverables and work.

On smaller projects, however, you may combine the deliverable-oriented
WBS components and the activities that comprise each work package in
the same hierarchical display.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 6-1 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 6-1 Chapter 6 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This Chapter Location in
PMBOK 7 Comments

Definition
of a WBS

“Divide and Conquer: Breaking Your Project
into Manageable Chunks”

2.6. Delivery
Performance
Domain

The definitions
of WBS used
by the two
sources are
equivalent.

Creating
your
WBS

“Using one of two approaches to develop
your WBS,” “Categorizing your project’s
work,” “Labeling your WBS entries,”
“Improving the quality of your WBS,” and
“Using templates”

2.6.2.2.
Scope
Definition

Both sources
mention similar
techniques
and
approaches.

Different
WBS
display
formats

“Displaying your WBS in different formats”
2.6.2.2.
Scope
Definition

Both sources
address similar
display
formats.

WBS
dictionary

“Documenting What You Need to Know about
Your Planned Project Work”

2.6.2.2.
Scope
Definition

The definitions
of the WBS
dictionary used
by the two
sources are
equivalent.



Part 2
Planning Time: Determining

When and How Much



IN THIS PART …
Take the fear and uncertainty out of tight deadlines by creating a
network diagram, which will help you proactively develop a
feasible and responsive initial project schedule.

Find out how to match the right people to your project’s tasks at
the right time. Doing so ensures that your personnel resources
are being used wisely and that project milestones are met as
quickly and efficiently as possible.

Estimate the non-personnel resources your project will need and
make sure those resources are available when needed. And
because no project can be accomplished without the necessary
funds, discover how to create a detailed budget for your project.

Discover how to identify and assess potential risks that threaten
to derail your project and come up with strategies to minimize
their consequences.



Chapter 7
You Want This Project Done

When?
IN THIS CHAPTER

 Creating a network diagram for your project
 Using your network diagram to determine schedule possibilities
 Approximating activity durations and forming your project’s

initial schedule
 Presenting your project’s schedule

Project assignments always have deadlines. So even though you’re not
sure what your new project is supposed to accomplish, you want to
know when it has to be finished. Unfortunately, when you find out the
desired end date, your immediate reaction is often one of panic: “But…
but…that won’t be enough time!”

The truth is, when you first receive your project assignment, you usually
have no idea how long it’ll take to complete. Initial reactions tend to be
based more on fear and anxiety than on facts, especially when you’re
trying to juggle multiple responsibilities and the project sounds complex.

To help you develop a more realistic estimate of how long your project
will take, you need an organized approach that clarifies how you plan to
perform your project’s activities, what schedules are possible, and how
you’ll meet deadlines that initially appear unrealistic. This chapter
describes a technique that helps you proactively develop an achievable
schedule (while keeping your anxiety in check).



 The discussion in this chapter on using network diagrams to
develop project schedules is the most technically detailed
presentation in this book. Even though the technique takes about
ten minutes to master, the explanations and illustrations can appear
overwhelming at first glance. If this chapter is your first exposure to
flowcharts, we suggest you initially scan it for the main points and
then read the different sections several times. The more you read
the text, the more logical the explanations become. However, if you
get frustrated with the technical details, take a break and come back
to it later. You’ll be surprised how much clearer the details are the
second or third time around!

Picture This: Illustrating a Work
Plan with a Network Diagram

To determine the amount of time you need for any project, you have to
determine the following two pieces of information:

Sequence: The order in which you perform the activities
Duration: How long each individual activity takes

For example, suppose you have a project consisting of ten activities,
each of which takes one week to complete. How long will you take to
complete your project? The truth is, you can’t tell. You may finish the
project in one week if you have the ability and resources to perform all
ten activities at the same time. You may take ten weeks if you have to do
the activities one at a time in sequential order. Or you may take between
one and ten weeks if you have to do some but not all activities in
sequence.

To develop a schedule for a small project, you can probably consider the
durations and sequential interdependencies in your head. But projects



with 15 to 20 activities or more — many of which you can perform at
the same time — require an organized method to guide your analysis.

This section helps you develop feasible schedules by showing you how
to draw network diagrams and then how to choose the best one for your
project.

Defining a network diagram’s elements
A network diagram is a flowchart that illustrates the order in which you
perform project activities. It’s your project’s test laboratory — it gives
you a chance to try out different strategies before performing the work.

No matter how complex your project is, its network diagram has the
following three elements: milestones, activities, and durations.

Milestone
A milestone, sometimes called an event, is a significant occurrence in the
life of a project. Milestones take no time and consume no resources; they
occur instantaneously. Think of them as signposts that signify a point in
your trip to project completion. Milestones mark the start or end of one
or more activities or the creation of deliverables. (See Chapters 5 and 6
for more on deliverables.) Examples of milestones are draft report
approved and design begun.

Activity
An activity, also called a task, is a component of work performed during
the course of a project. Activities take time and consume resources; you
describe them by using action verbs. Examples of activities are design
report and conduct survey.

 Make sure you clearly define activities and milestones. The
more clearly and granularly you define them, the more accurately
you can estimate the time and resources needed to perform them,
the more easily you can assign them to someone else, and the more
meaningful your reporting of schedule progress becomes.



Duration
Duration is the total number of work periods required to complete an
activity. Several factors can affect duration:

The amount of work effort (the amount of time a person needs to
work full time on the activity to complete it) required. See Chapter 8
for details on work effort.
People’s availability to work on the project.
Whether multiple people can work on the activity at the same time.
Capacity of non-personnel resources (for example, a computer’s
processing speed and the pages per minute that a copier can print)
and their availability.
Delay. For example, if your manager spends one hour reading your
memo after it sat in their inbox for four days and seven hours, the
activity’s duration is five days, even though your manager spends
only one hour reading it.

 The units of time describe two related but different activity
characteristics. Duration is the number of work periods required to
perform an activity; work effort is the amount of time a person
needs to complete the activity. For example, suppose four people
have to work together full time for five days to complete an
activity. The activity’s duration is five days. The work effort is 20
person-days (4 people times 5 days).

Understanding the basis of a duration estimate helps you figure out ways
to reduce it. For example, suppose you estimate that testing a software
package requires that it run for 24 hours on a computer. If you can use
the computer only six hours in any one day, the duration for your
software test is four days. Doubling the number of people working on
the test doesn’t reduce the duration to two days, but getting approval to
use the computer for 12 hours a day does.



Drawing a network diagram
Determining your project’s end date requires you to choose the dates that
each project activity starts and ends and the dates that each milestone is
reached. You can determine these dates with the help of a network
diagram.

 The activity-on-node technique (also called activity-in-box or
precedence diagramming method) for drawing a network diagram
uses the following three symbols to describe the diagram’s three
elements:

Boxes: Boxes represent activities and milestones. If the duration is 0,
it’s a milestone; if it’s greater than 0, it’s an activity. Note that
milestone boxes are sometimes highlighted with lines that are bold,
double, or otherwise more noticeable.
Letter t: The letter t represents duration.
Arrows: Arrows represent the direction work flows from one
activity or milestone to the next. Upon completing an activity or
reaching a milestone, you can proceed either to a milestone or
directly to another activity as indicated by the arrow(s) leaving that
box.

Figure 7-1 presents a simple example of an activity-on-node network
diagram. When you reach Milestone A (the box on the left), you can
perform Activity 1 (the box in the middle), which you estimated will
take two weeks to complete. Upon completing Activity 1, you reach
Milestone B (the box on the right). The arrows indicate the direction of
workflow.
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FIGURE 7-1: The three symbols in an activity-on-node network diagram.

Note: If you’ve worked with network diagrams in the past, you may
have seen them drawn in another format called activity-on-arrow, also
called the classical approach, an arrow diagram, or a PERT chart (see
the section “Improving activity duration estimates” later in this chapter
for an explanation of PERT analysis). This format represents milestones
with circles and activities with arrows. However, because the activity-
on-node technique is the one most used today, all network diagrams in
this book are drawn in this format.

Analyzing a Network Diagram
Think of your project as a trip you and several friends are planning to
take. Each of you has a car and will travel a different route to the final
destination. During the trip, two or more of your routes will cross at
certain places. You agree that all people who pass through a common
point must arrive at that point before anyone can proceed on the next leg
of the journey. The trip is over when all of you reach the final
destination.

You certainly don’t want to undertake a trip this complex without
planning it out on a roadmap. After all, planning your trip allows you to:

Determine how long the entire trip will take
Identify potential difficulties along the way
Consider alternate routes to get to your final destination



This section helps you plan your project schedule by telling you how to
read and interpret a roadmap (your network diagram) so you can
determine the likely consequences of your alternative approaches.

Reading a network diagram

 Use the following two rules as you draw and interpret your
network diagram. After you understand these rules, analyzing the
diagram is a breeze:

Rule 1: After you finish an activity or reach a milestone, you can
proceed to the next activity or milestone, as indicated by the
arrow(s).
Rule 2: Before you can start an activity or reach a milestone, you
must first complete all activities and reach all milestones with arrows
pointing to the activity you want to start or the milestone you want to
reach.

Figure 7-2 illustrates a network diagram. According to Rule 1, from
Project Started, you can proceed to work on either Activity 1 or 3, which
means you can do either Activity 1 or Activity 3 by itself or both
Activities 1 and 3 at the same time. In other words, these two activities
are independent of each other.
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FIGURE 7-2: An example of a network diagram.

You may also choose to do neither of the activities. Rule 1 is an allowing
relationship, not a forcing (or requiring) relationship. In other words, you
can work on any of the activities that the arrows from Project Started
lead to, but you don’t have to work on any of them.

For example, suppose a part of your plan includes two activities to build
a device: receive parts and assemble parts. As soon as you receive the
parts, you can start to assemble them; in fact, you can’t start to assemble
them until you receive them. But after you receive all the parts you
ordered, neither rule says you must start to assemble them immediately;
you can assemble them if you want to, or you can wait. Of course, if you
wait, the completion of the assembly will be delayed. But that’s your
choice.

According to Rule 2, you can start working on Activity 2 in Figure 7-2
as soon as you complete Activity 1 because the arrow from Activity 1 is
the only one leading to Activity 2. Rule 2, therefore, is a forcing
relationship, because it forces you to wait until you complete Activity 1
before you can begin working on Activity 2. If arrows from three
activities led to Activity 2, you’d have to complete all three activities
before starting Activity 2 (the diagram wouldn’t indicate that you could
start working on Activity 2 by completing only one or two of the three
activities that led to it).



Interpreting a network diagram
You can use your network diagram to figure out when to start and end
activities and when you’ll finish the entire project if you perform the
activities in this way. To find out the schedule that your approach will
allow, you need the following information:

Critical path: A sequence of activities that takes the longest time to
complete (this is also the shortest time in which you can complete
your project)
Noncritical path: A sequence of activities in which you can delay
activities and still finish your project in the shortest possible time
Slack time (also called float): The maximum amount of time you
can delay an activity and still finish your project in the shortest
possible time
Earliest start date: The earliest date you can start an activity
Earliest finish date: The earliest date you can finish an activity
Latest start date: The latest date you can start an activity and still
finish your project in the shortest possible time
Latest finish date: The latest date you can finish an activity and still
finish your project in the shortest possible time

You can use the critical path method (CPM) to determine this
information and to build your project’s overall schedule. The following
sections illustrate how this method works.

The importance of the critical path
The length of your project’s critical path(s) in your network diagram
defines your project’s length (hence, the critical path method for
determining your project’s schedule). If you want to finish your project
in less time, consider ways to shorten its critical path.



 Monitor critical-path activities closely during performance
because any delay in critical-path activities delays your project’s
completion. Also closely monitor any activities on paths that are
close to being critical, because any minor delay on those paths can
also delay your project’s completion.

 Your project can have two or more critical paths at the same
time. In fact, every path in your project can be critical if every one
of them takes the same amount of time. However, when every path
is critical, you have a high-risk situation; a delay in any activity
immediately causes a delay in the completion of the project.

Critical paths can change as your project unfolds. Sometimes activities
on a critical path finish so early that the path becomes shorter than one
or more other paths that were initially considered noncritical. Other
times, activities on an initially noncritical path are delayed to the point
where the sum of their completion times becomes greater than the length
of the current critical path (which turns the initially noncritical path into
a critical one).

The forward pass: Determining critical paths, noncritical
paths, and earliest start and finish dates
Your first step in analyzing your project’s network diagram is to start at
the beginning and see how quickly you can complete the activities along
each path. You should determine this information without taking into
account any effects that constraints on the availability of personnel or
other resources may have. This start-to-finish analysis is called the
forward pass.

To help you understand what a forward pass is, you can perform one
through the diagram in Figure 7-2. According to Rule 1, you can
consider working on either Activity 1 or Activity 3 (or both together) as
soon as the project starts (check out the earlier section “Reading a



network diagram” for more info on the two rules of network diagram
analysis). First, consider Activities 1 and 2 on the upper path:

The earliest you can start Activity 1 is right when the project starts
(the beginning of week 1).
The earliest you can finish Activity 1 is the end of week 5 (add
Activity 1’s estimated duration of five weeks to its earliest start time,
which is the start of the project).
According to Rule 2, the earliest you can start Activity 2 is the
beginning of week 6 because the arrow from Activity 1 is the only
one leading to Activity 2.
The earliest you can finish Activity 2 is the end of week 6 (add
Activity 2’s estimated duration of one week to its earliest start time
at the beginning of week 6).

So far, so good. Now consider Activities 3 and 4 on the lower path of the
diagram:

The earliest you can start Activity 3 is right when the project starts
(the beginning of week 1).
The earliest you can finish Activity 3 is the end of week 1.
The earliest you can start Activity 4 is the beginning of week 2.
The earliest you can finish Activity 4 is the end of week 4.

You have to be careful when you try to determine the earliest you can
start Activity 5. According to Rule 2, the two arrows entering Activity 5
indicate you must finish both Activity 1 and Activity 4 before you begin
Activity 5. Even though you can finish Activity 4 by the end of week 4,
you can’t finish Activity 1 until the end of week 5. Therefore, the earliest
you can start Activity 5 is the beginning of week 6.



 If two or more activities or milestones lead to the same activity,
the earliest you can start that activity is the latest of the earliest
finish dates for those preceding activities or milestones.

Is your head spinning yet? Take heart; the end is in sight:

The earliest you can start Activity 5 is the beginning of week 6.
The earliest you can finish Activity 5 is the end of week 7.
The earliest you can finish Activity 2 is the end of week 6.
Therefore, the earliest you can finish the entire project (and reach the
milestone called Project Ended) is the end of week 7.

So far, you have the following information about your project:

The length of the critical path (the shortest time in which you can
complete the project) is seven weeks. Only one critical path takes
seven weeks; it includes the milestone Project Started, Activity 1,
Activity 5, and the milestone Project Ended.
Activity 2, Activity 3, and Activity 4 aren’t on critical paths.

The backward pass: Calculating the latest start and finish
dates and slack times
You’re halfway home. In case resource conflicts or unexpected delays
prevent you from beginning all the project activities at their earliest
possible start times, you want to know how much you can delay the
activities along each path and still finish the project at the earliest
possible date. This finish-to-start analysis is called the backward pass.

To expand on the example we introduce in the preceding section, the
forward pass indicates that the earliest date you can reach the milestone
Project Ended is the end of week 7. However, Rule 2 in the earlier
section “Reading a network diagram” says you can’t reach the milestone
Project Ended until you’ve completed Activities 2 and 5. Therefore, to
finish your project by the end of week 7, the latest you can finish



Activities 2 and 5 is the end of week 7. Consider the lower path on the
diagram in Figure 7-2 with Activities 3, 4, and 5:

You must start Activity 5 by the beginning of week 6 to finish it by
the end of week 7 (because Activity 5’s estimated duration is two
weeks).
According to Rule 2, you can’t start Activity 5 until you finish
Activities 1 and 4. So you must finish Activities 1 and 4 by the end
of week 5.
You must start Activity 4 by the beginning of week 3.
You must finish Activity 3 before you can work on Activity 4.
Therefore, you must finish Activity 3 by the end of week 2.
You must start Activity 3 by the beginning of week 2.

Finally, consider the upper path on the network diagram in Figure 7-2:

You must start Activity 2 by the beginning of week 7.
You can’t work on Activity 2 until you finish Activity 1. Therefore,
you must finish Activity 1 by the end of week 6.

Be careful in your calculations. You must finish Activity 1 by the end of
week 5 to start Activity 5 at the beginning of week 6. But to start work
on Activity 2 at the beginning of week 7, you must finish Activity 1 by
the end of week 6. So finishing Activity 1 by the end of week 5 satisfies
both requirements.

 If two or more arrows leave the same activity or milestone, the
latest date you can finish the activity or reach the milestone is the
earliest of the latest dates that you must start the next activities or
reach the next milestones.

In Figure 7-2, the latest start dates for Activities 2 and 5 are the
beginnings of week 7 and week 6, respectively. Therefore, the latest date



to finish Activity 1 is the end of week 5. The rest is straightforward: You
must start Activity 1 by the beginning of week 1 at the latest.

 To organize the dates you calculate in the forward and backward
passes, consider writing the earliest and latest start dates and the
earliest and latest finish dates at the top of each milestone or
activity box in the project’s network diagram. Figure 7-3 illustrates
how this looks for the example in Figure 7-2.
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FIGURE 7-3: An example of a network diagram with earliest and latest start and finish dates
as well as slack times.

Now that you have all the earliest and latest start and finish dates for
your milestones and activities, you need to determine the slack time for
each activity or milestone. You can determine slack time in one of two
ways:

Subtract the earliest possible start date from the latest allowable start
date.
Subtract the earliest possible finish date from the latest allowable
finish date.



Thus, you can determine that Activities 2, 3, and 4 have slack times of
one week, while Activities 1 and 5 have no slack time. Figure 7-3
displays this information.

 If an activity’s slack time is zero, the activity is on a critical
path.

 Although slack time is defined as the amount of time an activity
or milestone can be delayed without delaying your project’s
completion date, slack time is actually associated with a path of
activities rather than with an individual activity. The information in
Figure 7-3 indicates that both Activity 3 and Activity 4 (which are
on the same path) have slack times of one week. However, if the
start of Activity 3 is delayed by a week to the beginning of week 2,
the earliest that Activity 4 can start will be the beginning of week 3,
and it will have zero slack time.

A Guide to the Project Management Body of Knowledge, 7th Edition
(PMBOK 7) no longer addresses the concept of slack, although prior
editions identify the following two types:

Total slack: The amount of time a schedule activity may be delayed
from its earliest start date without delaying the project’s end date or
violating a schedule constraint. This is what we refer to as slack.
Free slack: The amount of time a schedule activity may be delayed
without delaying the earliest start date of any immediately following
schedule activities or violating a schedule constraint.

As an example of these terms, look at the network diagram in Figure 7-
3. Consider that Activity 3 is scheduled to start at its earliest start, or ES
(the beginning of week 1), and Activity 4 is scheduled to start at its ES
(the beginning of week 2). If you delay the start of Activity 3 by up to



one week, you’ll still be able to start Activity 4 at the beginning of week
3 (its LS, or latest start) and end it by the end of week 5, its LF (latest
finish). So Activity 3 has a free slack of zero (because delaying its
scheduled start date of ES at all will cause the start date of Activity 4 to
be delayed), while Activity 4 has a free slack of one week. Coincidently,
each activity (3 and 4) has a total slack of one week, since delaying the
start of either one by more than one week will delay the completion of
the project beyond the current scheduled completion date of the end of
week 7.

Note: The concept of total slack is more often used in schedule analyses,
and that’s the concept we use in this book. For simplicity, we refer to this
information item simply as slack rather than total slack.

Working with Your Project’s
Network Diagram

The preceding sections explain the general rules and procedures for
drawing and analyzing any network diagram. This section tells you how
to create and analyze the network diagram for your own project.

Determining precedence
To draw your project’s network diagram, you first have to decide the
order of your project’s activities. This section tells you different reasons
you may need to perform activities in a particular order.

Looking at factors that affect predecessors
A predecessor to an activity (Activity A, for example) is an activity or
milestone that determines when work on Activity A can begin. PMBOK
7 identifies the following four relationships that can exist between a
predecessor and the activity or milestone coming immediately after it
(termed its successor):

Finish-to-start: The predecessor must finish before the successor
can start.



Finish-to-finish: The predecessor must finish before the successor
can finish.
Start-to-start: The predecessor must start before the successor can
start.
Start-to-finish: The predecessor must start before the successor can
finish.

The finish-to-start precedence relationship is the one most commonly
used, so it’s the one we address in this book. In other words, in this
book, a predecessor is an activity that must be completed before its
successor activity can start or its successor milestone can be reached.

Sometimes an activity can’t start precisely when its predecessor is
finished. A lag is the amount of time after its predecessor is completed
that you must wait before an activity can start. A lead is the amount of
time before its predecessor is finished that an activity can begin. In this
book, we consider only situations where lead and lag times are zero.

An activity is an immediate predecessor to Activity A if you don’t have
any other activities between it and Activity A. When you determine the
immediate predecessors for every activity, you have all the information
you need to draw your project’s network diagram. The following
considerations affect the order in which you must perform your project’s
activities:

Mandatory dependencies: These relationships must be observed if
project work is to be a success. They include:

Legal requirements: Federal, state, and local laws or
regulations require that certain activities be done before
others. As an example, consider a pharmaceutical company
that has developed a new drug in the laboratory and
demonstrated its safety and effectiveness in clinical trials. The
manufacturer wants to start producing and selling the drug
immediately but can’t. Federal law requires that the company
obtain Food and Drug Administration (FDA) approval of the
drug before selling it.



Procedural requirements: Company policies and procedures
require that certain activities be done before others. Suppose
you’re purchasing new furniture for your company’s offices.
You’ve finished selecting and pricing the furniture you want
and would like to begin the process of selecting a vendor and
placing the order. However, your organization follows a
procurement process for large purchases, which requires that
the vice president of finance formally approve the expenditure
of the funds required before you can proceed.
Hard logic: Certain processes must logically occur before
others. For example, when building a house, you must pour
the concrete for the foundation before you erect the frame.

Discretionary dependencies: You may choose to establish these
relationships between activities, but they aren’t required. They
include:

Logical dependencies: Performing certain activities before
others sometimes seems to make the most sense. Suppose
you’re writing a report. Because much of Chapter 3 depends
on what you write in Chapter 2, you decide to write Chapter 2
first. You can write Chapter 3 first or work on both at the
same time, but that plan increases the chance that you’ll have
to rewrite some of Chapter 3 after you finish Chapter 2.
Managerial choices: Sometimes you make arbitrary
decisions to work on certain activities before others. Consider
that you have to perform both Activity C and Activity D. You
can’t work on them at the same time, and you know of no
legal or logical reason why you should work on one or the
other first. You decide to work on Activity C first.

External dependencies: Starting a project activity may require that
certain work external to the project be completed first. For example,
imagine that your project includes an activity to test a device you’re
developing. You want to start testing right away, but you can’t start
this activity until your organization’s test laboratory receives and
installs a new piece of test equipment they plan to order.



Choosing immediate predecessors
You can decide on the immediate predecessors for your project’s
activities in one of two ways:

Front-to-back: Start with the activities you can perform as soon as
your project begins and work your way through to the end. To use
this method, follow these steps:

1. Select the first activity or activities to perform as soon as
your project starts.

2. Decide which activity or activities you can perform when
you finish the first ones (from Step 1).

3. Continue in this way until you’ve considered all activities
in the project.

Back-to-front: Choose the activity or activities that will be done last
on the project and continue backward toward the beginning. To use
this method, follow these steps:

1. Identify the last project activity or activities you’ll
conduct.

2. Decide which activity or activities you must complete right
before you can start to work on the last activities (from
Step 1).

3. Continue in this manner until you’ve considered all
activities in your project.

Regardless of which method you use to find your project’s immediate
predecessors, record the immediate predecessors in a simple table like
Table 7-1. (This table lists the immediate predecessors in the example
shown in Figure 7-2.)

TABLE 7-1 Immediate Predecessors for Figure 7-2

Activity Code Activity Description Immediate Predecessors

1 Activity 1 None



Activity Code Activity Description Immediate Predecessors

2 Activity 2 1

3 Activity 3 None

4 Activity 4 3

5 Activity 5 1, 4

 Determine precedence based on the nature and requirements of
the activities, not on the resources you think will be available.
Suppose Activities A and B of your project can be performed at the
same time but you plan to assign them to the same person. In this
case, don’t make Activity A the immediate predecessor for B,
thinking that the person can work on only one activity at a time.
Instead, let your diagram show that A and B can be done at the
same time. Later, if you find out you have another person who can
help out with this work, you can evaluate the impact of performing
Activities A and B at the same time. (See Chapter 8 for a discussion
on how to determine when people are overcommitted and how to
resolve these situations.)

 When you create your network diagram for simple projects,
consider writing the names of your activities and milestones on
sticky-back notes and attaching them to chart paper or a wall. For
more complex projects, consider using an integrated project
management software package. See Chapter 18 for a discussion of
how to use software to support your project planning, and check out
Microsoft Project 2019 For Dummies by Cynthia Snyder Dionisio
(Wiley) for the lowdown on Microsoft Project, the most popular
project management software package.



Using a network diagram to analyze a simple
example
Consider the following example of preparing for a picnic to illustrate
how to use a network diagram to determine possible schedules while
meeting project expectations and satisfying project constraints. We are
not suggesting that you plan all your picnics this way, but the situation
does illustrate the technique rather nicely!

Deciding on the activities
It’s Friday evening, and you and your friend are considering what to do
during the weekend to unwind and relax. The forecast for Saturday is for
sunny and mild weather, so you decide to go on a picnic at a local lake.
Because you want to get the most enjoyment possible from your picnic,
you decide to plan the outing carefully by drawing and analyzing a
network diagram. Table 7-2 illustrates the seven activities you decide
you must perform to prepare for your picnic and get to the lake.

TABLE 7-2 Activities for Your Picnic at the Lake

Activity
Code Activity Description Who Will Be

Present
Duration (In
Minutes)

1 Load car You and your friend 5

2 Get money from bank You 5

3 Make egg sandwiches Your friend 10

4 Drive to the lake You and your friend 30

5 Decide which lake to go to You and your friend 2

6 Buy gasoline You 10

7 Boil eggs (for egg
sandwiches) Your friend 10

In addition, you agree to observe the following constraints:

You and your friend will start all activities at your house at 8 a.m.
Saturday — you can’t do anything before that time.



You must perform all seven activities to complete your project.
You can’t change who must be present during each activity.
The two lakes you’re considering are in opposite directions from
your house, so you must decide where you’re going to have your
picnic before you begin your drive.

Setting the order of the activities
Now that you have all your activities listed, you need to decide the order
in which you’ll do them. In other words, you need to determine the
immediate predecessors for each activity. The following dependencies
are required: Your friend must boil the eggs before they can make the
egg sandwiches (duh!), and both of you must load the car and decide
which lake to visit before you start your drive.

The order of the rest of the activities is up to you. You may consider the
following approach:

Decide which lake before you do anything else.
After you both agree on the lake, you drive to the bank to get money.
After you get money from the bank, you get gasoline.
At the same time, after you agree on the lake, your friend starts to
boil the eggs.
After the eggs are boiled, your friend makes the egg sandwiches.
After you return with gas and your friend finishes the egg
sandwiches, you both load the car.
After you both load the car, you drive to the lake.

Table 7-3 depicts these predecessor relationships.

TABLE 7-3 Predecessor Relationships for Your Picnic

Activity Code Activity Description Immediate Predecessors

1 Load car 3, 6

2 Get money from bank 5



Activity Code Activity Description Immediate Predecessors

3 Make egg sandwiches 7

4 Drive to lake 1

5 Decide which lake None

6 Buy gasoline 2

7 Boil eggs (for egg sandwiches) 5

Creating the network diagram
Now that you have your immediate predecessors in mind, you can draw
the network diagram for your project from the information in Table 7-3.

 Observe the following guidelines when drawing your network
diagram:

Begin your diagram with a single milestone (a commonly used name
for this milestone is Project Started).
Clearly specify all conditions that must be met for a milestone to be
reached.
Don’t leave activities or events hanging; have them all come together
in a common milestone that represents the end of the project (a
commonly used name for this milestone is Project Ended).
If your network diagram is excessively complex, look for groups of
activities that are self-contained (that is, have only each other as
predecessors). Define each of these groups as a subproject, where the
duration of the subproject is equal to the length of the critical path(s)
of the diagram representing the order in which the self-contained
activities will be performed.

To create the network diagram for the picnic example, follow these
steps:



1. Begin your project with a single milestone and label it Project
Started.

2. Find all activities in the table that have no immediate
predecessors — they can all start as soon as you begin your
project.
In this case, only Activity 5 has no immediate predecessors.

3. Begin your diagram by drawing the relationship between Project
Started and the beginning of Activity 5 (see Figure 7-4).
Depict Activity 5 with a box and draw an arrow to it from the
Project Started box.

4. Find all activities that have your first activity as an immediate
predecessor.
In this case, Table 7-3 shows that Activities 2 and 7 have Activity 5
as an immediate predecessor. Draw boxes to represent these two
activities and draw arrows from Activity 5 to Activities 2 and 7 (see
Figure 7-5).

5. Continue in the same way with the remaining activities.
Recognize from Table 7-3 that only Activity 6 has Activity 2 as an
immediate predecessor. Therefore, draw a box to represent Activity 6
and draw an arrow from Activity 2 to that box.
Table 7-3 also shows that only Activity 3 has Activity 7 as an
immediate predecessor. So draw a box to represent Activity 3 and
draw an arrow from Activity 7 to Activity 3. Figure 7-5 depicts your
diagram in progress.
Now realize that Activity 1 has both Activities 3 and 6 as immediate
predecessors. Therefore, draw a box representing Activity 1 and
draw arrows from Activities 3 and 6 to this box.
The rest is pretty straightforward. Because only Activity 4 has
Activity 1 as its immediate predecessor, draw a box representing
Activity 4 and an arrow from Activity 1 to Activity 4.

6. After adding all the activities to the diagram, draw a box to
represent Project Ended and draw an arrow from Activity 4 (the



last activity you have to complete) to that box (see Figure 7-6 for
the complete network diagram).

© John Wiley & Sons, Inc.
FIGURE 7-4: Starting your picnic-at-the-lake network diagram.
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FIGURE 7-5: Continuing your picnic-at-the-lake network diagram.

© John Wiley & Sons, Inc.



FIGURE 7-6: The completed picnic-at-the-lake network diagram.

Now for the important timing-related questions. First, how long will you
and your friend take to get to the lake for your picnic? The upper path
(Project Started; Activities 5, 2, 6, 1, and 4; and Project Ended) takes 52
minutes to complete, and the lower path (Project Started; Activities 5, 7,
3, 1, and 4; and Project Ended) takes 57 minutes to complete. Thus, the
trip will take 57 minutes from the time you start until you arrive at the
lake for your picnic, and the lower path is the critical path.

The second timing-related question you have to answer is whether you
can delay any activities and still get to the lake in 57 minutes. If so,
which ones can you delay and by how much? To answer these questions,
consider the following:

The network diagram reveals that Activities 5, 7, 3, 1, and 4 are all
on the critical path. Therefore, you can’t delay any of them if you
want to get to the lake in 57 minutes.
Activities 2 and 6 aren’t on the critical path, and they can be
performed at the same time as Activities 7 and 3. Activities 7 and 3
take 20 minutes to perform, while Activities 2 and 6 take 15 minutes.
Therefore, Activities 2 and 6 have a total slack time of 5 minutes.

Developing Your Project’s Schedule
Developing your project’s schedule requires the combination of
activities, resources, and activity-performance sequences that gives you
the greatest chance of meeting your client’s expectations with the least
amount of risk. This section helps you start making a project schedule. It
also focuses on some potential pitfalls and solutions for meeting time
crunches.

Taking the first steps
After you specify your project’s activities (see the discussion on creating
a work breakdown structure, or WBS, in Chapter 6), take the following
steps to develop an initial project schedule:



1. Identify immediate predecessors for all activities. Immediate
predecessors define the structure of your network diagram.

2. Determine the personnel and non-personnel resources required
for all activities. The type, amount, and availability of resources
affect how long you need in order to perform each activity.

3. Estimate durations for all activities. See the later section
“Estimating Activity Duration” for details.

4. Identify all intermediate and final dates that must be met. These
dates define the criteria that your schedule must meet.

5. Identify all activities or milestones outside your project that
affect your project’s activities. After you identify these external
activities and milestones, you can set up the appropriate
dependencies between them and your project’s activities and
milestones.

6. Draw your network diagram. Use the network diagram to
determine what schedules your project can achieve.

7. Analyze your project’s network diagram to identify all critical
paths and their lengths and to identify the slack times of
noncritical paths. This information helps you choose which project
activities to monitor and how often to monitor them. It also suggests
strategies for getting back on track if you encounter unexpected
schedule delays (see the earlier section “Interpreting a network
diagram” for additional information on critical and noncritical
paths).

If the completion date is acceptable to your client, you’re done with your
scheduling. However, if your client wants you to finish faster than your
initial schedule allows, your analyses are just beginning.

 Be sure to double-check all major milestones here and
throughout the project to ensure the goals of the project are being
addressed.



Avoiding the pitfall of backing in to your schedule

 Beware of developing a schedule by backing in — that is,
starting at the end of a project and working your way back toward
the beginning to identify activities and estimate durations that allow
you to meet your client’s desired end date. Using this approach
substantially decreases the chances that you’ll meet the schedule for
the following reasons:

You may miss activities because your focus is on meeting a time
constraint, not on ensuring that you’ve identified all required work.
You base your duration estimates on what you can allow activities to
take rather than what they’ll actually require.

We were reviewing a colleague’s project plan a while back and noticed
that they had allowed one week for their final report’s review and
approval. When we asked them whether they thought this estimate was
realistic, they replied that it certainly wasn’t realistic but that they had to
use that estimate for the project plan to work out. In other words, they
were using time estimates that totaled to the number they wanted to
reach rather than ones they thought they could meet.

 A project plan is a roadmap that, if followed, will lead to project
success. To have the greatest chance of achieving that success, the
following must happen:

The plan must be complete and accurate (that is, performing all parts
of the project in accordance with the plan will actually result in
project success).
The plan must be feasible (in other words, there can be no instances
where performing one or more parts of the project in accordance
with the plan is determined to be impossible).



People must believe the plan is complete, accurate, and feasible (it’s
not enough that the plan is complete, accurate, and feasible; people
must know it and believe it, too).
People must commit to following the plan (in other words, people
must make every effort to perform their project work in accordance
with the plan and follow through on their commitment).

Basing a project schedule on estimates of activity durations you know
are impossible to achieve may allow you to produce a schedule that
makes it appear you can finish the project by the required end date.
However, as soon as people have difficulty meeting an established date,
they’ll stop trying to meet it, rationalizing that they knew before they
began that meeting that date would be impossible.

Meeting an established time constraint
Suppose your initial schedule has you finishing your project in three
months, but your client wants the results in two months. Consider the
following options for reducing the length of your critical paths:

Recheck the original duration estimates.
Be sure you’ve clearly described the activity’s work.
If you used past performance as a guide for developing the
durations, validate that all characteristics of your current
situation are the same as those of the previous one.
Ask other experts and the people who’ll actually be doing the
work on these activities to review and validate your estimates.

Consider using more-experienced personnel. Sometimes more-
experienced personnel can get the same work done in less time. Of
course, using more-experienced people may cost you more money.
Consider different strategies for performing the activities. As an
example, if you estimate a task you’re planning to do internally to
take three weeks, see whether you can find an external contractor
who can perform it in two weeks.



Consider fast tracking — performing tasks that are normally
done sequentially at the same time. Although fast tracking can
shorten the overall time to perform the tasks, it also increases the risk
of having to redo portions of your work, so be ready to do so.

 As you reduce the lengths of critical paths, monitor paths that
aren’t initially critical to ensure that they haven’t become critical. If
one or more paths have become critical, use these same approaches
to reduce their lengths.

Applying different strategies to arrive at your
picnic in less time
Consider the example of preparing for a picnic (from the earlier section
“Using a network diagram to analyze a simple example”) to see how you
can apply these approaches for reducing a project’s time to your own
project.

Figure 7-6 earlier in this chapter illustrates your initial 57-minute plan. If
arriving at the lake in 57 minutes is okay, your analysis is done. But
suppose you and your friend agree that you must reach the lake no later
than 45 minutes after you start preparing on Saturday morning. What
changes can you make to save you 12 minutes?

 You may be tempted to change the estimated time for the drive
from 30 minutes to 18 minutes, figuring that you’ll just drive faster.
Unfortunately, doing so doesn’t work if the drive really takes 30
minutes. Remember, your plan represents an approach that you
believe has a chance to work (though not necessarily one that’s
guaranteed). If you have to drive at speeds in excess of 100 miles
per hour over dirt roads to get to the lake in 18 minutes, reducing
the duration estimate has no chance of working (though it does
have an excellent chance of getting you a speeding ticket).



To develop a more realistic plan to reduce your project’s schedule, take
the following steps:

1. Start to reduce your project’s time by finding the critical path
and reducing its time until a second path becomes critical.

2. To reduce your project’s time further, shorten both critical paths
by the same amount until a third path becomes critical.

3. To reduce the time still further, shorten all three critical paths by
the same amount of time until a fourth path becomes critical,
and so on, until every path in the project is critical.

Performing activities at the same time
One way to shorten the time it takes to do a group of activities is by
taking one or more activities off the critical path and doing them in
parallel with the remaining activities. However, often you have to be
creative to simultaneously perform activities successfully.

Consider the 57-minute solution to the picnic example in Figure 7-6.
Assume an ATM is next to the gas station that you use. If you use a full-
service gas island, you can get money from the ATM while the attendant
fills your gas tank. As illustrated in Figure 7-7, this strategy allows you
to perform Activities 2 and 6 at the same time — in a total of ten
minutes rather than the 15 minutes you indicated in the initial network
diagram.
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FIGURE 7-7: Getting gas at the full-service island and cash at the nearby ATM.

At first glance, it appears you can cut the total time down to 52 minutes
by making this change. But look again. These two activities aren’t on the
critical path, so completing them more quickly has no impact on the
overall project schedule. (Before you think you can save five minutes by
helping your friend make the sandwiches, remember that you agreed you
can’t swap jobs.)

Now you have to try again. This time, keep in mind you must reduce the
length of the critical path if you want to save time. Here’s another idea:
On your drive to the lake, you and your friend are both in the car, but
only one of you is driving. The other person is just sitting there. If you
agree to drive, your friend can load the fixings for the sandwiches into
the car and make the sandwiches while you drive. This adjustment
appears to take ten minutes off the critical path. But does it really?

The diagram in Figure 7-6 shows that the upper path (Activities 2 and 6)
takes 15 minutes and the lower path (Activities 7 and 3) takes 20
minutes. Because the lower path is the critical path (and the upper path
has five minutes of slack), removing up to five minutes from the lower
path can reduce the time to complete the overall project by the same



amount. However, reducing the lower path by five minutes makes it the
same length (15 minutes) as the upper path, which means that both paths
are now critical.

Figure 7-8 reveals that taking five more minutes off the lower path (to
reflect that the sandwiches take ten minutes to make) doesn’t save more
time for the overall project because the upper path still takes 15 minutes.
However, removing the extra five minutes from the lower path does give
it five minutes of slack.

© John Wiley & Sons, Inc.
FIGURE 7-8: Making sandwiches while driving to the lake.

Now you can consider using your first idea to get money at the ATM
while an attendant fills your car with gas. This time, this move can save
you five minutes because the upper path is now critical. Figure 7-9
reflects this change in your network diagram.
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FIGURE 7-9: Getting gas at the full-service island while getting cash at the nearby ATM and
making sandwiches while driving to the lake.

Finally, you can decide which lake to visit and load the car at the same
time, which saves you an additional two minutes. Figure 7-10 illustrates
the final 45-minute solution. Note: For clarity, we’ve added to the
original list of activities four milestones (Project Started, Project Ended,
Ready to load car, and Ready to drive) and two summary activities
(related to preparation and travel). We didn’t link either summary
activity directly to other project activities, because the subactivities
under the two summary activities are already linked to other activities or
milestones.
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FIGURE 7-10: Getting to your picnic at the lake in 45 minutes.

 Consider a situation in which you have to complete two or more
activities before you can work on two or more new ones. Show this
relationship in your diagram by defining a milestone that represents
completion of the activities, drawing arrows from the activities to
this milestone and then drawing arrows from that milestone to the
new activities (refer to Figure 7-9).

In the example, you first complete the activities Get money, Buy
gasoline, and Boil eggs, and then you can perform the activities Load
car and Decide which lake. You represent this relationship by drawing
arrows from each of the first three activities to a newly defined
milestone, Ready to load car, and by drawing arrows from that milestone
to the activities Load car and Decide which lake.

 If you think this analysis is getting complicated, you’re right.
You pay a price to perform a group of activities faster. This price
includes:



Increased planning time: You have to precisely detail all the
activities and their interrelationships because you can’t afford to
make mistakes.
Increased risks: The list of assumptions grows, increasing the
chances that one or more will turn out to be wrong.

In the picnic-at-the-lake example, you make the following assumptions
to arrive at a possible 45-minute solution:

You can get right into the full-service island at a little after 8 a.m.
Attendants are available to fill up your tank as soon as you pull into
the full-service island.
The ATM is available and working when you pull into the full-
service island.
You and your friend can load the car and make a decision together
without getting into an argument that takes an hour to resolve.
Your friend can make sandwiches in the moving car without totally
destroying the car’s interior in the process.

While making assumptions can increase the risk that you may not meet
your project schedule, identifying the assumptions you make can
improve your ability to increase the chances that they will come true —
or at least convince you to develop contingency plans in case they don’t.

Consider your assumption that you can get right into a full-service island
at about 8 a.m. on Saturday. You can call the gas station owner and ask
whether your assumption is reasonable. If the gas station owner tells you
they have no idea how long you’ll have to wait for someone to pump
your gas, you may ask them whether paying $200 in cash would make a
difference. When they immediately promise to cordon off the full-
service island from 7:55 a.m. until 8:20 a.m. and assign two attendants to
wait there, one with the nozzle and the other ready to accept your
payment (so you’ll be out in ten minutes), you realize you can reduce
most uncertainties for a price! Your job is to determine how much you
can reduce the uncertainty and what price you have to pay to do so.



 When developing schedule options, it’s not your job to preempt
someone else from making a decision. Instead, you want to present
all options and their associated costs and benefits to the decision-
maker so that person can make the best decision. In this instance,
you should have told your friend about the helicopter option so they
could have considered it when they made the final decision. Of
course, to help in their decision-making, you as the PM may be
asked for your recommendations.

Estimating Activity Duration
A duration estimate is your best sense of how long you need to perform
an activity. The estimate isn’t how long you want the activity to take or
how long someone tells you it must take; the estimate is how long you
think it really will take.

 Overly optimistic or unrealistically short duration estimates can
cause an activity to take longer than necessary for the following
two reasons:

Because unrealistic estimates appear to meet your schedule targets,
you don’t seek realistic alternative strategies that increase the
chances of accomplishing activities in their declared durations.
If people believe duration estimates are totally unrealistic, they’ll
stop trying to achieve them. When delays occur during an activity,
team members will accept them as inevitable instead of seeking ways
to overcome them.

The next section dives into what you need to accurately estimate activity
duration, including an understanding of the activity’s components and
processes and the resources required to support these processes.



Determining the underlying factors
The underlying makeup of an activity determines how long it will take to
complete. Therefore, accurately estimating that activity’s duration
requires you to describe its different aspects and determine the effect of
each one on the activity’s length.

 When estimating an activity’s duration, consider past
experience, expert opinion, and other available sources of
information to clarify the following components of the activity:

Work performed by people: Physical and mental activities that
people perform, such as writing a report, assembling a piece of
equipment, and thinking of ideas for an ad campaign.
Work performed by nonhuman resources: Activities that
computers and other machines perform, such as testing software on a
computer and printing copies of a report on a high-speed copier.
Physical processes: Physical or chemical reactions, such as concrete
curing, paint drying, and grass growing.
Time delays: Time during which nothing is happening, such as
needing to reserve a conference room two weeks before holding a
meeting (time delays are typically due to the unavailability of
resources, including people and physical resources, such as parts
needed for assembly).

Considering resource characteristics
Knowing the types of resources an activity requires can help you
improve your estimate of the activity’s duration. For example, not all
copy machines generate copies at the same rate. Specifying the
characteristics of the particular machine you’ll use to make copies can
improve the activity’s duration estimate.

To support project work, you may need the following types of resources:
personnel, equipment, facilities, raw materials, information, and funds.



For each resource you need, you have to determine these two
characteristics:

Capacity, or productivity per unit time period
Availability, or when a resource will be available

For example, a copy machine that produces 1,000 copies per minute can
complete a job in half the time a machine that produces 500 copies per
minute requires. Likewise, a large printing job can take half as long if
you have access to a copy machine for four hours a day rather than two
hours a day (see Chapter 9 for more information on estimating project
requirements for nonhuman resources).

Improving activity duration estimates
In addition to ensuring accurate and complete data, do the following to
improve the quality of your duration estimates (see Chapter 6 for more
details about how to define and describe your project’s activities):

Clearly define your activities by minimizing the use of technical
jargon and describing work processes fully.
Subdivide your activities until your lowest-level activity estimates
are two weeks or less.
Clearly define activity start and end points.
Involve the people who’ll perform an activity when estimating its
duration.
Minimize the use of fudge factors. A fudge factor, or cushion, is an
amount of time you add to your best estimate of duration “just to be
safe.” Automatically estimating your final duration estimates to be
50 percent greater than your initial ones is an example. Fudge factors
compromise your project planning for the following reasons:

Work tends to expand to fill the allotted time. If you’re able to
finish an activity in two weeks but use a 50-percent fudge
factor to indicate a duration of three weeks, the likelihood that
you’ll finish in less than three weeks is almost zero.



People use fudge factors to avoid studying activities in
sufficient depth; as a result, they can’t develop viable
performance strategies.
Team members and other project audiences lose faith in your
plan’s accuracy and feasibility because they know you’re
playing with numbers rather than thinking activities through
in detail.

 No matter how hard you try, accurately estimating duration can
be next to impossible for some activities. For example, you may
have an exceptionally difficult time coming up with accurate
duration estimates for activities you haven’t done before, activities
you’ll perform in the distant future, and activities with a history of
unpredictability. In these cases:

Make the best estimate you can by following the approaches and
guidelines in this section.
Closely monitor activities as your project unfolds to identify details
that may affect your initial estimate.
Reflect any changes in your project schedule as soon as you become
aware of them.

In situations where you’ve performed an activity many times before and
have historical data on how long it took each time, you may be able to
estimate with confidence how long the activity will take the next time
you perform it. In less-certain situations, however, you may choose to
consider the activity’s duration as a random variable that can have a
range of values with different probabilities.

The program evaluation and review technique (PERT) is a network
analysis methodology that treats an activity’s duration as a random
variable with the probability of the variable having different values
being described by a Beta distribution. According to the characteristics



of a Beta distribution, you determine the average value (also called the
expected value) of the activity’s duration from the following three time
estimates:

Optimistic estimate (to): If you perform the activity 100 times, its
duration would be greater than or equal to this number 99 times.
Most likely estimate (tm): If you perform the activity 100 times, the
duration would be this number more times than any other.
Pessimistic estimate (tp): If you perform this activity 100 times, its
duration would be less than or equal to this number 99 times.

The expected value of the duration (te) is then defined by the following
formula: 

 If only a small number of activities in your network is uncertain,
you may assign their durations to be equal to their expected values
and determine the critical path, earliest and latest start and finish
times, and slack times as described earlier in this chapter. However,
if all activities in your network are uncertain, you may choose to
develop three time estimates for each activity. In this case, you can
use the properties of the Beta distribution to determine the
probability that the length of the critical path falls within specified
ranges on either side of its expected value.

Displaying Your Project’s Schedule
Unless all your activities are on a critical path, your network diagram
doesn’t specify your exact schedule. Rather, it provides information for
you to consider when you develop your schedule. After you select your
actual dates, choose one of the following commonly used formats in
which to present your schedule:



Milestone list: A table that lists milestones and the dates you plan to
reach them.
Activity list: A table that lists activities and the dates you plan to
start and end them.
Combined milestone and activity report: A table that includes
milestone and activity dates.
Gantt (or bar) chart: A timeline that illustrates when each activity
starts, how long it continues, and when it ends.
Combined milestone and Gantt chart: A timeline that illustrates
when activities start, how long they continue, when they end, and
when selected milestones are achieved.

Figure 7-11 presents the 45-minute schedule for your picnic at the lake
(from Figure 7-10 earlier in this chapter) in a combined milestone and
activity report.
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FIGURE 7-11: Representing your picnic-at-the-lake schedule in a combined milestone and
activity report.

You may combine two or more formats into a single display. Figure 7-12
illustrates a combined WBS, responsibility assignment matrix (see
Chapter 12), and Gantt chart (in which triangles represent milestones)
for the picnic-at-the-lake example. In addition to requiring less
paperwork to prepare and being easier to update and maintain than
separate documents, a combined display can provide greater insight into
the plan by presenting two or more aspects together for ready
comparison.

You may also choose to display your project schedule with an Interface
Gantt chart. In addition to including all the information you find in a
simple Gantt chart, the Interface Gantt chart represents dependencies
between the project’s activities and milestones with arrows drawn
between the bars. The picnic-at-the-lake 45-minute schedule is presented
in Figure 7-13 with an Interface Gantt chart.
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FIGURE 7-12: Representing your picnic-at-the-lake schedule in a combined WBS,
responsibility assignment matrix, and Gantt chart.

 Each format can be effective in particular situations. Consider
the following guidelines when choosing the format in which to
display your schedule:

Milestone lists and activity lists are more effective for indicating
specific dates.
The Gantt chart provides a clearer picture of the relative lengths of
activities and times when they overlap.



The Gantt chart provides a better high-level overview of a project.
The Interface Gantt chart has all the benefits of the plain Gantt chart
plus it illustrates the order in which the activities are performed.

© John Wiley & Sons, Inc.
FIGURE 7-13: Representing your picnic-at-the-lake schedule in an Interface Gantt chart.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 7-4 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 7-4 Chapter 7 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This
Chapter

Location in
PMBOK 7 Comments

Definition of
network diagram

“Picture This: Illustrating
a Work Plan with a
Network Diagram”

4.6.6. Visual
Data and
Information

The terms and discussions
in both books are very
similar.

Reading and
interpreting a
network diagram

“Analyzing a Network
Diagram” 3. Definitions

The terms and approaches
in both books are very
similar.

Understanding
precedence

“Determining
precedence” 3. Definitions

The definition and
discussion of this topic are
the same in both books.

Developing the
schedule

“Developing Your
Project’s Schedule”

2.4.2.2.
Estimating

The terms and approaches
in both books are very
similar.

Estimating
duration

“Estimating Activity
Duration”

2.4.2.2.
Estimating

The terms and approaches
in both books are very
similar.

Displaying the
schedule

“Displaying Your
Project’s Schedule”

2.4.2.3.
Schedules

The terms and approaches
in both books are very
similar.



Chapter 8
Establishing Whom You Need,
How Much of Their Time, and

When
IN THIS CHAPTER

 Focusing first on people’s abilities
 Accurately planning your project’s personnel needs
 Striking a balance among all your resource commitments

Consider the following declaration by a stressed-out project manager:
“We’ve done so much with so little for so long [that] they now expect us
to do everything with nothing!”

Of course, the truth is you can’t accomplish anything for nothing;
everything has a cost. You live in a world of limited resources and not
enough time, which means you always have more work to do than the
available time and resources will support. However, carefully
determining the number and characteristics of the personnel you need to
perform your project and when you’ll need them increases your chances
of succeeding by enabling you to do the following:

Ensure the most qualified people available are assigned to each task.
Explain more effectively to team members what you’re asking them
to contribute to the project.
Develop more-accurate and more-realistic schedules.
Ensure that people are on hand when they’re needed.
Monitor resource expenditures to identify and address possible
overruns or underruns.



Some organizations have procedures that require you to detail and track
every resource on every project. Other organizations don’t formally plan
or track project resources at all. However, even if your organization
doesn’t require you to plan your resource needs and track your resource
use, doing so will be invaluable to your project’s success.

This chapter helps you figure out whom you need on your project, when,
and for how long. It also discusses how to identify and manage
conflicting demands for people’s time.

Getting the Information You Need to
Match People to Tasks

Your project’s success rests on your ability to enlist the help of
appropriately qualified people to perform your project’s work. In
addition to a person’s availability, their ability to perform a task is
determined by the following:

Skill: Ability to do something well
Knowledge: Familiarity, awareness, or understanding of facts or
principles about a subject
Interest: Curiosity or concern about something

 Possessing the necessary skills and knowledge means you’re
capable of doing a task. Also, being interested in the task increases
the chances you’ll apply your skills and knowledge to actually
accomplish the task successfully.

The level of skills and knowledge you’ll require to perform an activity
successfully depends on whether you’ll be working under someone
else’s guidance and direction, working independently, or managing
others who are applying the skills and knowledge.



As you find out in the following sections, getting appropriately qualified
people to perform your project’s activities entails the following steps:

Determining the skills and knowledge that each activity requires.
Confirming that the people assigned to those activities possess the
required skills and knowledge and that they’re genuinely interested
in working on their assignments.

Deciding what skills and knowledge team
members must have
To begin deciding the skills and knowledge that people must have for
your project, obtain a complete list of all your project’s activities.
Specify your project’s activities by decomposing all the work packages
in your project’s work breakdown structure (WBS) into the individual
actions required to complete them (work packages are the lowest-level
components in a WBS).

 You may find information to help you complete this task in your
project’s WBS dictionary; you identify and describe your project’s
activities and their important characteristics — such as a unique
name and identifier code, duration, predecessors, and successors —
in this document (see Chapter 6 for details on WBS dictionaries and
decomposition).

Next, determine each activity’s skill and knowledge requirements by
reviewing activity descriptions and consulting with subject-matter
experts, your human resources department, functional department
managers, and people who have worked on similar projects and
activities in the past.



 Whenever possible, use skill and knowledge names and
descriptions that are generally used and understood by people
involved in projects like yours and in descriptions of skills and
knowledge possessed by people who will be considered as potential
candidates for your project.

Because you’ll ask functional managers and others in the organization to
assign staff with the appropriate skills and knowledge to your project,
you should ask these people before you prepare your list of required
skills and knowledge what schemes (if any) they or the organization
currently use to describe staff’s skills and knowledge. Then, if possible,
you can use the same or a similar scheme to describe your project’s skill
and knowledge requirements to make it easier for the managers to
identify those people who are appropriately qualified to address your
project’s requirements.

 A skills and knowledge registry is a list of skills and knowledge
areas typically required to perform activities in a particular
environment. For example, you may have skills and knowledge
registries for different organizational units (such as human
resources, finance, or manufacturing) or for different disciplines
(such as engineering, chemistry, or law). These registries may be
prepared by professional societies, educational institutions, business
organizations, or government entities.

If your organization doesn’t have a skills and knowledge registry in one
or more areas, you may consider helping to develop one.

A possible format of a skills and knowledge registry that contains all the
activities performed in Project A in your organization is presented in
Figure 8-1. The left column contains the identifying code of the skill or
knowledge required (the figure contains skills labeled S1 for Skill #1
and so on, and knowledge areas labeled K1 for Knowledge area #1 and



so on), and the next two columns contain the name and a brief
description of each of the skills and knowledge areas listed.

© John Wiley & Sons, Inc.
FIGURE 8-1: Listing skills and knowledge that may be required to perform activities in your
organization in a skills and knowledge registry.

Figure 8-2 shows a sample of a skills and knowledge requirements list
for a project. A project’s skills and knowledge registry contains a single



entry for each skill and knowledge area that’s required to perform one or
more activities in the project. However, the project’s skills and
knowledge requirements list includes all the skill and knowledge areas
that are required to perform each activity in the project. For example, if
the skill of questionnaire design is required to perform five different
activities in a project, it would be listed five separate times in the
project’s skills and knowledge requirements list. However, it would be
listed only once in the project’s skills and requirements registry.
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FIGURE 8-2: Displaying the skills and knowledge required to perform the activities in
[Project Name] in a skills and knowledge requirements list.

 For most situations, you need to know two pieces of information
about a task to determine the qualifications a person must have to
perform it:

The required levels of proficiency in the needed skills and
knowledge.
Whether the assignment will entail working under someone else’s
guidance when applying the skills or knowledge, working alone to
apply the skills or knowledge, or managing others who are applying
the skills or knowledge.

An example of a scheme that describes these two aspects of a skill or
knowledge requirement is (X, Y). X is the required level of proficiency in
the skill or knowledge and can have the following values:

1 = requires a basic level of proficiency
2 = requires an intermediate level of proficiency
3 = requires an advanced level of proficiency

Y is the amount of oversight required when applying the skill or
knowledge and has the following values:

1 = must work under supervision when applying the skill or
knowledge
2 = must be able to work independently, with little or no direct
supervision, when applying the skill or knowledge
3 = must be able to manage others who are applying the skill or
knowledge



Further, the more clearly you define a skill or knowledge and the level of
proficiency in that skill or knowledge required to perform a task, the
better able you are to obtain a person who is qualified to perform the job.

Therefore, if you express proficiency as being basic, intermediate, or
advanced, you must define clearly what each term means. As an
example, for the skill of typing, you may decide that typing 30 words per
minute or less with no errors is a basic level of proficiency, typing
between 30 and 80 is an intermediate level, and typing more than 80
words per minute is an advanced level. Whatever your specific criteria
are for deciding whether a person’s proficiency in a skill or knowledge is
basic, intermediate, or advanced, be sure to document them and make
them available to all people involved in selecting people for your project
team.

 In addition to providing a basis for assigning appropriately
qualified people to project teams, information about employees’
skills and knowledge can also support the following:

Training: The organization can develop or make available training
in areas in which it has shortages.
Career development: The organization can encourage individuals to
develop skills and knowledge that are in short supply to increase
their opportunities for assuming greater responsibilities in the
organization.
Recruiting: Recruiters can look to hire people who have the
capabilities that will qualify them for specific job needs in the
organization.
Proposal writing and new business development: Proposals can
include information about people’s skills and knowledge to
demonstrate the organization’s capability to perform particular types
of work.



Representing team members’ skills, knowledge,
and interests in a skills matrix
Whether you’re able to influence who’s assigned to your project team,
people are assigned to your team without your input, or you assume the
role of project manager of an existing team, you need to confirm the
skills, knowledge, and interest of your team members.

If you have a team that was assembled without considering your opinion
on the capabilities needed to perform your project’s work, you must find
out team members’ skills, knowledge, and interests so you can make the
most appropriate task assignments. If some or all of your team has been
chosen in response to the specific skills and knowledge needs that you
discussed with the organization’s management, you should document
people’s skills and knowledge and verify their interests, in case you need
to assign people to unanticipated tasks that crop up or you have to
replace a team member unexpectedly.

A skills matrix is a table that displays people’s proficiency in specified
skills and knowledge, as well as their interest in working on assignments
that require these skills and knowledge. Figure 8-3 presents an example
of a portion of a skills matrix. The left column identifies skill and
knowledge areas, and the top row lists people’s names. At the
intersection of the rows and columns, you identify the level of each
person’s particular skills, knowledge, and interests.

Figure 8-3 shows that Sue has an advanced level of proficiency in
technical writing and can work independently with little or no
supervision. In addition, she’s interested in working on technical writing
assignments. Ed has an advanced level of proficiency in the area of legal
research and is capable of managing others engaged in legal research.
However, he’d prefer not to work on legal research tasks. Instead, he
wants to work on questionnaire design activities, but he currently has no
skills or knowledge in this area.
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FIGURE 8-3: Displaying people’s skills, knowledge, and interests in a skills matrix.

By the way, you may assume that you’d never assign Ed to work on a
questionnaire design activity because he has no relevant skills or
knowledge. However, if you’re trying to find more people who can
develop questionnaires, Ed is a prime candidate. Because he wants to
work on these types of assignments, he’s most likely willing to put in
extra effort to acquire the skills needed to do so.

Take the following steps to prepare a skills matrix for your team:

1. Discuss with each team member their skills, knowledge, and
interests related to the activities that your project entails.



Explain that you seek this information so you can assign people to
the tasks that they’re most interested in and qualified to perform.

2. Determine each person’s level of interest in working on the tasks
for which they have been proposed.
At a minimum, ask people whether they’re interested in the tasks for
which they’ve been proposed. If a person isn’t interested in a task,
try to find out why and whether you can do anything to modify the
assignment to make it more interesting to them.

 If a person isn’t interested in a task, you can either not ask
and not know the person isn’t interested or ask and (if you get an
honest response) know that they aren’t interested. Knowing that a
person isn’t interested is better than not knowing, because you can
consider the possibility of rearranging assignments or modifying the
assignment to address those aspects of it that the person doesn’t find
appealing.

3. Consult with team members’ functional managers and/or the
people who assigned them to your project to determine their
opinions of the levels of each team member’s skills, knowledge,
and interests.
You want to understand why these managers assigned the people
they did to your project.

4. Check to see whether any areas of your organization have
already prepared skills matrices.
Find out whether they reflect any information about the extent to
which team members have skills and knowledge that you feel are
required for your project’s activities.

5. Incorporate all the information you gather in a skills matrix and
review with each team member the portion of the matrix that
contains their information.
This review gives you the opportunity to verify that you correctly
recorded the information you found and gives the team member a



chance to comment on or add to any of the information.

Estimating Needed Commitment
Just having the right skills and knowledge to do a task doesn’t guarantee
that a person will successfully complete it. The person must also have
sufficient time to perform the necessary work. This section tells you how
to prepare a human resources matrix to display the amount of effort
people will have to put in to complete their tasks. In addition, this
section explains how you can take into account productivity, efficiency,
and availability to make your work-effort estimates more accurate.

Using a human resources matrix
Planning your personnel needs begins with identifying whom you need
and how much effort they have to invest. You can use a human resources
matrix to display this information (see Figure 8-4 for an example of this
matrix). The human resources matrix depicts the people assigned to each
project activity and the work effort each person will contribute to each
assignment.

© John Wiley & Sons, Inc.
FIGURE 8-4: Displaying personnel needs in a human resources matrix.



Work effort or person effort is the actual time a person spends doing an
activity. One person-hour of work effort is equal to the amount of work
done by one person working full time for one hour. You can express
work effort in units of person-hours, workdays, man-weeks (technically
accurate, although not inclusive), and so forth.

Work effort is related to, but different from, duration. Work effort is a
measure of resource use; duration is a measure of time passage (see
Chapter 7 for more discussion of duration). Consider the work effort to
complete the questionnaire design work package in the human resources
matrix in Figure 8-4. According to the matrix, J. Jones works on this
activity for 32 person-hours, and an unnamed analyst works on it for 24
person-hours.

Knowing the work effort required to complete a work package alone,
however, doesn’t tell you the duration of the work package. For
example, if both people assigned to the questionnaire design work
package in Figure 8-4 can do their work on it at the same time, if they’re
both assigned 100 percent to the project, and if no other aspects of the
task take additional time, the activity may be finished in four days.
Assuming one workday is equal to eight person-hours, J. Jones requires
at least four days to complete his 32 person-hours of work, and the
analyst requires at least three days to complete their 24 person-hours of
work. Because they’re working concurrently, the fastest they can both be
done is in four days. However, if either person is available for less than
100 percent of the time, if one or both people must work overtime, or if
one person has to finish their work before the other can start, the
duration will be greater than four days.

Identifying needed personnel in a human
resources matrix
Begin to create your human resources matrix by specifying in the top
row the different types of personnel you need for your project. You can
use three types of information to identify the people you need to have on
your project team:



Skills and knowledge: The specific skills and knowledge that the
person who’ll do the work must have
Position name or title: The job title or position name of the person
who’ll do the work
Name: The name of the person who’ll do the work

Eventually, you want to specify all three pieces of information for each
project team member. Early in your planning, try to specify needed skills
and knowledge, such as must be able to develop work-process flowcharts
or must be able to use Microsoft PowerPoint. If you can identify the
exact skills and knowledge that a person must have for a particular task,
you increase the chances that the proper person will be assigned.

 Often, you want to identify people you want on your project by
name. The reason is simple: If you’ve worked with someone before
and they did a good job, you want to work with them again. This
method is great for that person’s ego, but unfortunately, it often
reduces the chances that you’ll get an appropriately qualified
person to work on your project. People who develop reputations for
excellence often get more requests to participate on projects than
they can handle. When you don’t specify the skills and knowledge
needed to perform the particular work on your project, the manager
— who has to find a substitute for that overextended person — has
to infer or assume what skills and knowledge the alternate needs to
have.



 On occasion, you may use a position description or title (such as
operations specialist) to identify a needed resource. In doing so, you
assume anyone with that title has the necessary skills and
knowledge. Unfortunately, titles are often vague, and position
descriptions are frequently out of date. Therefore, using titles or
position descriptions are risky ways to get the right person for the
job.

Estimating required work effort
For all work packages, estimate the work effort that each person has to
invest and enter the numbers in the appropriate boxes in the human
resources matrix (refer to Figure 8-4). As you develop your work-effort
estimates, do the following:

Describe in detail all work related to performing the activity.
Include work directly and indirectly related:

Examples of work directly related to an activity include
writing a report, meeting with clients, performing a laboratory
test, and designing a new logo.
Examples of indirectly related work include receiving training
to perform activity-related work and preparing periodic
activity-progress reports.

Consider history. Past history doesn’t guarantee future performance,
but it does provide a guideline for what’s possible. Determine
whether a work package has been done before. If it has, review
written records to determine the work effort spent on it. If written
records weren’t kept, ask people who’ve done the activity before to
estimate the work effort they invested.

 When using prior history to support your estimates, make
sure:



The people who performed the work had qualifications and
experience similar to those of the people who’ll work on your
project.
The facilities, equipment, and technology used were similar to
those that’ll be used for your project.
The timeframe was similar to the one you anticipate for your
project.

Have the person who’ll actually do the work participate in
estimating the amount of work effort that will be required.
Having people contribute to their work-effort estimates provides the
following benefits:

Their understanding of the activity improves.
The estimates are based on their particular skills, knowledge,
and prior experience, which makes them more accurate.
Their commitment to do the work for that level of work effort
increases.

 If you know who’ll be working on the activity, have those
people participate during the initial planning. If people don’t join the
project team until the start of or during the project, have them review
and comment on the plans you’ve developed. Then update your
plans as needed.
Consult with experts familiar with the type of work you need
done on your project, even if they haven’t performed work
exactly like it before. Incorporating experience and knowledge from
different sources improves the accuracy of your estimate.

Factoring productivity, efficiency, and availability
into work-effort estimates
Being assigned to a project full time doesn’t mean a person can perform
project work at peak productivity 40 hours per week, 52 weeks per year.



Additional personal and organizational activities reduce the amount of
work people produce. Therefore, consider each of the following factors
when you estimate the number of hours that people need to complete
their project assignments:

Productivity: The results a person produces per unit of time that
they spend on an activity. The following factors affect a person’s
productivity:

Knowledge and skills: The raw talent and capability a person
has to perform a particular task
Prior experience: A person’s familiarity with the work and
the typical problems of a particular task
Sense of urgency: A person’s drive to generate the desired
results within established timeframes (urgency influences a
person’s focus and concentration on an activity)
Ability to switch among several tasks: A person’s level of
comfort moving to a second task when they hit a roadblock in
their first one so that they don’t sit around stewing about their
frustrations and wasting time
The quality and setup of the physical environment:
Proximity and arrangement of a person’s furniture and the
support equipment they use; also the availability and
condition of the equipment and resources

Efficiency: The proportion of time a person spends on project work
as opposed to organizational tasks that aren’t related to specific
projects. The following factors affect a person’s efficiency:

Non-project-specific professional activities: The time a
person spends attending general organization meetings,
handling incidental requests, and reading technical journals
and periodicals about their field of specialty
Personal activities: The time a person spends getting a drink
of water, going to the restroom, organizing their work area,



conducting personal business on the job, and talking about
non-work-related topics with co-workers

THE TRUTH IS OUT: HOW WORKERS
REALLY SPEND THEIR TIME

A study concluded that the typical office-based employee spends less than four
hours of an eight-hour workday on preplanned project activities and work
assignments. The interviewers in this study spoke to people with a wide range
of job responsibilities from numerous organizations across multiple industries.
In other words, the typical employee in this study averaged a work efficiency of
less than 50 percent!

Several organizations over the years have conducted similar studies of their
own operations. These organizations all found workers’ efficiency to be about
75 percent. You may think the workers in these companies were more efficient
than the ones in the previous study, but, in fact, these studies were biased. The
people surveyed wanted their organizations to think they were spending most
of their time working on project assignments, and the organizations wanted to
believe their employees were doing so. Still, the organization studies found that
people spent about 25 percent of each day doing something other than
preplanned, project-related activities (such as getting coffee, taking extended
breaks, hitting the restroom, having idle chats in the hallway, and so on). Oh,
and productivity estimates for employees who work primarily from home are
even more bleak: they are upwards of 50 percent less efficient than their office-
based counterparts!

The more time a person spends each day on non-project-specific and
personal activities, the less time they have to work on their project
assignments. Check out the nearby sidebar “The truth is out: How
workers really spend their time” for more info. We also discuss
efficiency in the upcoming two sections.
Availability: The portion of time a person is at the job as opposed to
on leave. Organizational policies regarding employee vacation days,
sick days, holidays, personal days, mental health days, administrative
leave, and so on define a person’s availability.



 When deciding how many work-hours to budget for a person to
do a particular task, adjust the number required at peak
performance to allow for actual levels of productivity, efficiency,
and availability.

Reflecting efficiency when you use historical data
How you reflect efficiency in your estimates depends on whether and
how you track work effort. If you base your work-effort estimates on
historical data from time sheets and if either of the following situations
is true, you don’t have to factor in a separate measure for efficiency:

Your time sheets have one or more categories to show time spent
on non-project-specific work, and people accurately report the
actual time they spend on their different activities. In this case,
the historical data represent the actual number of hours people
worked on the activity in the past. Thus, you can comfortably use the
numbers from your time sheets to estimate the actual level of effort
this activity will require in the future, as long as people continue to
record in separate categories the hours they spend on non-project-
specific activities.
Your time sheets have no category for recording time spent on
non-project-specific work. However, you report accurately (by
activity) the time you spend on work-related activities, and you
apportion in a consistent manner your non-project-specific work
among the available project activities. In this case, the historical
data reflect the number of hours that people recorded they spent on
the activity in the past, which includes time they actually spent on
the activity and a portion of the total time they spent on non-project-
specific work.
Again, if people’s time-recording practices haven’t changed, you can
use these numbers to estimate the hours that people will record doing
this same activity in the future.



 When collected properly, time sheets provide the most reliable
source of past experience. However, the following time sheet
practices can cause the data in them to be inaccurate or, at best,
questionable:

People aren’t allowed to record overtime, so some hours actually
spent on an activity may never be known.
People fill out their time sheets for a period several days before the
period is over, so they must guess what their hourly allocations for
the next several days will be.
People copy the work-effort estimates from the project plan onto
their time sheets each period instead of recording the actual number
of hours they spend.

If any of these situations exists in your organization, don’t use historical
data from time sheets to support your work-effort estimates for your
current project. Instead, use one or more of the other approaches
discussed in the earlier section “Estimating required work effort.”

Accounting for efficiency in personal work-effort
estimates
If you base work-effort estimates on the opinions of people who’ll do the
activities or who have done similar activities in the past rather than on
historical records, you have to factor in a measure of efficiency.

First, ask the person from whom you’re getting your information to
estimate the required work effort assuming they could work at 100
percent efficiency (in other words, ask them not to worry about normal
interruptions during the day, having to work on multiple tasks at a time,
and so on). Then modify the estimate to reflect efficiency by doing the
following:



If the person will use a time sheet that has one or more categories for
non-project-specific work, use their original work-effort estimate
If the person will use a time sheet that doesn’t have categories to
record non-project-specific work, add an additional amount to their
original estimate to account for their efficiency

As an example, suppose a person estimates that they need 30 person-
hours to perform a task (if they can be 100 percent efficient) and their
time sheets have no categories for recording non-project-specific work.
If you estimate that they’ll work at about 75 percent efficiency, allow
them to charge 40 person-hours to your project to complete the task (75
percent of 40 person-hours is 30 person-hours — the amount you really
need).

Failure to consider efficiency when estimating and reviewing project
work effort can lead to incorrect conclusions about people’s
performance. Suppose your manager assigns you a project on Monday
morning. They tell you the project will take about 40 person-hours, but
they really need it by Friday close of business. You work intensely all
week and finish the task by Friday close of business. In the process, you
record 55 hours for the project on your time sheet.

If your manager doesn’t realize that their initial estimate of 40 person-
hours was based on your working at 100 percent efficiency, they’ll think
you took 15 hours longer than you should have. On the other hand, if
your manager recognizes that 55 person-hours on the job translates into
about 40 person-hours of work on specific project tasks, they will
appreciate that you invested extra effort to meet the aggressive deadline.

 Although your performance is the same, overlooking the impact
of efficiency makes you appear less capable, while correctly
considering it makes you appear intensely dedicated.

The longer you’re involved in an assignment, the more important
efficiency and availability become. Suppose you decide you have to



spend one hour on an assignment. You can reasonably figure your
availability is 100 percent and your efficiency is 100 percent, so you
charge one hour for the assignment. If you need to spend six hours on an
assignment, you can figure your availability is 100 percent, but you must
consider 75 percent efficiency (or a similar planning figure). Therefore,
charge one workday (eight work hours) to ensure that you can spend the
six hours on your assignment.

However, if you plan to devote one month or more to your assignment,
you’ll most likely take some leave days during that time. Even though
your project budget doesn’t have to pay for your annual or sick leave,
one person-month means you have about 97 hours for productive work
on your assignment, assuming 75 percent efficiency and 75 percent
availability (2,080 hours total in a year divided by 12 months in a year
multiplied by 0.75 efficiency multiplied by 0.75 availability).

The numbers in Table 8-1 depict productive person-hours available at
different levels of efficiency and availability. If your organization uses
different levels of efficiency or availability, develop your own planning
figures.

 In addition to reflecting the influence of efficiency and
availability, improve the accuracy of your work-effort estimates by
doing the following:

Clearly define your work packages. Minimize the use of technical
jargon and describe associated work processes (see Chapter 6 for
more details).
Subdivide your work. Do so until you estimate that your lowest-
level activities will take two person-weeks or less.
Review project personnel and task assignments regularly and
update the related work-effort estimates when changes occur.

TABLE 8-1 Person-Hours Available for Project Work



Productive Person-Hours Available

100 Percent Efficiency,
100 Percent Availability

75 Percent Efficiency,
100 Percent
Availability

75 Percent Efficiency,
75 Percent Availability

Productive Person-Hours Available

100 Percent Efficiency,
100 Percent Availability

75 Percent Efficiency,
100 Percent
Availability

75 Percent Efficiency,
75 Percent Availability

1
person-
day

8 6 4.5

1
person-
week

40 30 22.5

1
person-
month

173 130 98

1
person-
year

2,080 1,560 1,170

Ensuring Your Project Team
Members Can Meet Their Resource
Commitments

If you work on only one activity at a time, determining whether you’re
overcommitted can be straightforward. But suppose you plan to work on
several activities that partially overlap during a particular time period.
Then you must decide when to work on each activity to see whether
your multitasking has left you overcommitted.

This section shows you how to schedule your work effort for a task, how
to identify resource overloads, and how to resolve those overloads.

Planning your initial allocations
The first step in making sure you can handle all your project
commitments is to decide when you’ll work on each activity. If your
initial plan has you working on more than one activity at the same time,



your next task is to determine the total level of effort you’ll need to
devote each time period to meet your multiple commitments.

Begin planning out your workload by developing:

A human resources matrix (see the earlier section “Using a human
resources matrix” for more info).
A person-loading graph or chart for each individual in the human
resources matrix.

A person-loading graph (also called a resource histogram) is a bar graph
that depicts the level of work effort you’ll spend each day, week, or
month on an activity. A person-loading chart presents the same
information in a table. The graphical format highlights peaks, valleys,
and overloads more effectively, while the tabular format presents exact
work-effort amounts more clearly. Prepare a person-loading chart or
graph for each project team member.

Suppose you plan to work on Activities 1, 2, and 3 of a project. Table 8-
2 shows that Activity 1 is scheduled to take three weeks, Activity 2 two
weeks, and Activity 3 three weeks. Table 8-2 also shows that you
estimate you’ll spend 60 person-hours on Activity 1 (50 percent of your
available time over the task’s three-week period), 40 person-hours on
Activity 2 (50 percent of your available time over the task’s two-week
period), and 30 person-hours on Activity 3 (25 percent of your available
time over the task’s three-week period). Consider that you’ve already
accounted for efficiency in these estimates; see the earlier section
“Estimating Needed Commitment” for more on efficiency. If you don’t
have to work on more than one activity at a time, you should have no
problem completing each of your three assignments.

The Gantt chart in Figure 8-5 illustrates your initial schedule for
completing these three activities (check out Chapter 7 for more on Gantt
charts). However, instead of having you work on these activities one at a
time, this initial schedule has you working on both Activities 1 and 2 in
week 2 and on all three activities in week 3. You have to decide how
much effort you’ll put in each week on each of the three tasks to see



whether you can work on all three activities as they’re currently
scheduled.

As a starting point, assume you’ll spend your time evenly over the life of
each activity. That means you’ll work 20 hours a week on Activity 1
during weeks 1, 2, and 3; 20 hours a week on Activity 2 during weeks 2
and 3; and ten hours a week on Activity 3 during weeks 3, 4, and 5, as
depicted in the Gantt chart in Figure 8-5.

Determine the total effort you’ll have to devote to the overall project
each week by adding up the person-hours you’ll spend on each task each
week as follows:

In week 1, you’ll work 20 person-hours on Activity 1 for a total
commitment to the project of 20 person-hours.
In week 2, you’ll work 20 person-hours on Activity 1 and 20 person-
hours on Activity 2 for a total commitment to the project of 40
person-hours.
In week 3, you’ll work 20 person-hours on Activity 1, 20 person-
hours on Activity 2, and ten person-hours on Activity 3 for a total
commitment to the project of 50 person-hours.
In weeks 4 and 5, you’ll work ten person-hours on Activity 3 for a
total commitment to the project each week of ten person-hours.

TABLE 8-2 Planned Duration and Work Effort for Three
Activities

Activity Duration (In Weeks) Work Effort (In Person-Hours)

Activity 1 3 60

Activity 2 2 40

Activity 3 3 30



© John Wiley & Sons, Inc.
FIGURE 8-5: Planning to work on several activities during the same time period.

The person-loading graph in Figure 8-5 shows these commitments. A
quick review reveals that this plan has you working ten hours of
overtime in week 3. If you’re comfortable putting in this overtime, this
plan works. If you aren’t, you have to come up with an alternative
strategy to reduce your week 3 commitments (see the next section for
how to do this).

Resolving potential resource overloads



If you don’t change your time allocations for Activity 1, 2, and/or 3 and
you’re willing to work only a total of 40 person-hours in week 3, you’ll
wind up spending less than the number of hours you planned to on one
or more of the activities. Therefore, consider one or more of the
following strategies to eliminate your overcommitment:

Allocate your time unevenly over the duration of one or more
activities. Instead of spending the same number of hours on an
activity each week, plan to spend more hours some weeks than
others.
Suppose you choose to spend your hours unevenly over the duration
of Activity 1 by increasing your commitment by ten hours in the first
week and reducing it by ten hours in the third week, as depicted in
the Gantt chart in Figure 8-6. The person-loading graph in Figure 8-6
illustrates how this uneven distribution removes your
overcommitment in week 3.
Take advantage of any slack time that may exist in your assigned
activities. Slack time is the maximum time you can delay an activity
without delaying the earliest date by which you can finish the
complete project.
Figure 8-7 illustrates that if Activity 3 has at least one week of slack
time remaining after its currently planned end date, you can move its
start and end dates back by one week and reduce the number of
person-hours you’ll be scheduled to work on Activities 1, 2, and 3
during week 3 from 50 to 40, thereby eliminating your overload.
Although doing this means that it will take six weeks to complete
Activities 1, 2, and 3 instead of five, the fact that the one week you
delayed Activity 3 was slack time means the total time to complete
the project remains unchanged. (See Chapter 7 for a detailed
discussion of slack time.)
Assign some of the work you were planning to do in week 3 to
someone else currently on your project, to a newly assigned team
member, or to an external vendor or contractor. Reassigning ten
person-hours of your work in week 3 removes your
overcommitment.



Show the total hours that each person will spend on your project in a
summary person-loading chart, which displays the total number of
person-hours each team member is scheduled to spend on the project
each week (see Figure 8-8). This chart allows you to do the following:

Identify who may be available to share the load of overcommitted
people.
Determine the personnel budget for your project by multiplying the
number of person-hours people work on the project by their
weighted labor rates (see Chapter 9 for more information on setting
labor rates).
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FIGURE 8-6: Eliminating a resource overload by changing the allocation of hours over the
activity’s life.

Coordinating assignments across multiple
projects
Working on overlapping tasks can place conflicting demands on a
person, whether the tasks are on one project or several. Although
successfully addressing these conflicts can be more difficult when more
than one project manager is involved, the techniques for analyzing them
are the same whether you’re the only project manager involved or you’re
just one of many. This section illustrates how you can use the techniques
and displays from the previous sections to resolve resource conflicts that
arise from working on two or more projects at the same time.



© John Wiley & Sons, Inc.
FIGURE 8-7: Eliminating a resource overload by changing the start and end dates of an
activity with slack time.
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FIGURE 8-8: Showing total person-hours for a project in a summary person-loading chart.

In general, people on any of your project teams may also be assigned to
other projects you’re managing or to other project managers’ projects. If
summary person-loading charts are available for each project to which
your people are assigned, you can manage each person’s overall resource
commitments by combining the information from the projects’ summary
person-loading charts into an overall summary person-loading chart.

Figure 8-9 illustrates an overall summary person-loading chart that
shows the commitments for each person on one or more of your project
teams. This overall summary person-loading chart (titled All Projects) is
derived from the summary person-loading charts for each of your team
members’ projects.
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FIGURE 8-9: Using person-loading charts to plan your time on several projects.

Figure 8-9 indicates that you’re currently scheduled to work on Projects
A, B, and C in February for 40, 20, and 40 person-hours, respectively.
Someone requests that you be assigned to work on Project D for 80
person-hours in February.

If you assume that you have a total of 160 person-hours available in
February, you can devote 60 person-hours to Project D with no problem,
because only 100 person-hours are currently committed. However, you
don’t currently have available in February the other 20 person-hours the
person is requesting. Therefore, you can consider doing one of the
following:

Find someone to assume 20 person-hours of your commitments to
Projects A, B, or C in February.
Shift your work on one or more of these projects from February to
January or March.
Work overtime.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 8-3 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 8-3 Chapter 8 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in
This Chapter

Location in
PMBOK 7 Comments

Specifying
the
competencies
required to
perform the
different
project
activities

“Deciding
what skills and
knowledge
team
members
must have”

2.4.1.
Internal
Environment
4.6.3. Plans
4.6.6. Visual
Data and
Information

Both books emphasize the need to
specify the competencies required to
perform the project’s activities. This book
discusses how to determine the needed
competencies. PMBOK 7 uses the term
resource management plan whereas this
book uses the term human resource
management plan; the two are
interchangeable.

Maintaining a
record of
team
members’
skills,
knowledge,
and interests

“Representing
team
members’
skills,
knowledge,
and interests
in a skills
matrix”

4.6.3. Plans

Both books note the need to obtain
information about the skills and
knowledge of people who may be
assigned to your project team. This book
discusses the details and provides an
example of a skills matrix.

Specifying
and making
available the
appropriate
type and
amount of
human
resources

“Using a
human
resources
matrix”

4.6.3. Plans
2.2.1.
Project Team
Management
and
Leadership

Both books address the importance of
having qualified personnel resources
assigned to your project team. This book
explains how a human resources matrix
can be used to record the required
characteristics and amounts of needed
personnel.



Topic Location in
This Chapter

Location in
PMBOK 7 Comments

Estimating
required work
effort

“Estimating
required work
effort”

2.4.2.2.
Estimating

Both books specify several of the same
techniques for estimating the amount of
needed personnel and displaying when
they’re required. This book discusses
how to reflect productivity, efficiency, and
availability in the estimates.

Handling
multiple
resource
commitments

“Ensuring
Your Project
Team
Members Can
Meet Their
Resource
Commitments”

2.4.2.2.
Estimating
3.6.
Demonstrate
Leadership
Behaviors

Both books emphasize the importance of
handling conflicting demands for the
same resources. This book discusses
and presents examples of specific tools
and strategies for addressing and
resolving these conflicting demands.



Chapter 9
Planning for Other Resources

and Developing the Budget
IN THIS CHAPTER

 Accounting for your project’s non-personnel resources
 Preparing a detailed budget for your project

A key part of effective project management is ensuring that non-
personnel resources are available throughout the project when and where
they’re needed and according to specifications. When people are
available for a scheduled task but the necessary computers and lab
equipment aren’t, your project can have costly delays and unanticipated
expenditures. Also, your team members may experience frustration that
leads to reduced commitment.

In addition to clearly defined objectives, a workable schedule, and
adequate resources, a successful project needs sufficient funds to support
the required resources. All major project decisions (including whether to
undertake it, whether to continue it, and — after it’s done — whether it
was successful) must consider the project’s costs.

This chapter looks at how you can determine, specify, and display your
non-personnel resource needs and then how to develop your project
budget.

Determining Non-Personnel
Resource Needs

In addition to personnel, your project may require a variety of other
important resources (such as furniture, fixtures, equipment, raw



materials, and information). Plan for these non-personnel resources the
same way you plan to meet your personnel requirements (check out
Chapter 8 for more on meeting your personnel needs). As part of your
plan, develop the following:

A non-personnel resources matrix
Non-personnel usage charts
A non-personnel summary usage chart

 A non-personnel resources matrix, such as the one in Figure 9-1,
displays the following information for every lowest-level
component (or work package) in your project work breakdown
structure, or WBS (see Chapter 6 for discussion of a WBS):

The non-personnel resources needed to perform the activities that
comprise the work package. For example, Figure 9-1 shows that you
need computers, copiers, and use of a test laboratory to complete the
three listed work packages.
The required amount of each resource. For example, Figure 9-1
suggests that you need 40 hours of computer time and 32 hours of
the test laboratory to create a device. The shaded computer usage
numbers in Figure 9-1 are detailed by week in Figure 9-2 later in this
chapter.
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FIGURE 9-1: An illustration of a non-personnel resources matrix.
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FIGURE 9-2: An example of a non-personnel usage chart for computer use.

To estimate the amount of each resource you need, examine the nature of
the task and the capacity of the resource. For example, determine the
amount of copier time you need to reproduce a report by doing the
following:

1. Estimate the number of report copies.
2. Estimate the number of pages per copy.
3. Specify the copier capacity in pages per unit of time.



4. Multiply the first two numbers and divide the result by the third
number to determine the amount of copier time needed to
reproduce your reports.

Ensuring that non-personnel resources are available when needed
requires that you specify the times that you plan to use them. You can
display this information in separate usage charts for each resource.
Figure 9-2 illustrates a computer usage chart that depicts the amount of
computer time each task requires during each week of your project. For
example, the chart indicates that Task 1.2.1 requires six hours of
computer time in week 1, four hours in week 2, six hours in week 3, and
eight hours in each of weeks 4 and 5. You’d prepare similar charts for
required copier time and use of the test lab.

Finally, you display the total amount of each non-personnel resource you
require during each week of your project in a non-personnel summary
usage chart, as illustrated in Figure 9-3. The information in this chart is
taken from the weekly totals in the individual usage charts for each non-
personnel resource.

© John Wiley & Sons, Inc.
FIGURE 9-3: An example of a non-personnel summary usage chart.



Making Sense of the Dollars:
Project Costs and Budgets

In a world of limited funds, you’re constantly deciding how to get the
most return for your investment. Therefore, estimating a project’s costs
is important for several reasons:

It enables you to weigh anticipated benefits against anticipated costs
to see whether the project makes sense.
It allows you to see whether the necessary funds are available to
support the project.
It serves as a guideline to help ensure that you maintain sufficient
funds to complete the project.

Although you may not develop and monitor detailed budgets for all your
projects, knowing how to work with project costs can make you a better
project manager and increase your chances of project success. This
section looks at different types of project costs that you may encounter.
It then offers helpful tips for developing your own project budget.

Looking at different types of project costs
A project budget is a detailed, time-phased estimate of all resource costs
for your project. You typically develop a budget in stages — from an
initial rough estimate to a detailed estimate to a completed, approved
project budget. On occasion, you may even revise your approved budget
while your project is in progress (check out the later section “Refining
your budget as your project progresses” for more info).

Your project’s budget includes both direct and indirect costs. Direct costs
are costs for resources solely used for your project. Direct costs include
the following:

Salaries for team members on your project.
Specific materials, supplies, and equipment for your project.



Travel to perform work on your project.
Subcontracts that provide support exclusively to your project.

Indirect costs are costs for resources that support more than one project
but aren’t readily identifiable with or chargeable to any of the projects
individually. Indirect costs fall into the following two categories:

Overhead costs: Costs for products and services for your project
that are difficult to subdivide and allocate directly. Examples include
employee benefits, office space rent and utilities, general supplies,
and the costs of furniture, fixtures, and equipment.
You need an office to work on your project activities, and office
space costs money. However, your organization has an annual lease
for office space, the space has many individual offices and work
areas, and people work on numerous projects throughout the year.
Because you have no clear records that specify the dollar amount of
the total rent that’s just for the time you spend in your office working
on just this project’s activities, your office space is treated as an
indirect project cost.
General and administrative costs: Expenditures that keep your
organization operational (if your organization doesn’t exist, you can’t
perform your project). Examples include salaries of your sales
department, contracts department, finance department, and top
management as well as fees for general accounting and legal
services.

Suppose you’re planning to design, develop, and produce a company
brochure. Direct costs for this project may include the following:

Labor: Salaries for you and other team members for the hours you
work on the brochure
Materials: The special paper stock for the brochure
Travel: The costs for driving to investigate firms that may design
your brochure cover



Subcontract: The services of an outside company to design the
cover art

Indirect costs for this project may include the following:

Employee benefits: Benefits (such as annual, sick, and holiday
leave; health and life insurance; and retirement plan contributions)
for the hours you and the other team members work on the brochure
Rent: The cost of the office space you use when you’re developing
the copy for the brochure
Equipment: The computer you use to compose the copy for the
brochure
Management and administrative salaries: A portion of the salaries
of upper managers and staff who perform the administrative duties
necessary to keep your organization functioning

Recognizing the three stages of a project budget
Organization decision-makers would love to have a detailed and accurate
budget on hand whenever someone proposed a project so they could
assess its relative benefits to the organization and decide whether they
have sufficient funds to support it. Unfortunately, you can’t prepare such
an estimate until you develop a clear understanding of the work and
resources the project will require.

In reality, decisions of whether to go forward with a project and how to
undertake it must be made before people can prepare highly accurate
budgets. You can develop and refine your project budget in the following
stages to provide the best information possible to support important
project decisions:

Rough order-of-magnitude estimate: This stage is an initial
estimate of costs based on a general sense of the project work. You
make this estimate without detailed data. Depending on the nature of
the project, the final budget may wind up 100 percent (or more!)
higher than this initial estimate.



Prepare a rough order-of-magnitude estimate by considering the
costs of similar projects (or similar activities that will be part of your
project) that have already been done, applicable cost and
productivity ratios (such as the number of assemblies that can be
produced per hour), and other methods of approximation.
This estimate sometimes expresses what someone wants to spend
rather than what the project will really cost. You typically don’t
detail this estimate by lowest-level project activity because you
prepare it in a short amount of time before you’ve identified the
project activities.

 Another often used term for a rough order-of-magnitude (or
ROM) estimate is a t-shirt size estimate. At some point, you will be
asked to provide t-shirt size estimates for activities, phases, or even
projects — keep this as simple as Small, Medium, and Large to
satisfy the purpose of this type of estimate. This is a directional,
high-level understanding of the general level of effort required to
deliver the requested scope.

 Whether or not people acknowledge it, initial budget
estimates in annual plans and long-range plans are typically rough
order-of-magnitude estimates. As such, these estimates may change
significantly as the planners define the project in greater detail.
Detailed budget estimate: This stage entails an itemization of the
estimated costs for each project activity. You prepare this estimate by
developing a detailed WBS (see Chapter 6) and estimating the costs
of all lowest-level work packages (turn to Chapter 8 for information
on estimating work effort, and see the earlier section “Determining
Non-Personnel Resource Needs” for ways to estimate your needs for
non-personnel resources).



Completed, approved project budget: This final stage is a detailed
project budget that essential people approve and agree to support.

Refining your budget as your project progresses
A project moves through its life cycle as it evolves from an idea to a
reality, generally: starting the project, organizing and preparing, carrying
out the work, and closing the project (see Chapter 1 for more discussion
of the project life cycle). Prepare and refine your budget as your project
progresses by following these steps:

1. Prepare a rough order-of-magnitude (ROM) estimate in the
starting-the-project phase.
Use this estimate (from the preceding section) to decide whether the
organization should consider your project further by entering the
organizing-and-preparing phase.

 Rather than an actual estimate of costs, this number often
represents an amount that your project can’t exceed in order to have
an acceptable return for the investment. Your confidence in this
estimate is low because you don’t base it on detailed analyses of the
project activities.

2. Develop your detailed budget estimate and get it approved in the
organizing-and-preparing phase after you specify your project
activities.
See the next section for more information on estimating project costs
for this phase.

 Check with your organization to find out who must approve
project budgets. At a minimum, the budget is typically approved by
the project manager, the program manager (if one exists), the head of



finance, and possibly the project manager’s supervisor. The project’s
Steering Committee might also be required to approve budgets.

3. Review your approved budget in the carrying-out-the-work
phase — when you identify the people who will be working on
your project and when you start to develop formal agreements
for the use of equipment, facilities, vendors, and other resources.
Pay particular attention to the following items that often necessitate
changes in the budget approved for the project:

People actually assigned to the project team are more or less
experienced than originally anticipated.
Actual prices for goods and services you’ll purchase have
increased.
Some required project non-personnel resources are no longer
available when you need them.
Your clients want additional or different project results than
those they originally discussed with you.

4. Get approval for any required changes to the budget or other
parts of the approved plan before you begin the actual project
work.
Submit requests for any changes to the original plan or budget to the
same people who approved the original plan and budget.

 Be sure to document any and all, big and small, changes in
project scope, even if they do not warrant a budget change. This can
help to avoid misunderstandings later when you attempt to bring the
project to closure.

5. Monitor project activities and related occurrences throughout
the carrying-out-the-work and closing-the-project phases to
determine when budget revisions are necessary.
Check out Chapter 14 for how to monitor project expenditures
during your project’s performance and how to determine whether



budget changes are needed. Submit requests for necessary budget
revisions as soon as possible to the same people you submitted the
original budget to in Step 2.

 You may not personally participate in all aspects of developing
your project budget. If you join your project after the initial
planning, be sure to review the work that has been done on the
budget and resolve any questions you may have and issues you may
identify.

Determining project costs for a detailed budget
estimate
After you prepare your rough order-of-magnitude estimate and move
into the organizing-and-preparing phase of your project, you’re ready to
create your detailed budget estimate. Use a combination of the following
approaches to develop this budget estimate:

Bottom-up: Develop detailed cost estimates for each lowest-level
work package in the WBS (refer to Chapter 6 for more on the WBS)
and sum these estimates to obtain the total project budget estimate.
Top-down: Set a target budget for the entire project and apportion
this budget among all Level 2 components in the WBS. Then
apportion the budgets for each of the Level 2 components among its
Level 3 components. Continue in this manner until a budget has been
assigned to each lowest-level WBS work package.

 Whether you use a top-down or bottom-up approach, you can’t
just arbitrarily change the numbers without specifying how you’ll
perform the necessary work!

The bottom-up approach



Develop your bottom-up budget estimate by doing the following:

1. For each lowest-level work package, determine direct labor costs
by multiplying the number of hours each person will work on it
by the person’s hourly salary.

 You can estimate direct labor costs by using either of the
following two definitions for salary:

The actual salary of each person on the project
The average salary for people with a particular job title, in a
certain department, and so on

Suppose you need a graphic artist to design PowerPoint slides to
support your presentation. The head of the graphics department
estimates the person will spend 100 person-hours on your project. If
you know that Harry (with a salary rate of $30 per hour) will work
on the activity, you can estimate your direct labor costs to be $3,000.
However, if the department head doesn’t know who’ll work on your
project, use the average salary of a graphic artist in your organization
to estimate the direct labor costs.

2. For each lowest-level work package, estimate the direct costs for
materials, equipment, travel, contractual services, and other
non-personnel resources.
See the earlier section “Determining Non-Personnel Resource
Needs” for information on how to determine the non-personnel
resources you need for your project. Consult with your procurement
department, administrative staff, and finance department to
determine the costs of these resources.

3. Determine the indirect costs associated with each work package.
You typically estimate indirect costs as a fraction of the planned
direct labor costs for the work package. In general, your
organization’s finance department determines this fraction annually
by doing the following:



Estimating organization direct labor costs for the coming year
Estimating organization indirect costs for the coming year
Dividing the estimated indirect costs by the estimated direct
labor costs

You can estimate the total amount of indirect costs either by
considering that they’re all in a single category labeled “indirect
costs” or that they can be in one of the two separate categories
labeled “overhead costs” and “general and administrative costs” (see
the earlier section “Looking at different types of project costs” and
the nearby sidebar “Two approaches for estimating indirect costs” for
more information). If your organization doesn’t require that you use
one or the other of these two approaches for estimating your
project’s indirect costs, choose the one you’ll use by weighing the
potential accuracy of the estimate against the effort to develop it.

Suppose you’re planning a project to design and produce a company
brochure. You already have the following information (Figure 9-4
illustrates this information in a typical detailed budget estimate):

You estimate that you’ll spend 200 person-hours on the project at
$30 per hour and that Mary will spend 100 person-hours at $25 per
hour.
You estimate that the cost of the stationery for the brochures will be
$1,000.
You estimate $300 in travel costs to visit vendors and suppliers.
You expect to pay a vendor $5,000 for the brochure’s artwork.
Your organization has a combined indirect-cost rate of 60 percent of
direct labor costs.
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FIGURE 9-4: A project budget estimate for a company brochure.

The top-down approach
To develop a budget using the top-down approach, you need two pieces
of information:

The amount you want to spend for the job
The relative amounts of the total project budget that were spent on
the different WBS components of similar projects

You then proceed to develop the budget for your project by allocating
the total amount you want to spend on your project in the appropriate
ratios among the lower-level WBS components until you’ve allocated
amounts to all the work packages.

 In certain situations, you may feel that combining the two
approaches will yield a more realistic estimate than using either one
alone. As an example, consider that you plan to develop a new
piece of equipment. You believe most of the work required will be
similar to that performed on other projects to develop similar pieces



of equipment. However, your company has just purchased new
testing equipment that you feel will allow you to perform the
testing for your project for half the cost of the testing performed on
similar types of projects in the past. You can develop top-down
estimates for the design, development, and production phases and a
bottom-up estimate of the testing costs, considering in detail how
you will use the new testing equipment.

TWO APPROACHES FOR ESTIMATING
INDIRECT COSTS

Accurately determining the true cost of a project requires that you appropriately allocate
all activity and resource costs. However, the cost of tracking and recording all
expenditures can be considerable. Therefore, organizations have developed methods
for approximating the amounts of certain expenses assigned to different projects.

Following are two approaches for estimating the indirect costs associated with an
activity. The first approach defines two different indirect rates; it’s more accurate but
requires more-detailed record keeping, so it’s also more costly. The second defines a
single rate for all indirect costs.

Option 1: Use one rate for overhead costs and another rate for general and
administrative costs.

Your finance department determines the overhead rate by calculating the ratio
of all projected overhead costs to all projected direct salaries.

Your finance department determines the general-and-administrative-cost rate
by calculating the ratio of all projected general and administrative costs to the
sum of all projected direct salaries, overhead costs, and other direct costs.

You determine overhead costs of an activity by multiplying its direct salaries by
the overhead rate.

You determine general and administrative costs of an activity by multiplying the
sum of its direct salaries, overhead costs, and other direct costs by the general-
and-administrative-cost rate.

Option 2: Use one indirect-cost rate for all overhead and general and
administrative costs.

Your finance department determines the combined indirect-cost rate by
calculating the ratio of all projected overhead costs to all projected direct
salaries.



You determine an activity’s indirect costs by multiplying its direct salaries by the
indirect-cost rate.

Some organizations develop weighted labor rates, which combine hourly salary and
associated indirect costs. As an example, suppose your salary is $30 per hour and your
organization’s indirect-cost rate is 50 percent. Your weighted labor rate is $45 per hour:
$30 plus (0.5 multiplied by $30).



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 9-1 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
included in A Guide to the Project Management Body of Knowledge, 7th
Edition (PMBOK 7).

TABLE 9-1 Chapter 9 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This Chapter
Location
in
PMBOK 7

Comments

Techniques for
determining
and displaying
non-personnel
resources

“Determining Non-
Personnel Resource
Needs”

2.4.2.2.
Estimating

Both books specify the same
types of resources that
should be planned and
budgeted for. This book
discusses formats for
organizing and presenting
information about needed
non-personnel resources.

Techniques
and
approaches for
estimating
project costs
and
developing the
project budget

“Recognizing the three
stages of a project budget,”
“Refining your budget as
your project progresses,”
and “Determining project
costs for a detailed budget
estimate”

2.4.2.2.
Estimating
2.4.2.4.
Budget
4.4.2.
Estimating

Both books mention similar
categories of costs to be
considered and the same
evolving approach to
developing a budget estimate
that starts with rough
estimates and refines them
as more information is
acquired.



Chapter 10
Venturing into the Unknown:

Dealing with Risk
IN THIS CHAPTER

 Coming to terms with risk and risk management
 Taking a closer look at risk factors
 Examining risk likelihood and effects
 Strategizing to stay on top of the risks
 Drafting a risk management plan

Your first step in managing a successful project is to develop a plan to
produce the desired results on time and within budget. If your project
lasts a relatively short time and you’re thorough and realistic in your
planning, your project will most likely be a success.

However, the larger, more complex, and longer your project is, the more
likely you are to encounter some aspects that don’t work out as you
envisioned. Thus, you have the greatest chance for success if you
confront the possibility of such changes head-on and if you plan to
minimize their undesirable consequences from your project’s outset.

 Realized risks can have a significant impact on the overall plan,
affecting time, resources, and project deliverables, so be sure to
consider them seriously and plan accordingly.

This chapter discusses how to consider potential risks when you’re
deciding whether you’ll undertake your project, when you’re developing
your project plan, and while you’re performing your project’s work. It



shows you how to identify and assess the impact of project risks and
explores strategies for minimizing their consequences. Finally, this
chapter gives pointers for preparing your own risk management plan.

Defining Risk and Risk
Management

Risk is the possibility that you may not achieve your product, schedule,
or resource targets because something unexpected occurs or something
planned doesn’t occur. All projects have some degree of risk because
predicting the future with certainty is impossible. However, project risk
is greater

The longer your project lasts
The more time you have between preparing your project plan and
starting the work
The less experience you, your organization, or your team members
have with similar projects
The newer your project’s technology is

A Guide to the Project Management Body of Knowledge, 7th Edition
(PMBOK 7), asserts that risk can be either negative or positive:

Negative risks, also referred to as threats, potentially have a
detrimental effect on one or more of the project objectives, such as
causing you to miss a deadline.
Positive risks, also referred to as opportunities, potentially have a
beneficial effect on project objectives, such as allowing you to
complete a task with fewer personnel than you originally planned.

In other words, any potential occurrence that can cause you to fall short
of or to exceed your established project targets is considered a risk.
Although some approaches for analyzing and responding to both types
of risks are similar, this chapter presents approaches for identifying,



evaluating, and managing negative risks. In this chapter, the term risk
always refers to a negative risk or threat, unless otherwise noted.

Risk management is the process of identifying possible risks, assessing
their potential consequences, and then developing and implementing
plans for minimizing any negative effects. Risk management can’t
eliminate risks, but it offers the best chance for successfully
accomplishing your project despite the uncertainties of a changing
environment.

So how can you address your project’s risks? Take the following steps to
determine, evaluate, and manage the risks that may affect your project:

1. Identify risks.
Determine which aspects of your plan or project environment may
change.

2. Assess the potential effects of those risks on your project.
Consider what can happen if those aspects don’t work out the way
you envision.

3. Develop plans for mitigating the effects of the risks.
Decide how you can protect your project from the consequences of
risks.

4. Monitor the status of your project’s risks throughout
performance.
Determine whether existing risks are still present, whether the
likelihood of these risks is increasing or decreasing, and whether
new risks are arising.

5. Inform key audiences of all risks involved with your project.
Explain the status and potential effect of all project risks — from the
initial concept to the project’s completion.

The rest of this chapter describes these steps in more detail.

Focusing on Risk Factors and Risks



The first step toward controlling risks is identifying them. However, not
all risks pose the same degree of concern to all projects, and using a
scattershot approach to identify risks that may affect your project leaves
a significant chance that you’ll overlook some important ones.

This section explains how to identify potential risks on your project by
recognizing the special situations that are most likely to create them.

DON’T PUT ALL YOUR EGGS IN ONE
BASKET

A project manager was starting a large project that was a top priority for their
organization. The project’s success depended heavily on one person who would work
on the project full time for six months and perform all the technical development tasks.
When asked whether they had considered the consequences of this person leaving the
project before it was finished, the project manager said they didn’t have to worry about
that risk because they simply wouldn’t allow the resource to leave.

This approach for dealing with risk was similar to one of a someone who cancels their
health insurance for a year to save money — because they weren’t planning to get sick!
The project manager may have gotten top management to agree that the resource
would have no other assignments for the duration of the project; however, it’s
impossible to guarantee that the person wouldn’t get sick or simply decide to leave the
organization.

Recognizing risk factors
A risk factor is a situation that may give rise to one or more project
risks. A risk factor itself doesn’t cause you to miss a product, schedule,
or resource target. However, it increases the chances that something may
happen that will cause you to miss one.

For example, the fact that you and your organization haven’t undertaken
projects similar to the present one is a risk factor. Because you have no
prior experience, you may overlook activities you need to perform, or
you may underestimate the time and resources you need to perform
them. Having no prior experience doesn’t guarantee you’ll have these
problems, but it does increase the chances that you may.



 The more risk factors that suggest a particular risk may occur,
the higher the likelihood that the risk will occur. For example,
ordering from a vendor you haven’t worked with before increases
the chances that receiving your order will take longer than
promised. However, the likelihood of a longer-than-promised wait
for delivery is even greater if the item is also a special order, if you
want delivery during a busy period for the vendor, if the vendor has
to order several parts from different manufacturers to make the
item, and if the vendor is the only viable source for that item.

 Start to manage risks at the outset of your project and continue
to do so throughout its performance. At each point during your
project, identify risks by recognizing your project’s risk factors.
Use your project phases as well as your overall project plan to help
you identify risk factors.

All projects progress through the following life cycle phases, and each
phase can present new risk factors for your project (see Chapter 1 for a
detailed discussion of the project life cycle):

Starting the project
Organizing and preparing
Carrying out the work
Closing the project

 PMI has begun shifting away from defining discrete project
phases, as of PMBOK 7, but it nonetheless remains helpful to
analyze your project in multiple ways, including



compartmentalization by phases. Phases help to identify and
organize key project activities into logical groupings.

Table 10-1 illustrates possible risk factors that may arise in each of these
phases.

TABLE 10-1 Risk Factors That May Arise during Your
Project’s Evolution

Project Life
Cycle Stage Possible Risk Factors

All You or your team spends insufficient time on one or more phases.

Key information isn’t in writing.

You or your team moves to a subsequent phase without completing
one or more of the earlier phases.

You or your team members are expected to support multiple
concurrent projects.

Starting the
project Some background information and/or plans aren’t in writing.

No formal cost-benefit analysis has been done.

No formal feasibility study has been done.

You don’t know who the originator of the project idea is.

Organizing and
preparing People unfamiliar with similar projects prepare your project plan.

Your plan isn’t in writing.

Parts of the plan are missing.

Some or all aspects of the plan aren’t approved by all key audiences.

Carrying out
the work People on the project team weren’t involved in preparing the plan.

Team members who didn’t participate in the development of the
project plan don’t review it.

You haven’t made an effort to establish team identity and focus.

You haven’t developed any team procedures to resolve conflicts,
reach decisions, or maintain communication.

Needs of your primary clients change.



Project Life
Cycle Stage Possible Risk Factors

You have incomplete or incorrect information regarding schedule
performance and resource expenditures.

Project progress reporting is inconsistent.

One or more key project supporters are reassigned.

Team members are replaced.

Team members are removed (but not replaced or back-filled).

Marketplace characteristics or demands change.

Changes are handled informally, with no consistent analysis of their
effect on the overall project.

Closing the
project

Project results aren’t formally approved by one or more project
drivers.

Project team members are assigned to new projects before the
current project is completed.

Table 10-2 depicts risk factors that different parts of your project plan
may suggest.

Identifying risks
After you recognize your project’s risk factors, the next step in your risk
assessment is to identify the specific risks that may result from each of
your risk factors. With this information in hand, you can determine the
particular effects each risk may have on your project and decide how
you want to manage that risk.

TABLE 10-2 Risk Factors Related to Different Parts of
Your Project Plan

Part of Project
Plan Possible Risk Factors

Project
stakeholders Your project has a new client.

You’ve had prior problems with a client.



Part of Project
Plan Possible Risk Factors

Upper management or other key drivers show only mild interest in
your project.

Your project doesn’t have a project champion (check out the
sidebar on project champions in Chapter 4 for details on this role).

Not all project audiences have been identified.

Project
background

Your project derived from a spontaneous decision rather than a
well-thought-out assessment.

You don’t have conclusive proof that your project will eliminate the
problem it addresses.

Your project can’t start until one or more other planned activities
are completed.

Project scope Your project is unusually large.

Your project requires a variety of skills and knowledge.

Your project involves different organizational units.

Project strategy You have no declared strategy.

Your project involves a new, untested technology or approach.

Project objectives
and deliverables

One or more objectives or deliverables are missing or have not yet
been defined.

Some performance measures are unclear or missing.

Some performance measures are difficult to quantify.

One or more performance targets or specifications are missing.

One or more objectives or deliverables haven’t been approved by
all drivers.

Objectives and/or deliverables are added late into the plan.

Constraints Your constraints aren’t written down.

Your constraints are vague.

Note: In general, all constraints are potential risk factors.

Assumptions Assumptions aren’t written down.

Your assumptions are vague.

Note: In general, all risk factors in assumptions are risk factors for
the overall project.



Part of Project
Plan Possible Risk Factors

Work packages
and activities Work packages or activities are insufficiently detailed.

Not all team members participated in preparing descriptions of
their assigned work packages and activities.

Roles and
responsibilities

Not all supporters were involved in developing their roles and
responsibilities.

You have an overdependence on one or more people.

No primary responsibility is assigned for one or more activities.

Two or more people have primary responsibility for the same
activity.

No one person has overall responsibility for the project.

Schedule (activity-
duration estimates) Time estimates are backed into from an established end date.

You have no historical database of activity durations.

Your project involves new procedures or technologies for some
activities.

Activities are performed by team members you haven’t worked
with before.

Schedule (activity
interdependencies)

Interdependencies aren’t specifically considered during schedule
development.

Partially related activities are scheduled simultaneously to save
time.

Your project plan uses no formal analytical approach to assess the
effect of interdependencies on the schedule.

Personnel Your project plan has no estimates for actual work effort required
to perform activities.

Your project plan doesn’t formally consider availability or
efficiency.

Your project plan has no detailed work schedules for people
working simultaneously on two or more tasks.

Your team includes one or more new or inexperienced team
members.



Part of Project
Plan Possible Risk Factors

Other resources You have no plans to identify the type, amount, or timing of
required non-personnel resources.

Funds You have no project budget.

Describe how each risk factor may cause you to miss your product,
schedule, or resource targets. Suppose, for example, that you plan to use
a new technology in your project. Using a new technology is a risk
factor (as you see in Table 10-2). Possible product, schedule, and
resource risks that may arise from this risk factor include the following:

Product risk: The technology may not produce the desired results.
Schedule risk: Tasks using the new technology may take longer than
you anticipate.
Resource risk: Existing facilities and equipment may not be
adequate to support the use of the new technology.

 To identify specific potential risks for each risk factor, do the
following:

Review past records of problems encountered in similar
situations. If a risk factor actually resulted in an unexpected
occurrence in the past, you definitely want to be prepared for it this
time.
Brainstorm with experts and other people who have related
experiences. The more sources of expert opinion you consult, the
less likely you are to overlook something important.
Be specific. The more specifically you describe a risk, the better you
can assess its potential effect. Here’s an example of a nonspecific
risk compared to a specific one:

Nonspecific: Activities may be delayed.



Specific: Delivery may take three weeks rather than two.

 Try to eliminate potential risk factors as soon as possible. For
example, suppose a key audience hasn’t approved your project’s
objectives. Instead of just noting the risk that you may not correctly
address this audience’s needs, try to get the audience’s approval!

Assessing Risks: Probability and
Consequences

The expected consequences of a risk depend on the probability that the
risk will become a reality and the resulting effect if it does. Consider the
expected consequences of different risks to decide which risks you want
to actively manage and which risks you’ll leave alone. This section
discusses how to determine the probability that a particular risk will
occur on your project and how to estimate the extent of that risk’s
consequences.

Gauging the likelihood of a risk
If a meteorologist says they expect 20 inches of snow, that alone isn’t
sufficient reason to go out and buy a $1,000 snow thrower. You also
want to know the likelihood that it will actually snow. If the
meteorologist is sure that, if it snows, the total accumulation will be at
least 20 inches but the chances of it snowing at all are only one in 1,000,
you may decide spending $1,000 to be prepared for such an unlikely
situation isn’t worth it.

 The first step in deciding whether to deal proactively with a risk
is assessing the likelihood that it will occur. Use one of the
following schemes to describe the chances that a risk will occur:



Probability of occurrence: The probability of a risk occurring is a
measure of the expectation that it will occur. Probability is a number
between 0 and 1, with 0.0 signifying that the risk will never occur,
and 1.0 signifying that it will always occur. You may also express
probability as a percentage, with 100 percent meaning the situation
will always occur.
Category ranking: Classify risks into categories that represent their
likelihood. You may use high, medium, and low, or always, often,
sometimes, rarely, and never.
Ordinal ranking: Order the risks so the first is the most likely to
occur, the second is the next most likely, and so on.
Relative likelihood of occurrence: If you have two possible risks,
you can express how much more likely one is to occur than the other.
For example, you can declare that the first risk is twice as likely to
occur as the second.

If you have objective data on the number of times a risk has occurred in
similar situations in the past, use the first scheme in the preceding list to
determine the likelihood that the risk will occur again in the future. If
you don’t have objective data available, use one of the other three
schemes that are based on personal or expert opinion to describe the
likelihood particular risks will occur.

The following sections explain how to use each of the preceding
approaches to describe the likelihood of a risk occurring.

Relying on objective info
You can estimate the probability of a risk occurring by considering the
number of times the risk actually occurred on similar projects. Suppose,
for example, that you designed 20 computer-generated reports over the
past year for new clients. Eight times, when you submitted your design
for final approval, new clients wanted at least one change. If you’re
planning to design a computer-generated report for another new client,
you may conclude the chances are 40 percent that you’ll have to make a
change in the design you submit (8 divided by 20, then multiplied by
100).



 When using objective information, such as past project reports,
to determine the likelihood of different risks:

Consider previous experience with similar projects.
Consider as many similar situations as possible.
Keep in mind that the more similar situations you consider, the more
confidence you can have in your conclusions.

Counting on personal opinions
In the absence of objective data, solicit the opinions of experts and
people who have worked on similar projects in the past. You can
estimate the likelihood of a particular risk by soliciting the opinions of
ten people who have worked on projects similar to yours. For example,
ask them to rate the likelihood of a specific risk as high, medium, or low.
Suppose six people choose high, two choose medium, and two choose
low. You may then develop your estimate of the likelihood by assigning
values of 3 to high, 2 to medium, and 1 to low and determining the
weighted average of the responses as follows:

This formula suggests the risk has medium to high likelihood of
occurring (because 2.4 is between 2 and 3).

 To increase the accuracy of the likelihood of the estimates you
make based on personal opinions, try the following:

Define the category name as clearly as possible. You may suggest
that low means the likelihood of the risk is between 0 and 33 percent,
medium means 34 to 66 percent, and high means 67 to 100 percent.



Consider the opinions of as many people as possible. The more
data points you have, the more confident you can be in the estimate.
Be sure the projects your respondents have worked on are truly
similar to yours. Otherwise, you have no reason to assume you can
use their experience to predict what’ll happen on your project.
Don’t allow people to discuss their estimates with each other
before they share them with you. You’re looking for individual
opinions, not a group consensus.
After they’ve submitted their initial estimates to you, consider
having the people discuss their reasons for their estimates with
one another and then asking them whether they want to revise
their estimates. Some people may choose to modify their original
estimates if they realize they failed to take into account certain
important considerations.

 Precision is different from accuracy. Precision refers to the
detail of a number. Accuracy refers to how correct the number is.
You may estimate the likelihood of a particular risk to be 67.23
percent. However, even though you express the risk precisely to
two decimal places, your guess has little chance of being accurate if
you have no prior experience with similar projects. Unfortunately,
people often assume that more-precise numbers are also more
accurate. You can help avoid misinterpretations when you share
your assessments of likelihood by using round numbers, categories,
or relative rankings.

Estimating the extent of the consequences
A few years back, Stan was waiting to see his doctor when the nurse
came out and told him the doctor had to attend to an emergency and
would be slightly delayed. Imagine his shock when, after waiting three
hours for the doctor, Stan learned that the doctor had gone to a hospital
an hour away and was currently performing emergency surgery! If he’d



known the doctor was going to be gone for several hours, Stan would’ve
rescheduled the appointment. Instead, because he didn’t know how long
the delay would be, Stan wasted three hours. Unless he wanted to wait
the rest of the afternoon, he’d have to make a new appointment anyway.

In this simple example, going for an annual checkup is the project, and
beginning the checkup at the scheduled time is one of the project’s
targets. The doctor’s being called away on an emergency shortly before
my Stan’s scheduled appointment is a risk factor; it increases the
chances that the checkup won’t start at the scheduled time. The estimate
of the magnitude of the consequences (how long to expect the start of
the appointment would be delayed) affects what Stan chooses to do (wait
for the doctor to return or reschedule the appointment for another time).

After you identify the likelihood that a particular risk will affect your
project, be sure to determine the magnitude of the consequences or
effects that may result. That magnitude directly influences how you
choose to deal with the risk. Determine the specific effect that each risk
may have on your project’s product, schedule, and resource
performance. When evaluating these effects, consider the following:

The effect of a risk on the total project rather than on just part
of it: Taking one week longer than you planned to complete an
activity may cause you to miss intermediate milestones (and cause
the personnel waiting for the results of that activity to sit idle).
However, the effect on the project is even greater if the delayed
activity is on your project’s critical path (see Chapter 7), which
means the weeklong delay on that one activity also causes a
weeklong delay for your entire project.
The combined effect of related risks: The likelihood that your
schedule will slip is greater if three activities on the same critical
path have a significant risk of delay rather than just one.



 Be sure to describe risks and their associated consequences as
specifically as possible. For example, suppose a key piece of
equipment you ordered for your project may arrive later than
expected. You can describe that risk as the delivery may be late, or
as the delivery may be delayed by two weeks. Just stating that the
delivery may be late doesn’t give you enough information to assess
the likely effect of that delay on the overall project. It also makes
estimating the probability of that risk’s occurrence more difficult.
Are you talking about a delay of one day? One month? Stating that
the delivery may be delayed by two weeks allows you to determine
more precisely the likely effect the delay will have on the overall
schedule and resources. It also allows you to decide how much
you’re willing to spend to avoid that delay.

You can use a variety of formal techniques to support your risk
estimation and assessment, including the following:

Decision trees: These diagrams illustrate different situations that
may occur as your project unfolds, the likelihood of each situation’s
occurrence, and the consequences of that occurrence to your project.
Figure 10-1 illustrates a simple decision tree to help determine from
which of two vendors you buy a piece of equipment. Both vendors
have proposed a price of $50,000 if the equipment is delivered on the
agreed-upon date. Both vendors have also proposed they receive an
incentive for delivering early and absorb a penalty for delivering
late, but the amounts of the incentives and penalties differ. The
decision tree depicts the probabilities that each vendor will deliver
the equipment early, on time, and late, respectively, and the resulting
price you pay in each case.
Multiplying the base price plus the performance incentive for early
delivery by the probability of early delivery yields the expected
value of the price you pay if delivery is early. You can calculate the



total expected prices for Vendors A and B by totaling the expected
prices if each is early, on time, and late, respectively.
This analysis suggests that you can expect to pay Vendor A $45,000
and have a 70 percent chance they’ll deliver on time or early. You
can expect to pay Vendor B $56,000 and have a 70 percent chance
they’ll deliver on time or early. So you can see that Vendor A is the
better choice!
Risk-assessment questionnaires: These formal data-collection
instruments solicit expert opinions about the likelihood of different
situations occurring and their associated effects.
Automated impact assessments: These computerized spreadsheets
consider — in combination — the likelihood that different situations
will occur and the consequences if they do.

© John Wiley & Sons, Inc.
FIGURE 10-1: Illustrating a simple decision tree.

Getting Everything under Control:
Managing Risk



Recognizing risks that pose a threat to your project is the first step
toward controlling them. But you can’t stop there. You also have to
develop specific plans for reducing their potential negative effects on
your project. This section helps you select the risks you’ll proactively
manage, develop a plan for addressing them, and share your plan with
your project’s audiences.

Choosing the risks you want to manage
All identified risks affect your project in some way if they occur (after
all, that’s the definition of a risk). However, you may determine that
anticipating and minimizing the negative consequences of some risks if
they occur takes more time and effort than just dealing with the
situations when they arise.

So your first step in developing a risk management strategy is choosing
the risks that you want to address proactively and which ones you’ll just
accept. When making this decision, do the following:

Consider the likelihood of a risk and its potential effect on your
project. If the potential effect of a risk is great and if the chances it
will occur are high, you probably want to develop plans to manage
that risk. If both the effect and the likelihood are low, you may
decide not to worry about it.

 When the potential effect is high but the likelihood is low or
vice versa, you must consider the situation more carefully. In these
more complex situations, you can use a more formal approach for
considering the combined effect of likelihood of occurrence and
potential consequence by defining the expected value of risk, as
follows:

For example, suppose you need to buy certain materials for a device
you’re planning to build. When you place your order, you think you



have an 80 percent chance of receiving the materials by the date
promised. However, this means you have a 20 percent chance that
something will go wrong and that you’ll have to pay a premium to
get the materials from another vendor by the date you need them.
You estimate that the materials normally cost $1,000 and that you’ll
have to pay an additional $500 to get them from another vendor at
the last minute. Determine the expected value of this risk as follows:

You may conclude that, all things being equal, spending more than
$100 to reduce the chances of this risk isn’t a wise financial decision.
Decide whether a potential consequence is so unacceptable that
you’re not willing to take the chance even if it’s very unlikely to
occur.
Suppose your company wants to build a new plant in an area that has
been hit hard by hurricanes. The estimated cost of the new plant is
$50 million, and the likelihood that a hurricane will totally destroy
the building is 0.1 percent. The expected value of this risk is $50,000
(), which the company can easily absorb. However, if a hurricane
actually destroys the building, the associated $50 million loss would
put the company out of business. So the company may feel that even
a 0.1 percent chance of its new building being destroyed by a
hurricane is unacceptable.
If you choose to build the plant, be sure you develop a strategy to
manage the risk of the plant being totally destroyed (see the next
section). You may want to reconsider whether you undertake the
project at all.

Developing a risk management strategy



 Choose one or more of the following approaches for dealing
with the risks you decide to manage:

Avoidance: Act to eliminate the risk factor that gave rise to the risk.
An example is deciding not to use a new, untested procedure that
you’re concerned may not produce the desired project results.
Transfer: Pay someone else to assume some or all of the effect of
the risk. Suppose you choose to proceed with your plans to build a
new $50 million facility (see the example in the preceding section).
You can buy disaster insurance for the facility so the company
doesn’t have to assume the full burden of a total loss if a hurricane
destroys the plant.
Mitigation: Either reduce the likelihood that a risk occurs or
minimize the negative consequences if it does occur. The following
are examples of risk mitigation:

Minimize the chances that the risk will occur. Take actions
to reduce the chances that an undesirable situation will come
to pass. For example, say you have a person on your project
who’s new to your organization. Consequently, you feel the
person may take longer to do their assigned task than you
planned. To reduce the chances that the person will require
more time, explain the task and the desired results very clearly
to them before they begin to work on it, develop frequent
milestones and monitor their performance often so that you
can deal with any problems as soon as they occur, and have
them attend training to refresh the skills and knowledge they
needs to perform the assignment.
Develop contingencies to minimize the negative
consequences if an undesirable situation does come to
pass. Suppose you plan to have your organization’s
publication department reproduce 100 copies of the manual
for your training program. If you’re concerned that the



department may have higher-priority projects at the same
time, locate an external vendor that can reproduce the
manuals if the need arises. Finding the vendor beforehand can
reduce any time delay resulting from the need to switch to
another resource.

Keep in mind that if these approaches are to work, you must choose your
strategies and plan their implementation as early as possible in your
project.

 Although the following approaches may sometimes seem
appealing as you consider all the risks involved in a particular
project, they don’t work, so don’t use them:

The ostrich approach: Ignoring all risks or pretending they don’t
exist
The prayer approach: Looking to a higher being to solve all your
problems or to make them disappear
The denial approach: Recognizing that certain situations may cause
problems for your project but refusing to accept that these situations
may occur

 Though proactively managing your project’s risks may require a
bit of work upfront, doing so always pays dividends down the line.

Communicating about risks
People often share information about project risks ineffectually or not at
all. As a result, their projects suffer unnecessary problems and setbacks
that proper communication may have avoided.

You may be reluctant to deal with risk because the concept is hard to
grasp. If your project is a one-time deal, what difference does it make



that, in the past, a particular risk has occurred 40 times out of 100? You
may also feel that focusing on risks suggests you’re looking for excuses
for failure rather than ways to succeed.

 Communicate about project risks early and often. In particular,
share information with drivers and supporters throughout the life of
your project (see Chapter 1 for more about the project life cycle):

Starting the project: To support the process of deciding whether to
undertake the project
Organizing and preparing: To guide the development of all aspects
of your project plan
Carrying out the work:

To allow team members to discuss potential risks and to
encourage them to recognize and address problems as soon as
those problems occur
To update the likelihood that identified risks will occur, to
reinforce how people can minimize the negative effects of
project risks, and to guide the assessment of requests to
change parts of the current approved project plan

 You can improve your risk-related communications with your
project’s drivers and supporters by

Explaining in detail what the risk is, how it may affect your project,
and how you estimated the likelihood of its occurrence
Telling people what the current chances are that certain risks will
occur, how you’re minimizing the chances of problems, and how
they can reduce the chances of negative consequences



Encouraging people to think and talk about risks, always with an eye
toward minimizing the negative effects of those risks
Documenting in writing all the information about the risks

You can discuss this information at regularly scheduled team meetings,
in regularly scheduled progress reports and upper-management reviews,
and in special meetings to address issues that arise (see Chapter 15 for
more on sharing project information).

Preparing a Risk Management Plan
A risk management plan lays out strategies to minimize the negative
effects that uncertain occurrences can have on your project. Develop
your risk management plan in the organizing-and-preparing phase of
your project, refine it at the beginning of the carrying-out-the-work
phase, and continually update it during the remainder of the carrying-
out-the-work phase (see Chapter 1 for more on these phases). Include the
following in your risk management plan:

Risk factors
Associated risks
Your assessment of the likelihood of occurrence and the
consequences for each risk
Your plan for managing selected risks
Your plan for keeping people informed about those risks throughout
your project

 Consider maintaining a Risks, Actions, Issues, and Decisions
(RAID) log to keep a close watch on these critical factors
throughout your project. A RAID log can be as simple as a
spreadsheet or a list on a whiteboard that, at a minimum, identifies
for each risk, action, issue, or decision:



Title, name, or short description
Details or long description
Category or classification as a potential risk, an action item to
pursue, an issue to address, or a decision to be made
Owner or assignee
Next step(s) with a due date for each step
Due date for final resolution

Table 10-3 illustrates a portion of a risk management plan.

TABLE 10-3 A Portion of a Risk Management Plan

Plan
Element Description

Risk
factor You haven’t worked with this client before.

Risks Product: Chance for miscommunication leads to incorrect or incomplete
understanding of the client’s needs.

Schedule: Incomplete understanding of the client’s business operation leads
to an underestimate of your time to survey the client’s current operations.

Resources: Inaccurate understanding of the client’s technical knowledge
leads to assigning tasks to the client that they can’t perform; you need
additional staff to perform these tasks.

Analysis Chances of misunderstanding the client’s needs = high.

Chances of underestimating the time to survey operations = low.

Chances of misunderstanding the client’s technical knowledge = low.

Strategy Deal only with the risk of misunderstanding the client’s needs. Reduce the
chances of this risk by doing the following:

1. Review past correspondence or written problem reports to identify the
client’s needs.

2. Have at least two team members present in every meeting with the client.

3. Speak with different staff in the client’s organization.

4. Put all communications in writing.



Plan
Element Description

5. Share progress assessments with the client every two weeks throughout
the project.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 10-4 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 10-4 Chapter 10 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This
Chapter

Location in
PMBOK 7 Comments

Definitions of
project risk
and risk
management

“Defining Risk
and Risk
Management”

3.10.
Optimize
Risk
Responses
3.5.7.
Uncertainty
2.8.5.1.
Threats
2.8.5.2.
Opportunities

The definitions of these terms in both
books are essentially the same. This
book focuses on addressing risks
with negative consequences, while
PMBOK 7 notes that risks can have
either negative or positive
consequences.

Identifying
project risks

“Focusing on
Risk Factors and
Risks” and
“Identifying risks”

2.8.5. Risk
2.8.5.1.
Threats
2.8.5.2.
Opportunities

The risk identification processes and
the areas that may give rise to project
risks addressed in both books are
almost the same.

Choosing
risks to
address in
depth

“Assessing Risks:
Probability and
Consequences”

2.8.5. Risk
2.8.5.1.
Threats

Both books recommend determining
risks to consider in depth by taking
into account consequences and
probability of occurrence.

Techniques
for assessing
risks and
expected
consequences

“Estimating the
extent of the
consequences”
and “Choosing
the risks you
want to manage”

2.8.5.4. Risk
Review

This book explores in depth several
techniques that are mentioned in
PMBOK 7.



Topic Location in This
Chapter

Location in
PMBOK 7 Comments

Approaches
for dealing
with risks

“Developing a
risk-management
strategy”

2.8.5. Risk
This book examines in depth the
different approaches mentioned in
PMBOK 7.



Part 3
Group Work: Putting Your Team

Together



IN THIS PART …
Find out which type of organizational environment you’re working
for: functional, projectized, or matrix. Because matrix structures
are becoming increasingly common, gain special tips and
techniques for successfully working in this type of environment.

Identify the roles your team members can play and delegate
assignments to get the job done. Discover how to keep everyone
on the same page with a responsibility assignment matrix.

Get your project off to a strong start by confirming or updating the
info in your project plan, making sure you’ve determined which
people will play key roles in your project, and preparing the
systems and procedures that will support your project’s
performance.



Chapter 11
Aligning the Key Players for

Your Project
IN THIS CHAPTER

 Comparing the pros and cons of three organizational structures
 Defining the actors and their roles in the matrix structure
 Being successful in a matrix organization

In the traditional work environment, you have one direct supervisor who
assigns your work, completes your performance appraisals, approves
your salary increases, and authorizes your promotions. However,
increasing numbers of organizations are moving toward a structure in
which a variety of people direct your work assignments. What’s the
greatest advantage of this new structure? When all is said and done, it
supports faster and more effective responses to the diverse projects in an
organization.

Success in this new project-oriented organization requires you to do the
following:

Recognize the people who define and influence your work
environment.
Understand their unique roles.
Know how to work effectively with them to create a successful
project.

This chapter helps you define your organization’s environment and
understand individual roles. It also provides tips to help you successfully
accomplish your project in a matrix organization.



Defining Three Organizational
Environments

Over the years, projects have evolved from organizational afterthoughts
to major vehicles for conducting business and developing future
capabilities. Naturally, the approaches for organizing and managing
projects have evolved as well.

This section explains how projects are handled in the traditional
functional structure, the project-focused projectized structure, and the
extensively used matrix structure, which combines aspects of both the
functional and projectized structures.

The functional structure
The functional organization structure (see Figure 11-1 for an example)
brings together people who perform similar tasks or who use the same
kinds of skills and knowledge in functional groups. In this structure,
people are managed through clear lines of authority that extend through
each group to the head of the group and, ultimately, to a single person at
the top. For example, in Figure 11-1, you see that all people who
perform human resources functions for the organization (such as
recruiting, training, and benefits management) are located in the human
resources group, which reports to the chief executive.
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FIGURE 11-1: A functional structure for administering projects.

Depending on the nature of the project and the skills and knowledge
required for it, a project in the functional structure may be handled
completely by staff within a particular functional group. However, as
illustrated in Figure 11-1, if the manufacturing group is performing a
project that requires the expertise of a person from the human resources
group, the vice president of manufacturing must make a formal
agreement with the vice president of human resources to make the
necessary human resources staffer available to work on the project. The
vice president of human resources must then manage this person as they
perform their tasks for the project.

Project managers have less authority over project team members in the
functional structure than in any other form of project organization. In
fact, they serve more as a project coordinator than a project manager
because the functional managers maintain all authority over the project
team members and the project budget.

Advantages of the functional structure
Functional groups have the following advantages:



They are reservoirs of skills and knowledge in their areas of
expertise. Group members are hired for their technical credentials
and continue to develop their capabilities through their work
assignments.
Their well-established communication processes and decision-
making procedures provide timely and consistent support for the
group’s projects. From the beginning of their assignments, group
members effectively work with and support one another because they
know with whom, how, and when to share important task
information. Decisions are made promptly because areas of authority
are clearly defined.
They provide people with a focused and supportive job
environment. Group members work alongside colleagues who share
similar professional interests. Each member has a well-defined
career path and one manager who gives them assignments and
reviews their performance. The established interpersonal
relationships among the group’s members facilitate effective
collaborative work efforts.

Disadvantages of the functional structure

 The functional structure has the following drawbacks:

It hampers effective collaboration among different functional
groups. Group members’ working relationships are mainly with
others in their group, and management assesses their performance on
how well they perform in the group’s area of specialization. This
setup, often referred to as “operating in silos,” makes effective
collaboration with other groups on a project difficult.
The members’ main interest is to perform the tasks in their
group’s specialty area effectively rather than to achieve goals
and results that may involve and affect other groups in the
organization. Group members’ professional interests and working



relationships are mostly with others in their group, and their
manager, who gives them their work assignments and evaluates their
performance, is the head of the functional group. This environment,
whether directly or indirectly, incentivizes members to be most
concerned with and to give the highest priority to their functional
group’s task assignments.
One functional group may have difficulty getting buy-in and
support for its project from other functional groups that must
support or will be affected by the project. Each functional group
can initiate a project without consulting other functional groups. As a
result, people in these other areas may be reluctant to support such a
project when it doesn’t address their needs in the most effective way.
They may also be reluctant to support it because the project may be
competing with projects from their own functional group for scarce
resources.

The projectized structure
The projectized organization structure groups together all personnel
working on a particular project. Project team members are often located
together and under the direct authority of the project manager for the
duration of the project. As an example, you see in Figure 11-2 that a
design engineer, an IT specialist, and a test engineer all work on Project
A, while a different design engineer and a different test engineer work
on Project B.

Project managers have almost total authority over the members of their
team in the projectized structure. They make assignments and direct
team members’ task efforts; they control the project budget; they
conduct team members’ performance assessments and approves team
members’ raises and bonuses; and they approve requests for paid time
off.

Advantages of the projectized structure
The projectized structure has the following advantages:



All members of a project team report directly to the project
manager. This clarified and simplified reporting structure reduces
the potential for conflicting demands on team members’ time and
results in fewer and shorter lines of communication. In addition, it
facilitates faster project decision-making.
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FIGURE 11-2: A projectized structure for administering projects.

Project team members can more easily develop a shared sense of
identity, resulting in a stronger commitment to one another and
to the success of the project. Consistent focus on a single project
with the same group of team members gives people a greater
appreciation of one another’s strengths and limitations, as well as a
deeper understanding of and a stronger belief in the value of the
intended project results.
Everyone on the team shares the processes for performing
project work, communication, conflict resolution, and decision-
making. The projectized structure enhances project productivity and
efficiency because more time can be devoted to doing work rather
than to creating systems to support doing the work.



Disadvantages of the projectized structure

 The projectized structure has the following disadvantages:

Higher personnel costs: Even when several projects have similar
personnel needs, different people with the same skill set have to be
assigned to each one. As a result, chances are greater that projects
won’t be able to fully support people with specialized skills and
knowledge, which can lead to either keeping people on projects
longer than they’re actually needed or having to cover people’s
salaries when their project doesn’t have enough work to support
them full time.
Reduced technical interchange between projects: Providing all the
skills and knowledge required to perform a project by assigning
people full time to the project team reduces the need and the
opportunity for collaborating and sharing knowledge and
experiences with people on other teams.
Reduced career continuity, opportunities, and sense of job
security: Because people are hired to work on one specific project
team, they have no guarantee that the organization will need their
services when their current project comes to an end.

The matrix structure
With increasing frequency, projects today involve and affect many
functional areas within an organization. As a result, personnel from these
different areas must work together to successfully accomplish the project
work. The matrix organization structure combines elements of both the
functional and projectized structures to facilitate the responsive and
effective participation of people from different parts of the organization
on projects that need their specialized expertise.

As Figure 11-3 illustrates, in a matrix organization structure, people
from different areas of the organization are assigned to lead or work on
projects. Project managers guide the performance of project activities



while people’s direct supervisors (from groups such as engineering,
manufacturing, and sales and marketing) perform administrative tasks
like formally appraising people’s performance and approving
promotions, salary increases, or requests for time off. Because an
individual can be on a project for less than 100 percent of their time,
they may work on more than one project at a time (we discuss the key
players in a matrix structure in more detail in the later section
“Recognizing the Key Players in a Matrix Environment”).

A matrix environment is classified as weak, strong, or balanced,
depending on the amount of authority the project managers have over
their teams. Here’s a little more info about each of these classifications:

Weak matrix: Project team members receive most of their direction
from their functional managers. Project managers have little, if any,
direct authority over team members and actually function more like
project coordinators than managers.
Strong matrix: Companies with strong matrix structures choose
project managers for new projects from a pool of people whose only
job is to manage projects. The companies never ask these people to
serve as team members. Often these project managers form a single
organizational unit that reports to a manager of project managers. In
addition to directing and guiding project work, these project
managers have certain administrative authority over the team
members, such as the right to participate in their performance
appraisals.
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FIGURE 11-3: The general matrix organization structure.

Balanced matrix: This type of matrix environment is a blend of the
weak and strong environments. People are assigned to lead projects
or serve as team members based on the projects’ needs rather than on
their job descriptions. Although the project manager may have some
administrative authority over team members (such as approving
requests for time off), for the most part, the project manager guides,
coordinates, and facilitates the project.

Check out the later section “Working Successfully in a Matrix
Environment” for more information on the matrix structure.

Advantages of the matrix structure
A matrix environment offers many benefits, including the following:

Teams can assemble rapidly. Because you have a larger resource
pool from which to choose your project team, you don’t have to wait



for a few people to finish current assignments before they can start
on your project. Additionally, this approach reduces the time-
consuming process of hiring and ramping up someone new from the
outside.
Specialized expertise can be available for several different
projects. Projects often require a small amount of effort from a
person with highly specialized knowledge or skills. If your project
alone can’t provide sufficient funds to hire this person full time,
perhaps several projects together, each using a portion of the expert’s
time, can.
The matrix supports team members’ near-term project work
and longer-term career and skills development. Project resources
benefit from not one but two advocates in a matrix environment.
Project managers advocate for day-to-day project work, while
functional managers advocate for the nurturing of existing skill sets
as well as the acquisition and sharing of new knowledge among
functional team members, with an eye on opportunities for individual
career growth.

Disadvantages of the matrix structure

 A matrix environment introduces the following challenges,
which the project manager must successfully address:

Team members working on multiple projects respond to two or
more managers. Each team member has at least two people giving
them direction — a project manager (who coordinates project work
and team support) and a functional manager (who coordinates the
team member’s project assignments, completes their performance
appraisal, and various other administrative duties). When these two
managers are at similar levels in the organization, resolving
conflicting demands for the team member’s time can be difficult and
may even require escalation to leadership.



Team members’ priorities can be changed away from the project
by the functional manager, particularly in a weak matrix
structure, if this person overrode the project manager’s
authority.
Team members may not be familiar with one another’s styles
and knowledge. Because team members may not have worked
extensively together, they may require some time to become
comfortable with one another’s work styles and behaviors.
Team members may focus more on their individual assignments
and less on the project and its goals. For example, a quality
assurance specialist may be responsible for documenting and
executing test cases on a newly developed portion of software code.
In such a case, the QA specialist may be less concerned about the
project’s target go-live date, which is dependent on the software
passing all QA testing, and more concerned about learning and
incorporating a new, automated testing tool that their functional
manager acquired and plans to eventually require to be used on all
software development projects.

Recognizing the Key Players in a
Matrix Environment

The matrix structure discussed earlier in this chapter makes it easier for
people from diverse parts of the organization to contribute their expertise
to different projects. However, working in a matrix environment requires
that project managers deal with the styles, interests, and demands of
more people who have some degree of control over their project’s
resources, goals, and objectives than in a functional or projectized
structure.

In a matrix environment, the following people play critical roles in every
project’s success:



Project manager: The person ultimately responsible for the
successful completion of the project
Project team members: People responsible for successfully
performing individual project activities
Functional managers: The team members’ direct-line supervisors
Project owner: The person who initiates the project, finances it, and
heads up the business unit where the project’s products will be used
Project sponsor: The person who provides top-level project
justification, funding, liaison, and reporting, as well as specific and
pragmatic support to the project manager
Upper management: People in charge of the organization’s major
business units, also referred to generally as “leadership” or
“executive leadership”

The following sections discuss how each of these people can help your
project succeed.

The project manager
If you’re the project manager, you’re responsible for all aspects of the
project. Being responsible doesn’t mean you have to do the whole
project yourself, but you do have to see that every activity is completed
satisfactorily (see Chapter 12 for definitions of authority, responsibility,
and accountability). In this role, you’re specifically responsible for the
following:

Defining, drafting, and championing the project charter
(collaboratively with the project sponsor) and maintaining it
throughout the life of the project (see Chapter 3 for more information
on the project charter).
Determining objectives (see Chapter 5), schedules (see Chapter 7),
and resource budgets (see Chapters 8 and 9).
Ensuring you have a clear, feasible project plan to reach your
performance targets (see Chapter 6).



Identifying and managing project risks (see Chapter 10).
Creating and sustaining a well-organized, focused, and committed
team (see Chapters 12 and 13 in addition to this one).
Selecting or creating your team’s operating practices and procedures
(see Chapter 13).
Monitoring performance against plans and dealing with any
problems that arise (see Chapter 14).
Resolving priority, work approach, or interpersonal conflicts (see
Chapter 13).
Identifying and facilitating the resolution of project issues and
problems (see Chapter 14).
Controlling project changes (see Chapter 14).
Reporting on project activities (see Chapter 15).
Keeping your clients informed and committed (see Chapter 15).
Accomplishing objectives within time and budget targets (see Part
4).
Contributing to your team members’ performance appraisals (see
Chapter 17).

 On occasion, you may hear people use the terms project director
and project leader, both of which sound similar to project manager.
Check with your organization, but usually manager and director
describe a similar position. Project leader, however, is a different
story. People often think of management as focusing on issues and
tasks and leadership as focusing on people and teams; management
also deals with established procedures, while leadership deals with
change. Therefore, calling someone a project leader emphasizes
their responsibility to focus and energize the people supporting the
project, as opposed to the more technical tasks of planning and
controlling. But again, check with your organization to be sure the



term leader is meant to convey this message (often project leader is
just another term for project manager — go figure!).

Project team members
Project team members must satisfy the requests of both their functional
managers and their project managers. As a team member, your
responsibilities related to project assignments include the following:

Performing tasks in accordance with the highest standards of
technical excellence in your field
Performing assignments on time and within budget
Maintaining the special skills and knowledge required to do the work
well

In addition, you’re responsible for working with and supporting your
team members’ project efforts. Such help may entail the following:

Considering the effect your actions may have on your team
members’ tasks
Identifying situations and problems that may affect team members’
tasks
Keeping your team members informed of your progress,
accomplishments, and any problems you encounter

Functional managers
Functional managers are responsible for orchestrating their staff’s
assignments among different projects. In addition, they provide the
necessary resources for their staff to perform their work in accordance
with the highest standards of technical excellence. Specifically, as a
functional manager, you’re responsible for the following:

Developing or approving plans that specify the type, timing, and
amount of resources required to perform tasks in their area of
specialty



Ensuring team members are available to perform their assigned tasks
for the promised amount of time
Providing technical expertise and guidance to help team members
solve problems related to their project assignments
Providing the equipment and facilities needed for a person to do their
work
Helping people maintain their technical skills and knowledge
Ensuring members of the functional group use consistent
methodological approaches on all their projects
Completing team members’ performance appraisals
Recognizing performance with salary increases, promotions, and job
assignments
Approving team members’ requests for paid time off, administrative
leave, training, and other activities that take time away from the job

The project owner
Project owners initiate the project, finance it, and are in charge of the
business unit where the products produced by the project will be used to
generate the desired business benefits. They are very important project
drivers, one of the stakeholders who will define the business benefits to
be realized from the project (flip to Chapter 4 for more information on
stakeholders). If you are the project owner, you should expect to perform
the following tasks:

Helping to define the business benefits to be produced by the project
(see Chapters 3 and 5 for more establishing the desired project
results)
Helping to ensure the design of the project will produce those
desired business benefits
Assessing the extent to which the benefits desired from the project
are in fact realized



Ensuring all information, people knowledgeable about the different
aspects of operations, and required access to facilities and equipment
are provided as promised when needed

The project sponsor
Originally, a project sponsor was a person who provided resources to
support project activities. However, as projects evolved to become an
integral part of an organization’s operations, the responsibilities of the
project sponsor (often referred to as the executive sponsor) have
expanded to include corporate and top-level project justification,
funding, liaison, and reporting, as well as the provision of specific and
pragmatic support to the project manager. Following are responsibilities
you may have if you are an executive sponsor:

Fleshing out the needs of the project in the business case (see
Chapter 3 for more information)
Estimating the funds, the schedule, and the resources needed for the
project (check out Chapters 7, 8, and 9 for more details)
Securing the funding and other required resources for the project
Collaborating with the project manager to create and ultimately
approve the project charter (check out Chapter 3 for more on this)
Ensuring that the project is producing high-quality deliverables
Supporting the assessment and management of project risks (see
Chapter 10)
Publicizing, promoting, and championing the project, especially to
more senior-level audiences
Helping to establish the internal and external credibility and support
necessary for the project manager and the project team
Providing oversight and executive support, as needed, to facilitate
the successful performance of project activities
Providing senior management with information about project
activities performed, resources expended, results produced, and any



issues that may adversely affect the chances of a project’s successful
completion
Ensuring the business benefits desired from the project are realized

 The ideal candidate to be a project’s executive sponsor would be
a well-respected C-level executive — for example, a CIO (chief
information officer) or CFO (chief financial officer) — in the line
of authority above the department that will use the new products
created by the project to produce the desired business benefits.

 In large, complex projects performed in large organizations, it is
common to have separate people serving as a project’s executive
sponsor and the project manager. However, when smaller projects
are performed in simpler environments, the same person may be
asked to perform both roles. If you are asked to be both the project
manager and the executive sponsor of a project, be sure you don’t
let tasks from one or the other of those roles inadvertently fall
through the cracks. Even though personnel or other resources may
be limited, failing to perform one or more of the tasks of the project
manager or the executive sponsor can have a significant impact on
the chances for project success.

Upper management
Upper management creates the organizational environment; oversees the
development and use of operating policies, procedures, and practices;
and encourages and funds the development of required information
systems. More specifically, if you’re in upper management, you’re
responsible for the following:

Creating the organizational mission and goals that provide the
framework for selecting projects



Setting policies and procedures for addressing priorities and conflicts
Creating and maintaining labor and financial information systems
Providing facilities and equipment to support project work
Defining the limits of managers’ decision-making authority
Helping to resolve project issues and decisions that can’t be handled
successfully at lower levels in the organization

Working Successfully in a Matrix
Environment

Achieving success in a matrix environment requires that you effectively
align and coordinate the people who support your project, deflecting any
forces that pull those people in different directions. This section can help
you, as a project manager, get the highest-quality work from your team
members in a matrix environment and timely and effective support from
the functional and senior managers.

Creating and continually reinforcing a team
identity

 Committing to work with others to achieve a common goal
encourages people to overcome problems they may encounter along
the way. The following tips can help clarify your team’s purpose
and encourage team members to support one another as you work
together to achieve it (see Chapter 13 for additional guidelines):

Clarify team vision and working relationships. As soon as you
have a team, work with the team members to develop a project
mission that members can understand and support. Give people an
opportunity to become familiar with each other’s work style.



Define team procedures. Encourage your team to develop its own
work procedures instead of allowing people to use the approaches of
their respective functional groups.
Clearly define each team member’s roles and responsibilities on
the project tasks they’ll be performing. You also should include
any authority that team members can use in the performance of their
assigned tasks.
Clarify each person’s authority. Team members may have to
represent their functional areas when making project decisions.
Clarify each team member’s level of independent authority to make
such decisions and determine who outside the team can make any
decisions that are beyond the purview of the team member.
Be aware of and attend to your team’s functioning. Help people
establish comfortable and productive interpersonal relationships.
Continue to support these relationships throughout your project.
Reinforce the overall project goals and the dependence of team
members on one another. As the project manager, you must
continually remind team members of the overarching project goals
and focus their attention on how they influence and affect each
other’s work.

Getting team member commitment
Team members typically have little or no authority over each other in a
matrix environment. Therefore, they perform their project assignments
because they choose to, not because they have to. Work with people
initially and throughout your project to encourage them to commit to
your project’s goals (see Chapter 16 for more on how to encourage team
member buy-in).

Eliciting support from other people in the
environment



 The project manager’s authority over team members is
frequently limited; for the most part, you must rely on suggestion,
encouragement, and persuasion to help team members address
issues and accomplish their assignments. Therefore, you have to
identify and establish relationships with others who can help you
deal with situations that you’re unable to resolve yourself. Here’s
how:

Get a champion. Because you most likely don’t have authority over
all the people who affect the chances for your project’s success, get
an ally who does have that authority — and do so as soon as
possible. This project champion can help resolve team members’
schedule and interpersonal conflicts and raise your project’s visibility
in the organization (see Chapter 4 for more information on this role).
Ask for and acknowledge the support of your team members’
functional managers. By thanking functional managers for
supporting their staff and allowing the staff to honor their project
commitments, you’re encouraging those managers to provide similar
support for you and others in the future.
Work closely with your project’s executive sponsor. See the
section “The project sponsor” earlier in this chapter, which discusses
the role and responsibilities of the project executive sponsor.

Heading off common problems before they arise

 Take the following steps upfront and throughout your project to
head off potential conflicts and concerns before they materialize:

Plan in sufficient detail. Work with team members to clearly and
concisely define the project work and each person’s specific roles
and responsibilities for all activities. This planning helps people



more accurately estimate the amount of effort they need to give and
the timing of that effort for each assignment.
Identify and address conflicts promptly. Conflicts frequently arise
in a matrix environment, given people’s diverse responsibilities,
different styles, and lack of experience working together. Encourage
people to identify and discuss conflicts as soon as they occur.
Develop systems and procedures to deal with conflicts promptly —
before they get out of hand.
Encourage open communication among team members,
especially regarding problems and frustrations. The earlier you
hear about problems, the more time you have to deal with them.
Discussing and resolving team issues encourages working
relationships that are more enjoyable and productive.
Encourage upper management to establish an oversight
committee to monitor project performance and to address
resource and other conflicts. Project and functional managers must
focus on the goals for their respective areas of responsibility. Often,
both groups rely on the same pool of people to reach these goals. But
these diverse needs can place conflicting demands on people’s time
and effort. An upper-management oversight committee can ensure
that the needs of the entire organization are considered when
addressing these conflicts.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 11-1 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
included in A Guide to the Project Management Body of Knowledge, 7th
Edition (PMBOK 7).

TABLE 11-1 Chapter 11 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in
This Chapter

Location in
PMBOK 7 Comments

Functional, projectized, and
matrix organizational
structures

“Defining
Three
Organizational
Environments”

2.2.1.
Project Team
Management
and
Leadership

This book discusses in
more detail than PMBOK
7 the three most
common organizational
structures for handling
projects.

Roles of project manager,
project team members,
functional managers, project
owner, project sponsor, and
upper management

“Recognizing
the Key
Players in a
Matrix
Environment”

2.2.1.
Project Team
Management
and
Leadership
2.1.
Stakeholder
Performance
Domain

This book discusses in
more detail than PMBOK
7 how each entity can
support a project team’s
successful performance.



Chapter 12
Defining Team Members’ Roles

and Responsibilities
IN THIS CHAPTER

 Identifying the three roles team members can play on a given
project

 Delegating assignments and sharing responsibility
 Displaying team roles with a responsibility assignment matrix
 Handling micromanagement effectively

Your project team typically includes people with different skill sets and
operating styles who work in different parts of the organization. Thus,
you may not have worked extensively with each of your team members
before. In addition, your project usually has a tight time schedule, a
limited budget, and team members are most likely working on several
other assignments at the same time.

Success in this kind of environment requires that you and your team
members agree on how to work with each other to maximize
contributions and minimize wasted time and mistakes. The team needs
an approach that gives everyone confidence that all members will live up
to their commitments. The project manager and every team member
must understand and be comfortable with their planned roles.

This chapter explains how to distinguish between the different degrees
of team member task involvement, make key assignments, encourage
people to keep their promises, present an overall picture of team
members’ roles and responsibilities, and, finally, handle a micromanager.

Outlining the Key Roles



A typical project entails performing specific pieces of work, making
decisions, and coordinating the activities of others. To accomplish the
project with a minimum of time and resources, each piece of work must
be done in the correct order, and each person must work at peak
efficiency, being sure not to unnecessarily repeat or duplicate work that
others have already done. The more complex the project and the more
people working on it, the more difficult it is to ensure people don’t step
on each other’s toes along the way.

To help you start coordinating people’s efforts, this section defines three
different roles that team members can play when working on a project
activity and takes a look at their similarities and differences.

Distinguishing authority, responsibility, and
accountability
The following concepts can help you define and clarify how team
members should relate to each other and to their assigned tasks:

Authority: The ability to make binding decisions about your
project’s deliverables, schedule, resources, and activities. Examples
include your ability to sign purchase orders that don’t exceed $3,000
and your ability to change a scheduled date by no more than two
weeks.
Responsibility: The commitment to achieve specific results. An
example is your promise to have a draft report ready by March 1.
Accountability: Bringing consequences to bear in response to
people’s performance, such as your manager noting in your annual
performance appraisal that you solved a tough manufacturing
problem.
Unfortunately, many people think accountability means only paying
the price when you foul up. This fear of having to be accountable for
mistakes often leads people to shy away from accountability. Paying
a price when you foul up is certainly half of the concept, but the
other (better!) half is being rewarded for doing a good job. This



positive reinforcement is far more effective than negative
reinforcement for encouraging high-quality results.

 Although these three terms are related, each term is a distinct
and necessary element of defining and reinforcing team roles.

Understanding the difference between authority
and responsibility
Both authority and responsibility are upfront agreements. Before you
start your project, you agree who can make which decisions and who
will ensure particular results. However, authority focuses on processes,
while responsibility focuses on outcomes:

Authority defines the decisions you can make but doesn’t mention
the results you have to achieve.
Responsibility addresses the results you must accomplish but doesn’t
mention the decisions you can make to reach those results.

Keep in mind, too, that you can transfer the authority to make decisions
to another person, but you can’t transfer the responsibility for the results
of those decisions. For more about delegating authority and sharing
responsibility, check out the later section “Making Project
Assignments.”

Suppose you have the authority to issue purchase orders up to $5,000 for
your project. Assume no policy or instructions specifically prevent you
from giving some or all of this authority to someone else, so you give
Charlotte, one of your team members, authority to sign purchase orders
for your project not to exceed $4,000. However, if Charlotte mistakenly
issues a $3,000 purchase order for ten units of widget A instead of a
$1,500 purchase order for the five units of widget B that she really
needs, you’re still responsible for her error.



 You can always take back authority that you gave to someone
else, but you can’t blame the person for exercising that authority
while they have it. Remember that authority focuses on processes,
while responsibility focuses on outcomes.

Making Project Assignments
Effectively eliciting the help and support of others in the work you do is
essential to get the most out of all team members. This section focuses
specifically on what you need to know about defining project roles,
including deciding what can and can’t be delegated, assigning roles with
confidence, sharing responsibility, and holding everyone accountable.

Delving into delegation
Delegating is giving away something you have (we know other
definitions of delegating exist, but to keep it simple for our purposes, to
delegate is to give away). In the following sections, we help you decide
what to delegate and understand different degrees of delegation; we also
explain how to support your delegations and achieve the best results
possible.

 You can delegate authority, but you can only share
responsibility. You can completely transfer your decision-making
power to someone else so they can make the decisions with no
involvement or approval from you. However, when another person
agrees to assume a responsibility of yours, you’re still obligated to
ensure that they achieve the desired results. See the later section
“Sharing responsibility” for more on this.

Deciding what to delegate
You delegate authority for four reasons:



To free yourself up to perform other tasks
To have the most qualified person make decisions
To get another qualified person’s perspective on an issue
To develop another person’s ability to handle additional assignments
prudently and successfully

 The potential benefits of delegating can be significant, but so
can the risks and not every task can or should be delegated.
Consider the following guidelines when deciding which tasks are
appropriate candidates for delegation:

Assign yourself to the tasks that you do best. Suppose you’re the
best lawyer in town and there’s more demand for your services at a
fee of $500 per hour than you can meet. Suppose also that you can
type twice as fast as the next-fastest typist in town, who charges
$200 per hour. Should you type all your own legal briefs?
The answer is no. If you spend an hour typing, you’d save the $400
you’d have to pay the typist (who’d require two hours at a cost of
$200 per hour to do the same work). However, if you spend the same
one hour providing legal services, you’d earn $500, which would
allow you to pay the typist $400 for the work and still have $100 left
over (this concept is referred to as the law of comparative
advantage).
If possible, assign yourself to tasks that aren’t on a project’s
critical path. A delay in any activity on a project’s critical path
pushes back the estimated date for project completion (see Chapter 7
for more on critical paths). Therefore, when you have to stop
working on a task that’s on your project’s critical path to deal with
problems on another task, you immediately delay the entire project.
Suppose you’re managing a project to develop and present a training
program. Part of the project entails preparing the content for the
training manual and reserving the facilities where you’ll present the



training. Each activity is on one of the project’s critical paths, and
both are scheduled to be performed at the same time. Because you’re
so concerned that the training manual has the correct content and is
completed on time, you assign yourself to finish developing it, and
you assign Jacob, a member of your project team, to reserve the
facilities.
When Jacob encounters an unexpected problem while trying to use
the organization’s credit card to pay for the deposit to hold the
facilities, you feel you need to help him resolve it. However, if you
stop working on your critical path activity of completing the training
manual to help him, your project’s completion will be delayed.
Don’t assign other people to work on a task that you can’t
clearly describe. The time you save by not working on the task is
more than offset by the time you spend answering questions and
continually redirecting the person to whom you’ve assigned the
unclear task.

Recognizing the six degrees of delegation
Delegation doesn’t have to be an all-or-nothing proposition, where you
either make all decisions yourself or you withdraw from the situation
entirely. Consider the following six degrees of delegation, each of which
builds on and extends the ones that come before it:

Get in the know. Get the facts and bring them to me for further
action.
Show me the way to go. Develop alternative actions to take based
on the facts you’ve found.
Go when I say so. Be prepared to take one or more of the actions
you’ve proposed, but don’t do anything until I say so.
Go unless I say no. Tell me what you propose to do and when, and
take your recommended actions unless I tell you otherwise.
How’d it go? Analyze the situation, develop a course of action, take
action, and let me know the results.
Just go! Here’s a situation; deal with it.



Each level of delegation entails some degree of independent authority.
For example, as your manager, when I ask you to find the facts about a
situation, you choose what information sources to consult, which
information to share with me, and which to discard. The primary
difference between the levels of delegation is the degree of checking
with the manager before taking action. The least amount of action
allowed without first checking with your manager occurs at the first
level and the greatest amount allowed occurs at the sixth level.

Supporting your delegations of authority
You must reinforce and support your delegations of authority, or you
may find yourself doing the task you thought you had assigned to
someone else.

Suppose you’ve been a manager of a project for the past two months,
and Mary, who has been your coordinator, has been dealing with
people’s technical issues. When someone comes to Mary with a
technical problem, she analyzes the problem, decides how to address it,
and passes the problem and her proposed solution by you. If you agree
with her solution, you ask her to implement it. If you don’t, you help her
develop a more acceptable one.

Yesterday, you told Mary that, from now on, she doesn’t have to pass her
proposed solutions by you before implementing them. After discussing
this with her, you told the other team members about the new procedure.

This morning Joe came to Mary to discuss a problem he was having with
a contractor, and after listening to the problem, Mary gave Joe very
specific instructions for how to deal with it. When Joe left Mary’s office,
he called you, recounted the problem he had discussed with Mary and
her proposed solution, and asked you whether you agreed with Mary’s
approach.

You now have a dilemma. On the one hand, you want to support Mary’s
newly delegated authority. On the other hand, you want to ensure that
your project goes smoothly and successfully. What should you do?

The only response you can make to Joe that supports your delegation of
authority to Mary is “Do whatever Mary told you to do.”



 Responding to Joe with, “Yes, Mary’s solution sounds good to
me,” doesn’t work because, by declaring that you like Mary’s
solution, you actually undercut Mary’s authority to make the
decision on her own! Perhaps you intend your words to assure Joe
that you have full confidence in Mary’s ability to develop an
appropriate solution and that the one she proposed is an example of
her good judgment. In reality, your response suggests to Joe that
you’re still in the approval process because you gave your approval
to Mary’s decision rather than to her exercising her authority to
make the decision.

You want to support your delegation, but you also want to ensure your
project’s success. So how do you deal with the following situations?

You don’t agree with Mary’s recommendation. If you fear that
following Mary’s recommendation will have catastrophic
consequences, you must suggest to Joe that he wait until you can
discuss the issue with Mary. In this instance, protecting your project
and your organization is more important than supporting your
delegation of authority.
In all other instances, however, you need to tell Joe to follow Mary’s
suggestion because she has the authority to make that decision. Here
are several reasons to do so, even if you don’t agree with her choice:

She may know more about the situation than Joe told you.
Maybe she’s right and you’re wrong.
If she believes that you’ll jump in to save her every time she
makes a bad decision, she’ll be less concerned about making
the correct decision the first time.

You can always ask Mary later to explain to you privately the
rationale for her decision, and you can offer your thoughts and
opinions when you feel they’d be beneficial.



Joe’s call indicates a more general problem with the team’s
procedures and working relationships.

Perhaps you weren’t clear when you explained the new
working procedures with Mary to your team. Explain and
reinforce the new procedures to Joe and the other team
members.
Perhaps Joe didn’t like Mary’s answer and is trying to go
behind her back to get his way. Again, you must reinforce that
the decision is Mary’s to make.
Perhaps Mary didn’t adequately explain to Joe why she
recommended what she did. Suggest to Mary that she discuss
with Joe the reasons behind her solutions and verify that he
understands and is comfortable with the information she
shares.
Perhaps some interpersonal conflict exists between Joe and
Mary. Talk with both of them to determine whether such a
conflict exists and, if it does, how it came about. Work with
Joe and Mary to help them address and resolve the conflict.

Delegating to achieve results
Delegation always involves some risk — you have to live with the
consequences of someone else’s decisions. However, you can take the
following steps to improve the person’s chances for successful
performance:

1. Clarify what you want to delegate.
Describe in unambiguous terms the activity you want the other
person to perform and the results you want them to achieve. Also,
define guardrails, or guidelines, to clearly explain what you don’t
want the person to do.

2. Choose the right person.
Determine the skills and knowledge you feel a person must have to
perform the task successfully and don’t delegate the task to a person
who lacks these skills and knowledge (see Chapter 8 for more on



describing the skills and knowledge people need to do different
jobs).

3. Make the delegation correctly.
Explain the activity to be performed, the effort you expect the person
to expend, and the date they should have the activity completed.
Record this information for clarity and store it for future reference
(you can record and store this information on any medium you
choose, as long as you’re confident the record will remain safe and
be accessible if you need it).

4. Be available to answer questions.
Maintaining contact while the person performs the task allows you to
ensure that any ambiguities and unexpected situations encountered
are resolved promptly and to your satisfaction. This also conveys to
the person that the task is important to you.

5. Monitor performance.
Set up frequent, well-defined checkpoints at which you can monitor
the person’s performance. Then keep that schedule.

6. Promptly address problems that arise.
If you feel the person’s performance isn’t satisfactory, discuss your
concerns and develop steps to bring it back on track.

 Any level of delegation must be clear and unambiguous,
including guardrails (or constraints); otherwise, the deliverable may
satisfy what was described, but not be what you expect.

Sharing responsibility
The decision to delegate authority is unilateral; it doesn’t require the
agreement of both parties. You can choose to give someone the authority
to make a decision whether or not they want that authority. After you
give your authority to another person, they are free to pass it on to
someone else (if you haven’t specifically told them not to).



 Responsibility is a two-way agreement. You ask me to respond
to a customer inquiry, and I agree that I will. Because you and I
agree that I’ll handle the inquiry, I can’t decide to give the
assignment to someone else and then not worry about whether
they’ll handle it. I committed to you that the inquiry would be
addressed; the only way I can free myself from this responsibility is
to ask you to agree to change our original understanding.

Suppose Elena, your supervisor, asks you to prepare a report of your
organization’s latest sales figures. You know where to get the raw sales
data, and you figure that you can prepare the text of the report in
Microsoft Word and ask Bill, a member of your staff, to prepare any
necessary graphics in Microsoft PowerPoint. So you accept Elena’s
assignment, and you then ask for and receive Bill’s agreement to prepare
the graphics for you.

A week later, Elena asks how you’re doing on the report. You tell her
that you’ve completed the text, but Bill hasn’t finished the graphics yet.
You suggest that she check with Bill to find out how he’s doing and
when he’ll be finished. How do you think Elena will respond to your
suggestion?

After a moment’s silence, Elena reminds you that you agreed to prepare
the report and, therefore, ensuring all parts of the work are complete is
your responsibility, not hers. In other words, because you accepted the
responsibility for completing the report, you can’t choose unilaterally to
give away part of that responsibility to someone else.

Elena was correct in refusing to deal directly with Bill for other reasons:

If Elena had agreed to check directly with Bill, she would have
tacitly been telling him that whenever you give him assignments in
the future, he should be concerned about satisfying her rather than
you. In other words, she would have undermined your leadership
position.



Following up with Bill would’ve been difficult for Elena to do, even
if she had wanted to, because she didn’t know exactly what you
asked him to do or when you asked him to have it done.

The only way you can relieve yourself of some or all of the
responsibility you accepted is to ask Elena to agree to a revised plan.

Holding people accountable — even when they
don’t report to you
People who make promises, fail to keep them, and then suffer no
consequences create some of the worst frustrations in a project (or any!)
environment. Observe these guidelines to encourage people to honor
commitments to you:

If you’re responsible, you should be held accountable. In other
words, if you make a promise, you should always experience
consequences based on how well you keep your promise.
If you’re not responsible, you shouldn’t be held accountable.
When something goes wrong but you weren’t responsible for
ensuring that it was handled correctly, you shouldn’t face negative
consequences (of course, you shouldn’t receive accolades when it
goes well, either).

 Holding people accountable when something they aren’t
responsible for goes wrong is called scapegoating. Assigning blame
indiscriminately only encourages people to avoid dealing with you in
the future. It’s demoralizing and will erode the respect you’ve
worked hard to earn, not only from the affected team member, but
also from your entire team and stakeholders.

When a person who doesn’t report to you administratively promises to
do something for you, holding them accountable can be a touchy issue.
You may not try to hold them accountable because you think it’s
inappropriate (after all, you’re not their supervisor) or because you don’t



know how to do so. But remember: Holding people accountable is
appropriate and necessary when they’ve accepted a responsibility.
Accountability helps people know that they’re on the right track, and it
enables you to acknowledge when they’ve completed the promised
assignments. You don’t need authority to hold people accountable; the
people just need to have accepted the responsibility.

 Use the following approaches to hold people accountable when
you don’t have direct authority over them:

Find out who has direct authority over the person and bring that
supervisor into the process. Consider soliciting the approval of the
person’s manager when you ask them to accept responsibility for a
task. When you do so correctly and at the right time, you can
improve the chances for success. If a person’s manager is unaware
that their staff member agreed to perform a task for you, your
chances of getting the manager’s help when the person fails to
perform as promised are small. However, if the manager supported
their staff member’s offer to help you when it was made, the
manager and their staff member shouldn’t be surprised if you solicit
the manager’s help when the staff member doesn’t do the task.
Put it in writing. Have you ever noticed how strangely people react
when you put an informal agreement in writing? All of a sudden,
they act as if you don’t trust them. Don’t let this reaction deter you.
Put your agreement in writing to formalize it, to clarify the terms,
and to serve as a reminder to both you and the person agreeing to do
the task. If the person asks whether you want to have a written
agreement because you don’t trust that they’ll do what they promise,
explain to them that if you didn’t trust them, you wouldn’t work with
them in the first place!
Be specific. The clearer you make your request, the easier it is for
the person to estimate the effort they need to respond to the request
and to produce the correct result the first time. You may feel that



being too specific is inappropriate because you have no direct
authority over the other person. But recognize that putting a request
in writing doesn’t make it an order; it just clarifies its specifics and
makes it easier to perform.
Follow up. Negotiate a schedule to monitor the person’s
performance and to address any issues or questions that arise. Be
sure to:

Negotiate a follow-up schedule at the outset of the agreement.
If you call unannounced at random times, you’ll appear to be
checking up and micromanaging, maybe because you don’t
trust the person.
Base your follow-up schedule on when the person plans to
achieve certain intermediate milestones to ensure you have
objective criteria for an assessment.

Make the person accountable to the team. Your most valuable
professional asset is your reputation. When a person promises to do
something for you, let others on your team know about the promise.
When the person lives up to that promise, acknowledge their
accomplishment in front of their colleagues. If the person fails to live
up to the promise, work with them to develop a plan to course-
correct and update the team with this information, including the
details of the plan to “right the ship.”
Get commitment. When a person indicates that they’ll help you out,
be sure to get a firm, specific commitment that the desired result will
be achieved by a specific time and for a specific cost. Beware of
vague declarations like “I’ll give it my best effort” or “You can count
on me.”
Create a sense of urgency and importance. You may want to
minimize any pressure the person feels by offering to understand if
they can’t perform to your expectations because of one reason or
another. Unfortunately, this approach suggests that the work you’re
asking them to do isn’t really that important and increases the chance
that they won’t complete it. Instead, let the person know how their
work influences other activities and people on the project. Let them



know why they need to perform to expectations and what the
consequences will be — to the project and the organization — if they
don’t.

The nearby sidebar “Holding the line when someone else drops the ball”
provides an example of holding someone accountable when they aren’t
your direct report.

HOLDING THE LINE WHEN SOMEONE
ELSE DROPS THE BALL

Suppose you recently joined a team working on a project to develop and implement an
upgraded inventory control system for your organization. When you find out that your
friend Eric had been on this team until a month ago, you call him to discuss his
experiences on the project.

After listening to his in-depth account of his project involvement, you explain that you
and three other team members have been asked to develop the new system’s users’
manual. You ask him whether, in view of his extensive knowledge of the project’s
history, he’d be willing to do you a favor and write a draft of Chapter 1 of the manual
that recounts the system’s background and evolution. Today is Monday, and you
explain you need the draft by a week from Friday. Eric agrees, and you both hang up.

Unfortunately, you never receive the draft of Chapter 1 from Eric. He never calls you to
explain why he didn’t submit the draft, and you never check with him to see what’s
happening.

You probably make and receive requests like this one several times each day.
Unfortunately, too many times people promise to help you out but don’t deliver. You
have to find ways to hold people accountable when they make agreements to complete
assignments for you — even if you have no direct authority over them.

Of course, you can hold people accountable only if they accept responsibility in the first
place. Therefore, in the preceding illustration, the first question you have to ask is: After
your phone call, did Eric accept the responsibility to write the draft for you and your
colleagues?

Very simply, the answer is yes. How do you know? Because he said he would. Take
note, however, that I’m not suggesting that Eric is responsible for preparing the draft of
Chapter 1 and that you and your colleagues are off the hook. Your responsibility to
prepare the users’ manual hasn’t changed, but Eric accepted the responsibility to
prepare the Chapter 1 draft for you. That Eric no longer works on the project or that he
doesn’t report to you or your manager is beside the point. He’s responsible because he
said he would be.



Eric may argue that he has a personal obligation to complete the draft (because he said
he would) but no organizational obligation because the agreement wasn’t in writing and
he wasn’t officially on your project team. That argument doesn’t hold up, though; he’s
responsible because he said he would be. If he didn’t want to accept the responsibility,
he only had to say no.

The second question is: Did you do anything to hold Eric accountable for not keeping
his promise? The answer to this question is no. If Eric never sent you the draft, your
actions (or lack of them) send him the following messages:

The assignment wasn’t that important. What a terrible message to send!
You asked Eric to take time away from his busy day to do something for you,
and you didn’t even care whether he completed the task? He’s probably happy
that he decided not to spend time on the task because, apparently, it wouldn’t
have made a difference anyway.

Eric’s behavior was okay. This message is even worse! It confirms that
making promises and then not performing and not explaining your reasons for
not performing is okay. Circumstances may have arisen that made it impossible
for Eric to honor his commitment, but does that justify not calling to tell you
about the situation? Unfortunately, this type of behavior, multiplied many times
every day, defines an organizational environment in which promises mean little
and breaking them becomes an accepted part of business as usual.

Most likely, you didn’t intend to convey these messages. You probably figured that Eric
didn’t send the draft because he was busy with other work, and you didn’t want to make
a big deal about it because he agreed to go out of his way to help you. Unfortunately,
he can’t know what’s on your mind because you didn’t tell him.

Maybe he didn’t ignore his promise to prepare the draft. Consider some other
possibilities:

He sent you the draft, but the email inadvertently landed in your spam
folder or was blocked because the file was too large. Unfortunately, most
people figure that no news is good news. When Eric didn’t get a call from you,
he probably assumed that you’d received the draft and found it acceptable.
Certainly, he reasoned, you would’ve called if you had any questions!

He misunderstood you initially; he thought you needed the draft by a
month (rather than a week) from Friday. Maybe he’s still working on the draft
and plans to give it to you on the date he thought you needed it.

Accountability is a management control process. Responding to a person’s actions lets
the person know whether they are on target or whether they need to make a correction.
Not responding to unacceptable performance unfortunately increases the likelihood that
it will occur again.



Picture This: Depicting Roles with a
Responsibility Assignment Matrix

Defining and sharing team roles and responsibilities upfront can help
you improve performance as well as identify and head off potential
difficulties during a project. One way you can display team roles and
responsibilities is in a responsibility assignment matrix (RAM) — also
called a linear responsibility chart (LRC). This section helps you
understand the elements of a RAM, effectively read a RAM, develop
your own chart, and improve your chart to meet your needs. Your only
limit is your creativity!

 A RACI chart is one of the most commonly used types of RAM.
The RACI chart derives its name from the first letters of the four
roles typically used in the chart — Responsible, Accountable,
Consulted, and Informed.

Introducing the elements of a RAM
The RAM is a table that depicts each project audience’s role in the
performance of different project activities (see Chapter 4 for more on
project stakeholders). A RAM’s format is as follows (see Figure 12-1,
which illustrates a portion of a RAM for designing and conducting a
customer needs survey):

Project deliverables are in the left column.
Project stakeholders are in the top row.
The role each stakeholder will play in performing the work to
produce each deliverable is in the intersections of the rows and
columns.
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FIGURE 12-1: A responsibility assignment matrix (RAM) displays project roles.

The RAM in Figure 12-1 indicates which of the following three roles
people can have in this project’s activities:

Primary responsibility (P): You’ll ensure the results are achieved.
Secondary responsibility (S): You’ll ensure some portion of the
results is achieved.
Approval (A): You’re not actually working on the deliverable, but
you approve the results produced by others who are.

The RAM is just a format. For each project, you define and assign the
roles you feel are appropriate. You may, for example, decide to use the
following roles in addition to the three already defined in Figure 12-1:

Review (R): You review and comment on the results of an activity,
but your formal approval isn’t required.
Output (O): You receive products from the activity.
Input (I): You provide input for the activity work.



 The roles included in a project RAM describe the work different
people must do to help accomplish the project activities. To help
your team members increase their contributions to the entire team
as well as the quality of their own work, base their project
assignments on their skills, knowledge, and experience and on the
behaviors they tend to exhibit on tasks they perform. Examples of
behavioral roles that people play include the following:

Encourager: One who praises and accepts the ideas of others
Harmonizer: One who relieves tensions and resolves conflicts
Gatekeeper: One who encourages other team members to
participate
Follower: One who follows the lead of others
Group observer: One who gives feedback while maintaining their
distance

Reading a RAM
To illustrate how you read the RAM, consider the deliverable
questionnaire design listed in Figure 12-1. The chart suggests that three
people work together on this activity as follows:

The project team member has primary responsibility for the
questionnaire’s content, format, and layout. On this project, the
project team member reports to the task leader, who, in turn, reports
to the project manager.
The task leader performs selected parts of the questionnaire design
under the general coordination of the project team member. Also, the
task leader must approve all aspects of the questionnaire design
before work can proceed to the next step.
The project manager must approve the entire questionnaire, even
though they aren’t doing any of the actual design or layout.



 Unless otherwise stated, the top row of a RAM doesn’t indicate
any hierarchical reporting relationships between or among the
stakeholders listed. A convenient way to depict such relationships is
by showing them in an organization chart; see Figure 12-2 for an
example.
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FIGURE 12-2: The New Product Needs Assessment project team organization chart.

The organization chart in Figure 12-2 shows the hierarchical reporting
relationships for the New Product Needs Assessment project team,
which includes the project manager, the task leader, and team members
A and B. The chart indicates that the task leader reports to the project



manager, and team members A and B report to the task leader. The work
breakdown structure (WBS) codes in Figure 12-1 indicate that this RAM
only includes WBS components for part of the total project (see Chapter
6 for more on WBS). Therefore, the fact that team member B has no
assignments in this RAM suggests they must be assigned to WBS
components in a different part of the project.

You can analyze any RAM vertically by audience and horizontally by
activity for situations that may give rise to problems. For an example,
check out Table 12-1, which notes some observations about the
assignments displayed in Figure 12-1 and issues they may suggest. After
you identify these situations, you can decide how to address them.

 After identifying a potential issue with your project’s role
assignments, you can choose how to deal with it. Possibilities
include:

Ignoring the issue: For example, you may decide that three
approvals are necessary to print the questionnaires and that’s just the
way it is.
Taking simple steps to minimize the risk of a problem: For
example, you may ask the task leader to thoroughly document all
important information in case they leave the project unexpectedly.
Addressing the issue further in a formal risk management plan:
See Chapter 10 for a discussion of how to analyze and plan to
manage risks.

TABLE 12-1 Situations and Issues Suggested in Figure
12-1

Situation Possible Issues

The project manager has no direct
responsibilities for individual
project deliverables.

Will the project manager fully understand the
substance and status of the project work?



Situation Possible Issues

The task leader is heavily
committed.

The task leader won’t have enough time to handle
all these duties.
The task leader is making all key decisions.
What if the task leader leaves during the project?

The group director doesn’t get
involved until asked to approve the
funds for printing the
questionnaires.

The group director will slow down the approval
process by asking questions about the purpose of
the project, the use of the results, and so on.

The task leader is the only person
involved in selecting the
respondents.

Do you want a key decision (that can determine
the validity of the entire pretest) to be made by
only one person?

The deliverable questionnaire
printing requires three approvals.

Does anyone else have to approve the
questionnaire before it can be used?
Are too many people approving the questionnaire?
Would it be acceptable just to notify one or two of
these people rather than to require their sign-off?
The activity may take longer than estimated
because the people approving the questionnaire
aren’t under the project manager’s direct control.

Developing a RAM
Despite the straightforward nature of the information included in the
RAM, getting everyone to agree on people’s roles can be time-
consuming. The following steps can help you get people’s input and
approval with the least time and effort:

1. Identify all people who’ll participate in or support your project.
See the discussion of project stakeholders in Chapter 4 for details.

2. Develop a complete list of deliverables for your project.
See Chapter 6 for details on creating a work breakdown structure.

3. Discuss with all team members how each of them will support
the work to produce the different project deliverables.
For each of their assignments, discuss the level of their responsibility
and authority, as well as the specific work they’ll perform. Also
discuss with them any involvement that others will have on their



activities. If specific people haven’t been identified for certain
activities, consult with people who have done those types of
activities before.

4. Prepare an initial draft of your RAM.
Draw the table for your chart, and enter your project’s deliverables in
the left column and the people who will support the activities in the
first row. In the cells formed by the intersection of each row and
column, enter the roles that each person will have (based on the
discussions you have with your team members in Step 3).

5. Have all your team members review and approve your draft
chart.

 If people agree with the chart, ask them to indicate their
agreement in writing. If they express concerns about some aspects,
ask them to note their concerns in a memo or an email.

6. If some of your team members don’t approve the draft chart,
revise the chart to address their concerns and ask everyone who
gave input to review and approve the revised chart.

 If you make any changes to the draft RAM, have all your
team members review and approve the revised chart, especially
people who already approved the prior version.

7. Go back to Step 5 and continue the process until everyone you
consulted in Step 3 approves the chart.

Ensuring your RAM is accurate
For complex projects, the RAM can be quite large, and keeping the chart
current and consulting throughout the project with all the people
identified can be time-consuming. However, having a chart with
incorrect information can result in duplicated efforts and overlooked



activities. The following sections offer you suggestions for how to keep
your RAM accurate and current throughout the project.

Including a legend that defines all terms and acronyms
To help people understand the information you’re trying to convey in the
RAM, include a legend that defines all terms, symbols, color-codes, and
acronyms used in the chart. When preparing this legend, don’t assume
that just because a term is commonly used, everyone who uses the term
defines it the same way. For instance, you may use the term primarily
responsible to refer to one role a person may have. When you define this
term in the chart’s legend, in addition to explaining what you mean by
primarily, also clearly state what you mean by responsible.

Developing a hierarchy of charts
Including 50 or more activities on the same RAM can be cumbersome,
so consider developing a series of nested charts for larger projects (also
known as a hierarchy of charts). Prepare a high-level chart that identifies
responsibilities for higher-level components in your work breakdown
structure (such as project phases and major deliverables), and then
develop separate charts that detail responsibilities for lower-level
deliverables and work packages (see Chapter 6 for details on phases,
deliverables, and work packages in a work breakdown structure.)

Suppose you’re planning a project to design and implement an
information system. Figure 12-3 illustrates how you may create two
layers of RAMs to depict the project team members’ roles. First, prepare
a high-level RAM that details the roles for major phases, such as
requirements, system design, and system test. Then display in a second
chart the roles of the team leader and their group in terms of the
activities that comprise requirements.
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FIGURE 12-3: A hierarchy of RAMs.

Getting input from everyone involved
Involve the entire team when developing your chart. As the project
manager, you don’t know exactly how people should perform tasks in
their areas of specialty, so you need to ask them. Even if you do know,
people have a greater commitment to a plan when they participate in
developing it.

Putting your RAM in writing
If you think you can save time by not putting your RAM in writing,
think again! Putting your chart in writing is essential for two reasons:

You can see possible problems in your project that you may have
overlooked if you were considering pieces of information
separately. Refer to the RAM in Figure 12-1. Before preparing the
chart, the task leader knew they were primarily responsible for
selecting respondents for the questionnaire’s pretest, and other team
members knew they weren’t involved in that activity. But writing



this down in the RAM highlights that the task leader is, in fact, the
only one involved in this activity.
You ensure that people have a common understanding of their
roles and relationships.

Keeping your RAM up-to-date
The longer your project is, the more likely it is that activities will be
added or deleted, people will leave the team, and new people will join
the team. Periodically reviewing and updating your RAM enables you
to:

Assess whether the current assignments are working out and, if not,
where you may need to make changes.
Clarify the roles and responsibilities for new activities.
Clarify the roles and responsibilities for new people who join the
team.

 You can develop a RAM at any time during a project. If you join
a project that’s underway and find that no RAM exists, develop one
to clarify the roles and responsibilities going forward.

Dealing with Micromanagement
Micromanagement is a person’s excessive, inappropriate, and
unnecessary involvement in the details of a task that they ask another
person to perform. It can lead to inefficient use of personal time and
energy, as well as to tension and low morale. In this section, we help you
look at the reasons behind micromanagement, offer some tips for how to
gain your micromanager’s trust and confidence, and suggest how to
work with a micromanager.

Realizing why a person micromanages



Unfortunately, no simple rules define when or why a person is
micromanaging. If you think your manager is getting a little too close for
comfort, let them know you feel that their oversight is a bit excessive.
Try to give them some objective indicators to explain why you feel the
way you do.

 If the person doesn’t change, you need to figure out why they
continue to micromanage you. Think about whether one or more of
the following explanations may be the reason and try the suggested
approaches:

The person is interested in and enjoys the work. Set up recurring
touchbases to discuss interesting technical issues with the person.
The person is a technical expert and feels that they can do the
job best. Review your technical work frequently with the person and
give them opportunities to share their technical insights with you.
The person may feel that they didn’t explain the assignment
clearly or that unexpected situations may crop up. Set up a
schedule to discuss and review your progress frequently so that the
micromanager can promptly uncover any mistakes and help you
correct them.
The person is looking for ways to stay involved with you and the
team. Set up scheduled times to discuss project activities. Provide
the micromanager with periodic reports of project progress, and
make a point to stop by and say hello throughout the project.
The person feels threatened because you have more technical
knowledge than they do. When talking about your project in front
of others, always credit the micromanager for their guidance and
insights. Share key technical information with the person on a
regular basis.
The person doesn’t have a clear understanding of how they
should be spending their time. Discuss with the person the roles



they would like you to assume on project activities. Explain how the
person can provide useful support as you perform the work.
The person feels that they have to stay up on the work you’re
doing in case anyone else asks about it. Discuss with the person
what type of information they need and how frequently they need it.
Develop a schedule to provide progress reports that include this
information.

Gaining a micromanager’s trust
Your supervisor may be micromanaging you because they don’t yet have
full confidence in your ability to perform. Instead of being frustrated or
resentful, take the following steps to help your supervisor develop that
confidence:

Don’t be defensive or resentful when the person asks you
questions. Doing so makes you appear like you’re hiding something,
which only makes the person worry more. Instead, willingly provide
all the information the person asks for.
Thank the micromanager for their interest, time, and technical
guidance. Complaining about what you perceive to be excessive
oversight strains your relationship and increases the person’s fears
and insecurities. After you explain that you value and will
incorporate their input, you can try to develop a more acceptable
working relationship.
Offer to explain how you approach your tasks. Seeing that you
perform your work using appropriate, high-quality techniques
increases your manager’s confidence that you’ll successfully
complete the assignment they gave you.
Work with the person to develop a mutually agreeable schedule
for sharing progress and accomplishments. Develop meaningful
and frequent checkpoints. Frequent monitoring early in your work
reassures both of you that you’re performing the assignments
successfully.



Working well with a micromanager
You can reduce or even eliminate most micromanagement by improving
your communication and strengthening your interpersonal relationships.
Consider the following tips as you work with a micromanager:

Don’t assume. Don’t jump to conclusions. Examine the situation
and try to understand the motivations of the person who’s
micromanaging you.
Listen. Listen to the micromanager’s questions and comments; see
whether patterns emerge. Try to understand their real interests and
concerns.
Observe the person’s behavior with others. If the person
micromanages others, the micromanagement likely stems from their
feelings of insecurity rather than from your actions and performance.
Find ways to address the person’s real interests and concerns.
If at first you don’t succeed, try, try again. If your first attempts to
address the situation are unsuccessful, develop an alternative
strategy. Keep at it until you succeed.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 12-2 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 12-2 Chapter 12 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This
Chapter

Location
in PMBOK
7

Comments

Creating and
using a
responsibility
assignment
matrix (RAM)

“Picture This:
Depicting Roles
with a
Responsibility
Assignment
Matrix”

4.6.6.
Visual
Data and
Information

PMBOK 7 lists and defines various
artifacts for displaying project roles,
including the RAM and RACI, but does
not cover either in as much detail as
this book.



Chapter 13
Starting Your Project Team Off

on the Right Foot
IN THIS CHAPTER

 Confirming team member assignments and filling in any gaps
 Developing your team’s identity along with its operating

procedures
 Creating systems and schedules for project control
 Introducing your project with an official announcement
 Laying the groundwork for the post-project review

After intense work on a tight schedule, you submit your project plan (the
single document that integrates and consolidates your project’s scope
statement, stakeholder register, work breakdown structure, responsibility
assignment matrix, schedule, resource requirements, budget, and all
subsidiary plans for providing project support services) for review and
approval. A few days later, your manager comes to you and says,

“I have some good news and some bad news. Which would you like
to hear first?”
“Tell me the good news,” you respond.
“Your plan’s been approved.”
“So, what’s the bad news?” you ask.
“Now you have to do the project!”

Starting off your project correctly is a key to ultimate success. Your
project plan describes what you’ll produce, the work you’ll do, how
you’ll do it, when you’ll do it, and which resources you’ll need to do it.



When you write your project plan, you base it on the information you
have at the time, and, if information isn’t available, you make
assumptions. The more time between your plan’s completion and its
approval, the more changes you’re likely to find in your plan’s
assumptions as you actually start your project.

As you prepare to start your project, reconfirm or update the information
in your plan, determine or reaffirm which people will play roles in your
project and exactly what those roles will be, and prepare the systems and
procedures that will support your project’s performance. This chapter
tells you how to accomplish these tasks and get your project off to a
strong start.

Finalizing Your Project’s
Participants

A project stakeholder is a person or group that supports, is affected by,
or is interested in your project (see Chapter 4 for details on how to
identify project stakeholders). In your project plan, you describe the
roles you expect people to play and the amount of effort you expect team
members to invest. You identify the people by name, by title or position,
or by the skills and knowledge they need.

This section shows you how to reaffirm who will be involved in your
project. It also helps you make sure everyone’s still on board — and tells
you what to do if some people aren’t.

Are you in? Confirming your team members’
participation
To confirm the identities of the people who’ll work to support your
project, you have to verify that specific people are still able to uphold
their promised commitments and, if necessary, recruit new people to
fulfill any remaining gaps.



 As you contact the people who will support your project, be sure
to do the following:

1. Inform them that your project has been approved and when the
work will start.
Not all project plans get approved. You rarely know in advance how
long the approval process will take or how soon your project can
start. Inform team members as soon as possible so they can schedule
the necessary time.

2. Confirm that they’re still able to support your project.
People’s workloads and other commitments may change between the
time you prepare your plan and your project’s approval. If a person is
no longer able to provide the promised support, recruit a replacement
as soon as possible (see the later section “Filling in the blanks” for
guidelines).

3. Explain what you’ll do to develop the project team and start the
project work.
Provide a list of all team members and others who will support the
project. Also mention the steps you’ll take to introduce members and
kick off the project.

4. Reconfirm the work you expect them to perform, the schedules
and deadlines you expect them to keep, and the amount of time
you expect them to spend on the work.
Clarify specific activities and the nature of the work to ensure
everyone is on the same page.

Depending on the size and formality of your project, you can use any
format from a quick email to a formal work-order agreement to share
this information with the people who will be involved in your project.

As Figure 13-1 illustrates, a typical work-order agreement includes the
following information:



Identifiers: The identifiers include the project name, project number,
and work breakdown structure (WBS) code and component name
(for more on WBS, see Chapter 6). The project name and number
confirm that your project is now official. You use the WBS code and
component name to record work progress as well as time and
resource charges.
Work to be performed and deliverables or results to be
produced: These details describe the different activities and
procedures involved in the project, as well as outputs of the project.
Activity start date, end date, and number of hours to be spent:
Including this information reaffirms:

The importance of doing the work within the schedule and
budget
Acknowledgment from the person who’ll do the work that
they expect to do the described work within these time and
resource constraints
The criteria you’ll use to assess the person’s performance

Written approvals from the person who’ll do the work, their
supervisor, and the project manager: Including these written
approvals increases the likelihood that everyone involved has read
and understood the project’s elements and is committed to support it.
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FIGURE 13-1: A typical work-order agreement.

 Be sure you specify all this information when reconfirming a
person’s commitment to your project. The longer you wait to
specify these details, the greater the chances are that the person
won’t provide the support you had hoped for.

 If you choose not to use a formal work-order agreement, be sure
to write down all key information that clarifies your agreement and
document approvals from the team member and their supervisor by
email or some other durable means. Asking for signed approvals
encourages people to consider carefully before they make any



commitments and serves as a reference and reminder of exactly
what was promised.

Assuring that others are on board
Other people may also play a role in your project’s success, even though
they may not officially be members of your project team. Two such
groups are drivers (people who have a say in defining the results of your
project) and supporters (people who will perform a service or provide
resources for your team).

Two other special stakeholders are your project champion and your
project executive sponsor. Both are people in high positions in the
organization who strongly support your project; who will advocate for
your project in disputes, planning meetings, and review sessions; and
who will take necessary actions to help ensure your project’s success
(see Chapter 4 for more on these different types of project stakeholders).

Contact your project champion and all other drivers and supporters to:

Inform them that your project has been approved and when work
will start.
Reaffirm your project’s objectives.
Confirm with identified drivers that the project’s planned results still
address their needs.
Clarify with supporters exactly how you want them to help your
project.
Develop specific plans for involving each stakeholder throughout the
project and keeping them informed of progress.

 Some people will be interested in your project but won’t define
its planned results or directly support your efforts. As you identify
these observers, as they’re often called, choose those individuals
you want to keep informed of your progress throughout the project



and plan how you’ll do so (see Chapter 4 for tips on how to identify
project observers and Chapter 15 for different ways to keep people
informed about your progress).

Filling in the blanks
If your plan identifies proposed project team members only by job title,
position description, or skills and knowledge (and not by specific
names), you have to find actual people to fill the specified roles. You can
fill the empty roles by assigning responsibility to someone already on
your organization’s staff, by recruiting a person from outside your
organization, or by contracting with an external organization. If you
don’t have the authority to hire a person yourself, work with the
functional manager to whom the new hire will report.

Whichever method you choose, prepare a written description of the
activities you want each person to perform. This description can range
from a bulleted list in email for informal projects to a written job
description for more formal ones.

 Write down your needs for each category of personnel
separately. At a minimum, include the following information in
your role descriptions:

Project name, number, start date, and projected end date
Necessary skills and knowledge
Supervision to be provided
Activities to be performed and start and end dates
Anticipated level of effort

If you plan to look inside your organization to recruit team members for
roles not yet filled, do the following:



Identify potential candidates by working with functional area
managers and your human resources (HR) department.
Meet with the candidates to discuss your project, describe the work
involved, and assess their qualifications.
Choose the best candidates and ask them to join your team.
Document the agreements you make with the new team members.

Also, if you plan to obtain the support of external consultants, work with
your organization’s contracts office. Provide the contracts office with the
same information that you provide your HR office. Review the contract
document before your contracting officer signs it.

In addition to filling your empty team member roles, work with people
in key organizational units to identify people, other than team members,
who will support your project (for example, a contracts specialist or a
procurement specialist, as long as they aren’t officially on your project
team). After you identify these people, do the following:

Meet with them to clarify your project’s goals and anticipated
outputs and the ways in which they will support your performance.
Develop plans for involving them and keeping them informed of
progress throughout your project.

 Depending on the size and structure of your organization, you
may be able to utilize qualified, available resources from other
areas of the company who may be “on the bench” waiting for their
next project to start. It’s quite possible that many of the skills you
need to round out your team are transferrable skills that are not
specific to your project or your organizational unit.

For example, let’s say your organization, a contract e-commerce website
development firm, is structured by business units aligned to specific
markets within the retail industry, such as apparel, home goods and



furniture, sporting goods, electronics, and so on. You are tasked with
initiating a project within your business unit to develop an e-commerce
website for a well-known online apparel retailer. However, you have
recently learned that all of your business unit’s Java developers are
assigned to other long-term apparel projects for the next six months.
Your client expects their website to be live in six months! In speaking
with your colleagues in other business units, you learn that they are not
experiencing the same resource drought and, in fact, are even
considering the need to downsize their existing staff. Does it really
matter, in this particular example, if the Java developers assigned to your
team routinely work on apparel projects or would competent (and
available) developers from the electronics or sporting goods business
units have the same skills and ability to translate your project’s
requirements into technically-sound Java software code? With an open
mind and some creative thinking, you may be able to turn this scenario
into a win-win for everyone!

Developing Your Team
Merely assigning people to tasks doesn’t create a project team. A team is
a collection of people who are committed to common goals and who
depend on one another to do their jobs. Project teams consist of
members who can and must make a valuable and unique contribution to
the project.

A team is different from other associations of people who work together.
For example

A group consists of people who work individually to accomplish
their particular assignments on a common task.
A committee consists of people who come together to review and
critique issues, propose recommendations for action, and, on
occasion, implement those recommendations.



 As soon as you identify your project team members, take steps
to define and establish your team’s identity as well as its operating
practices. Develop the following elements, making sure your team
understands and accepts them:

Goals: What the team as a whole and members individually hope to
accomplish
Roles: Each member’s areas of specialty, position on the team,
assignments, authority, responsibilities, and accountability
Processes: The techniques that team members will use to perform
their project tasks
Relationships: The attitudes and behaviors of team members toward
one another

This section discusses how to begin creating your team’s identity by
having members review and discuss the project plan, examine overall
team and individual team member goals, agree on everyone’s roles, and
start to establish productive working relationships.

Reviewing the approved project plan

 As soon as people join the team, have them review the approved
project plan to reinforce the project’s goals, clarify the work
planned, confirm the feasibility of time and resource estimates, and
identify any potential problems. Meet as a group to discuss people’s
thoughts and reactions after they’ve reviewed the plan.

Team members who contributed to the proposal can remind themselves
of the project’s background and purpose, their planned roles, and the
work to be done. They can also identify situations and circumstances
that may have changed since the proposal was prepared and then review
and reassess project risks and risk management plans.



New team members can understand the project’s background and
purpose, find out about their roles and assignments, raise concerns about
timeframes and budgets, and identify issues that may affect the project’s
success.

Developing team and individual goals
Team members commit to your project when they believe their
participation can help them achieve worthwhile professional and
personal goals. Help team members develop and buy into a shared sense
of the project goals by doing the following:

Discuss the reasons for the project, its supporters, and the impact of
its results (see Chapter 5 for a discussion of how to identify the
needs your project will address).
Clarify how the results may benefit your organization’s clients.
Emphasize how the results may support your organization’s growth
and viability.
Explore how the results may impact each team member’s job.

 Encourage people to think about how their participation may
help them achieve personal goals, such as acquiring new skills and
knowledge, meeting new people, increasing their visibility in the
organization, and enhancing their opportunities for job
advancement. Obviously, projects aren’t only about helping team
members achieve personal benefits; however, when team members
can realize personal benefits while performing valued services for
the organization, the members’ motivation and commitment to
project success will be greater (see Chapter 16 for more on how to
create and sustain team member motivation).

Specifying team member roles
Nothing causes disillusionment and frustration faster than bringing
motivated people together and then giving them no guidance on how to



work with one another. Two or more people may start doing the same
activity independently, and other activities may be overlooked entirely.
Eventually, these people gravitate toward tasks that don’t require
coordination, or they gradually withdraw from the project to work on
more rewarding assignments.

To prevent this frustration from becoming a part of your project, work
with team members to define the activities that each member works on,
the nature of their roles, and the impact of their contributions to the team
as a whole. Possible team member roles include the following:

Primary responsibility: Has the overall obligation to ensure the
completion of an activity.
Secondary or supporting responsibility: Has the obligation to
complete part of an activity.
Approval: Must approve the results of an activity before work can
proceed.
Consultation resource: Can provide expert guidance and support if
needed.
Required recipient of project results: Receives either a physical
product from an activity or a report of an activity.

 If you prepared a responsibility assignment matrix (RAM) as
part of your project plan, use it to start your discussions of project
roles with your team members (see Chapter 12 for details on how to
use the RAM). Make sure you don’t just present the RAM and
don’t assume that everyone knows what it is and how to interpret it.
Take the time to encourage questions and concerns from team
members until they’re comfortable that the roles are feasible and
appropriate. Revise the RAM as needed throughout your
discussions.

Defining your team’s operating processes



Develop the procedures that you and your team will use to support your
day-to-day work. Having these procedures in place allows people to
perform their tasks effectively and efficiently; it also contributes to a
positive team atmosphere. At a minimum, develop procedures for the
following:

Communication: These processes involve sharing project-related
information in writing and through personal interactions.
Communication procedures may include:

When and how to use email to share project information
Which types of information should be in writing
When and how to document informal discussions
Who is responsible for key communications (i.e., status
reports, project plan and budget updates, etc.)
How to set up regularly scheduled reports and meetings to
record and review progress
How to address special issues that arise

Decision-making: These processes involve deciding among
alternative approaches and actions. Develop guidelines for making
the most appropriate choice for a situation, including consensus,
majority rule, unanimous agreement, and decision by technical
expert. Also develop escalation procedures — the steps you take
when the normal decision-making approaches get bogged down.
Conflict resolution: These processes involve resolving differences
of opinion between team members (see the later section “Resolving
conflicts” for details on two conflict resolution procedures).

Supporting the development of team member
relationships
On high-performance project teams, members trust each other and have
cordial, coordinated working relationships. But developing trust and
effective work practices takes time and concerted effort.



 Help your team members get to know and be comfortable with
one another as soon as your project starts by encouraging them to
do the following:

Work through conflicts together (see the next section for more on
conflict resolution).
Brainstorm challenging technical and administrative issues.
Spend informal personal time together, such as having lunch or
participating in non-work-related activities after hours.

Resolving conflicts
With most projects, the question isn’t if disagreements will occur
between team members; it’s when. So you need to be prepared to resolve
those differences of opinion with a conflict resolution plan that includes
one or both of the following:

Standard approaches: Normal steps that you take to encourage
people to develop a mutually agreeable solution
Escalation procedures: Steps you take if the people involved can’t
readily and reasonably resolve their differences in a timely manner

Minimizing conflict on your team
Throughout the life of a project, conflicts may arise around a myriad of
professional, interpersonal, technical, and administrative issues. The first
step toward minimizing the negative consequences of such conflicts is to
avoid them before they occur. The following tips can help you do just
that:

Encourage people to participate in the development of the project
plan.
Get commitments and expectations in writing.



Frequently monitor work in progress to identify and resolve any
conflicts that arise before they become serious.

If a conflict does arise, one or more of the participants in the conflict or
one or more people with knowledge of the issues around which the
conflict arose need to take an active role to resolve the conflict. The
person or people chosen for this task should have knowledge of the
conflict and the issues surrounding it, the techniques of proactive
conflict resolution, the respect of the people involved in the conflict, and
no preconceived preferences or biases for any of the solutions of the
people involved in the conflict. Whether they informally assume the
responsibility to help resolve the conflict or are assigned by the project
manager or another member of management to do so, they should do the
following:

Assess the conflict and gather all related background information to
identify the likely and underlying root cause(s) for it.
Select and follow an appropriate resolution strategy.
Maintain an atmosphere of mutual respect and cooperation when
trying to find an acceptable solution.

As you work to understand the reasons for a conflict, note that conflicts
can arise over one or more of the following:

Facts: Objective data that describe a situation
Methods: How a person responds to particular values of data
Goals: What someone is ultimately trying to accomplish when they
resolve the conflict
Values: The basic personal feelings and principals that motivate
someone’s behavior

Keep in mind that personal beliefs about each of these four types of
information can be due to:

Incorrect, lack of, or different information



Different perceptions or inferences based on the same information
Different reactions to the same information based on the position a
person occupies, the role they play on the team, or their background
and prior exposure to similar information

Acting out conflict resolution with a simple example
Suppose that Perla and Jimmy have been assigned to develop
recommendations for how to improve the production of a poorly
performing unit in their company. After reviewing some related reports
and having a few discussions, Perla has decided the best way to improve
performance is to fire two of the four people in the unit and retrain the
other two. In contrast, Jimmy has decided the only way to improve the
unit’s performance is to fire all four people.

At the moment, Perla and Jimmy are at a standoff, but if they’re willing,
they can take one of the following approaches to resolve their conflict:

Competition (forcing): Both people assertively act to have their
solution to the conflict chosen (there’s one winner and one loser).
Accommodation (smoothing): One person chooses to acquiesce
and give into the other person’s solution (there’s one winner and one
loser).
Avoidance (withdrawing): One person chooses not to acknowledge
the conflict at all. For example, Perla may draft a memo that two
people in the unit can be trained and the other two fired, entirely and
conveniently ignoring the fact that Jimmy wants all four people to be
fired (there’s one winner and one loser).
Compromise (giving a little, getting a little): Both people give in a
little to the other person’s proposed solution (each person wins and
loses in some way).
Collaboration (problem-solving): Both people get what they want
(there are two winners and no losers).

As you consider these possible resolutions, keep in mind the following
two points:



Conflict is natural and not necessarily “bad.” Conflict that
focuses on the merits of alternative solutions and maintains respect
for the parties involved can result in a solution that’s better than the
original choice of either of the participants. Conflict, for the right
reasons and when addressed appropriately, is healthy and should be
encouraged within reason.
Most people understand that they may have to “lose” a conflict
every once in a while, and they learn to absorb the blow to their
psyche. However, if they lose a disproportionate number of the
conflicts in which they choose to participate, they may decide to
withdraw from the team and not share their true feelings.

 To increase the chances of achieving a successful collaborative
resolution on your team, follow these guidelines:

Suggest that participants develop sets of criteria for rating solutions
instead of just arguing strongly for one solution.
Encourage participants to develop additional possible solutions
instead of just arguing that their original solution alone should be
selected.
Allow sufficient time to explore the different alternatives proposed.
Remain objective and don’t take sides during the discussions. If one
person senses that you’re predisposed to the other person’s solution,
they’ll think the decision process was unfair and not accept any
solution but their own.

All together now: Helping your team become a
smooth-functioning unit
When team members trust each other, have confidence in each other’s
abilities, can count on each other’s promises, and communicate openly,



they can devote all their efforts to performing their project work instead
of spending their time dealing with interpersonal frustrations.

 What follows is a description of one widely-accepted project
team development model, called the “Tuckman Ladder.” However,
other development models exist that could be equally or better
aligned with your, your team’s, or your organization’s style. Most
of the methods cover similar stages of team development with
minor differences, so familiarize yourself with more than one and
choose the one that speaks to you. This book reviews the Tuckman
Ladder model.

Help your team achieve this high-performance level of functioning by
guiding it through the following stages:

Forming: This stage involves identifying and meeting team
members and politely discussing project objectives, work
assignments, and so forth. During this stage, you share the project
plan, introduce people to each other, and discuss each person’s
background, organizational responsibilities, and areas of expertise.
Storming: This stage involves raising and resolving personal
conflicts about the project or other team members. As part of the
storming stage, do the following:

Encourage people to discuss any concerns they have about the
project plan’s feasibility and make sure you address those
concerns.
Encourage people to discuss any reservations they may have
about other team members or team members’ abilities.
Focus these discussions on ways to ensure successful task and
project performance; you don’t want the talks to turn into
unproductive personal attacks.



 Initially, you can speak privately with people about issues
you’re uncomfortable bringing up in front of the entire team.
Eventually, though, you must discuss their concerns with the entire
team to achieve a sense of mutual honesty and trust.
Norming: This stage involves developing the standards and
operating guidelines that govern team member behavior. Encourage
members to establish these team norms instead of relying on the
procedures and practices they use in their functional areas. Examples
of these norms include:

How people present and discuss different points of view:
Some people present points of view politely, while others
aggressively debate their opponents in an attempt to prove
their points and, sometimes more accurately, disprove others’
points.
Timeliness of meeting attendance: Some people always
show up for meetings on time, while others are habitually 15
minutes late.
Participation in meetings: Some people sit back and
observe, while others actively participate and share their
ideas.

 At a team meeting, encourage people to discuss how team
members should behave in different situations. Address the concerns
people express and encourage the group to adopt team norms.
Establish ground rules for what is and is not appropriate conduct
during meetings, including whether or not it is acceptable for
meeting attendees to read and send emails or if side conversations
are allowed while someone is addressing the entire room.
Performing: This stage involves doing project work, monitoring
schedules and budgets, making necessary changes, and keeping



people informed.
Adjourning: This stage involves the completion of project work,
formal closure of the project, and the official release of resources to
focus on other projects and tasks.

 As you guide your team through these developmental stages,
keep in mind the following guidelines:

Your team won’t automatically pass through these stages; you’ll
have to guide them. Left on their own, teams often fail to move
beyond the forming stage. Many people don’t like to confront thorny
interpersonal issues, so they simply ignore them. Your job is to make
sure your team members address what needs to be addressed and
become a smooth-functioning team.
Your involvement as project manager in your team’s
development needs to be heavier in the early stages and lighter in
the later ones. During the forming stage, you need to take the lead
as new people join the team. Then, in the storming stage, you take a
strong facilitative role as you guide and encourage people to share
their feelings and concerns. Although you can help guide the team as
it develops its standards and norms during the norming stage, your
main emphasis is to ensure that everyone participates in the process.
Finally, if you’ve navigated the first three stages successfully, you
can step back in the performing stage and offer your support as the
team demonstrates its ability to function as a high-performing unit.
Your involvement will increase again in the adjourning stage, as
many typical project-closure tasks are your responsibility.
On occasion, you may have to revisit a stage you thought the
team had completed. For example, a new person may join the team,
or a major aspect of the project plan may change.
If everything goes smoothly on your project, it doesn’t matter
whether the team has successfully gone through the forming,



storming, and norming stages. But when the project runs into
problems, your team may become dysfunctional if it hasn’t
progressed successfully through each stage. Suppose, for example,
that the team misses a major project deadline. If team members
haven’t developed mutual trust for one another, they’re more likely
to spend time searching for someone to blame than working together
to fix the situation.
As the project manager, you need to periodically assess how the
team feels it’s performing; you then have to decide which, if any,
issues the team needs to work through. Managing your team is a
project in and of itself!

Laying the Groundwork for
Controlling Your Project

Controlling your project throughout its performance requires that you
collect appropriate information, evaluate your performance compared
with your plan, and share your findings with your project’s stakeholders.
This section highlights the steps you take to prepare to collect, analyze,
and share this information (see Chapter 14 for full details on maintaining
control of your project).

Selecting and preparing your tracking systems
Effective project control requires that you have accurate and timely
information to help you identify problems promptly and take appropriate
corrective action. This section highlights the information you need and
explains how to get it.

Throughout your project, you need to track the following key
performance indicators, or KPIs:

Schedule achievement: The assessment of how well you’re meeting
established dates.



Personnel resource use: The levels of effort people are spending on
their assignments.
Financial expenditures: The funds you’re spending for project
resources.

See Chapter 14 for a detailed discussion of the information systems you
can use to track your project’s progress.

If you use existing, enterprise-wide information systems to track your
project’s schedule performance and resource use, set up your project on
these systems as follows (see Chapter 14 for information on how to
decide whether to use existing information systems to support your
project’s monitoring and control):

Obtain your official project number. Your project number is the
official company identifier for your project. All products, activities,
and resources related to your project are assigned that number.
Check with your organization’s finance department or project
management office to find out your project’s number and check with
your finance or information technology (IT) department to determine
the steps you must take to set up your project in the organization’s
financial tracking system, labor recording system, and/or activity
tracking system.
Finalize your project’s work breakdown structure (WBS). Have
team members review your project’s WBS and make any necessary
changes or additions. Assign identifier codes to all WBS elements
(refer to Chapter 6 for a complete explanation of the WBS).
Set up charge codes for your project in the organization’s labor
tracking system. If team members record their labor hours by
projects, set up charge codes for all WBS activities. Doing so allows
you to monitor the progress of individual WBS elements, as well as
the total project.



 If your organization’s system can limit the number of hours
for each activity, enter those limits (see the later section “Setting
your project’s baseline” as well as Chapter 14 for how to establish
targets for your project’s schedule, resource needs, and budget).
Doing so ensures that people don’t inadvertently charge more hours
to activities than your plan allows.
Set up charge codes for your project on your organization’s
financial system. If your organization tracks expenditures by
project, set up the codes for all WBS activities that have
expenditures. If the system can limit expenditures for each activity,
enter those limits.

Establishing schedules for reports and meetings
To be sure you satisfy your information needs and those of your project’s
stakeholders, set up a recurring schedule of status reports you’ll prepare
and meetings you’ll hold during the project. Planning your
communications with your stakeholders in advance helps ensure that you
adequately meet their individual needs and allows them to reserve time
on their calendars to attend the meetings.

Meet with project stakeholders and team members to develop a schedule
for regular project meetings and progress reports. Confirm the following
details:

What reports will be issued
Which meetings will be held and what their specific purposes will be
When reports will be issued and when meetings will be held
Who will receive the reports and attend the meetings, including who
is considered mandatory and optional
Which formats the reports and meetings will be in and what they’ll
cover



See Chapter 15 for a discussion of the reports and meetings you can use
to support ongoing project communications.

Setting your project’s baseline
The project baseline is the version of your project’s plan that guides your
project activities and provides the comparative basis for your
performance assessments. At the beginning of your project, use the plan
that was approved at the end of the organizing-and-preparing stage,
modified by any approved changes made during the carrying-out-the-
work stage, as your baseline (see Chapter 1 for a discussion of the
project life cycle stages). During the project, use the most recent
approved version of the project plan as your baseline (see Chapter 14 for
more discussion on setting, updating, and using your project’s baseline
to control your project).

Hear Ye, Hear Ye! Announcing Your
Project

After you’ve notified your key project stakeholders (that is, the drivers
and supporters) that your project has been approved and when it’ll start,
you have to introduce it to others who may be interested (known as
observers; see Chapter 4 for a discussion of how to identify the
observers among your project’s stakeholders). Consider one or more of
the following approaches to announce your project to all interested
parties:

An email to selected individuals or departments in your organization
An announcement in your organization’s newsletter
A flyer on a prominent bulletin board
A formal kickoff meeting (if your project is large or will have broad
organizational impact)
A press release (if your project has stakeholders outside your
organization)



 Regardless of how you announce your project, be sure to
mention its purpose and scope, your intended outcomes and results,
and the key dates. Tell people how they can get in touch with you if
they have questions or would like detailed information.

Setting the Stage for Your Project
Retrospective

A project retrospective (which we discuss in detail in Chapter 17) is a
meeting in which you:

Review the experience you’ve gained from the project.
Recognize people for their achievements.
Plan to ensure that good practices are repeated on future projects.
Plan to head off problems you encountered on this project on future
projects.

Start laying groundwork for the project retrospective as soon as your
project begins to make sure you capture all relevant information and
observations about the project to discuss at the retrospective meeting.
Lay the groundwork by doing the following:

Tell the team you’ll hold a project retrospective review when the
project ends.
Encourage team members to keep records of problems, ideas, and
suggestions throughout the project and, when you prepare the final
agenda for the project retrospective session, ask people to review
these records and notes to find topics to discuss.
Clarify the criteria that define your project’s success by reviewing
the latest version of your project’s objectives with team members.



Describe the details of the situation your project is designed to
address before you begin the project work (if the project was
designed to change or improve a situation) to enable you to assess
the changes in these details when the project ends.
Maintain your own project log (also called a RAID — for Risks,
Actions, Issues, and Decisions — log; a narrative record of project
issues and occurrences) and encourage other team members to
contribute to the same (see Chapter 10 for more on the RAID log).



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 13-1 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 13-1 Chapter 13 Topics in Relation to the PMP
Exam and PMBOK 7

Topic
Location in
This
Chapter

Location in
PMBOK 7 Comments

Finalizing team
members’ project
assignments

“Are you in?
Confirming
your team
members’
participation”

2.2. Team
Performance
Domain

The steps discussed in both books
are similar.

Recruiting
resources from
outside the
organization

“Filling in the
blanks”

2.4.3. Project
Team
Composition
and Structure

Both sources discuss similar
approaches for obtaining the
personnel required to staff the
project team.

Helping the team
establish project
and personal
goals, individual
roles, and team
processes and
relationships

“Developing
Your Team”

2.2. Team
Performance
Domain
2.2.4.4.
Interpersonal
Skills
4.2.6. Project
Team
Development
Models

The steps for developing a team
presented in both books are
similar. This book highlights the
individual and project elements
that help to create a focused team.
PMBOK 7 presents models for
several of the team processes
discussed here.



Topic
Location in
This
Chapter

Location in
PMBOK 7 Comments

Managing conflicts “Resolving
conflicts”

2.2.4.4.
Interpersonal
Skills
4.2.7.1. Conflict
Model
4.2.7.2.
Negotiation

Both books note that project team
success depends heavily on the
ability of project managers to
manage conflicts. PMBOK 7 lists
multiple conflict resolution
strategies. This book discusses
how to apply conflict resolution
strategies and presents examples.

Scheduling project
meetings and
progress reports

“Establishing
schedules
for reports
and
meetings”

2.5.4. Project
Communications
and
Engagement
2.1.1.
Stakeholder
Engagement
4.4.3. Meetings
and Events
4.6.7. Reports

Both books emphasize the need to
plan regular project meetings and
project progress reports in
advance. This book lists
information that should be
addressed in these plans; see
Chapter 15 for more on alternative
communication approaches.



Part 4
Steering the Ship: Managing

Your Project to Success



IN THIS PART …
Discover the steps in the project control process and find out
about the systems and techniques that help you manage
schedule performance, labor hours, and expenditures. Find out
how to take corrective actions when needed to keep your project
on track.

Get the scoop on effective communication methods to keep
everyone informed about project activities, project progress, and
any potential obstacles.

Understand the difference between leadership and management.
Get tips for becoming an effective leader so you can sustain your
team members’ focus and commitment to the project. Discuss
diversity, equity, and inclusion in the workplace and how it impacts
your project.

Find out how to bring your project to a successful close by
wrapping up administrative tasks and transitioning your team to
the end of the project. When everything’s said and done, conduct
a post-project retrospective evaluation to examine what went well
and what could’ve gone better so you can use that information to
make your next project even more successful.



Chapter 14
Tracking Progress and

Maintaining Control
IN THIS CHAPTER

 Keeping track of how the project plan compares to actual
performance

 Using information systems to track scheduling, work effort, and
expenditures

 Implementing your control process and taking corrective actions
 Managing changes responsibly

A sad reality for many projects is that although they’re born
accompanied by high hopes and expectations, they die amid frustration
and disappointment. Your project plans represent visions that you
believe will work; however, those plans don’t implement themselves
automatically, and they can’t predict the future with certainty.

Successful projects require continued care and management to ensure
that they follow their plans correctly and, in turn, produce the desired
results. When unexpected situations occur, you, as the project manager,
must react promptly to adjust your efforts and keep your project on
track.

This chapter discusses the steps in the project control process and
focuses on the systems and techniques you can use to collect, analyze,
and report on schedule performance, labor hours, and expenditures, as
well as the processes for dealing with change requests and taking
corrective actions when needed.



Holding On to the Reins:
Monitoring and Controlling

Monitoring and controlling entails the following activities, which you
perform throughout your project to ensure it proceeds according to plan
and produces the desired results (see Figure A-2 in the Appendix for a
flowchart illustrating the cyclical nature of project control):

Reconfirming the plan: At the beginning of each performance
period, reaffirm with team members the following project
responsibilities and commitments they made for the coming period:

Activities they agreed to perform
Dates they agreed they will start and end these activities
Amount of person effort they agreed they’ll need to expend to
perform these activities (see Chapter 8 for information on
estimating this effort)

Assessing performance: During the performance period, have team
members record or share information on the following:

Completed intermediate and final deliverables
Dates they reached milestones
Dates they started and ended activities
Number of hours they worked on each activity
Amount of non-personnel resources they used for each
activity
Expenditures they made for each activity

Collect this information at the end of the performance period,
consolidate it if needed, compare it with the plan, and determine the
reasons for any differences.



 Consider specifying the format, including templates or
examples, that your team should use to record this information. At
some point, you’ll likely need to consolidate all the information
you’ve received and your effort will be better spent on compiling
and refining the content than on formatting.

Taking corrective action: If necessary, take steps to bring your
project’s performance back into conformance with your plans; if
doing so isn’t possible, change the plans to reflect new expectations,
but be sure to get alignment with team members and other
stakeholders before marching down the new path!
Keeping people informed: Share your achievements, problems, and
future plans with your project’s stakeholders (see Chapter 15 for
suggestions on how to do so).

 Choose the periods for monitoring your project’s performance
based on the overall length of the project, the risk of unexpected
occurrences, and your proximity to major milestones. Although you
may choose to monitor selected project activities on a daily basis in
certain situations, plan to assess your project’s overall performance
at least once a month to identify promptly any unexpected
occurrences or performance problems that must be addressed.

Initially, you may be uncomfortable reconfirming commitments people
have made for an upcoming performance period, because you feel doing
so:

Suggests that you don’t trust the person: After all, the person has
made a commitment to do the specified work; wouldn’t they tell you
if they were unable to live up to that commitment?



Increases the likelihood that they’ll say they can’t live up to the
original promise: You’re concerned that raising the topic may
actually encourage them to say they can’t honor their commitments.

In most cases, however, neither concern proves to be warranted, for the
following reasons:

Raising the issue doesn’t suggest a lack of trust; if you didn’t trust
the person, you wouldn’t assign them tasks on your project in the
first place! Checking in with them reflects your understanding that
they may not have had a chance to tell you about new circumstances
that may make it difficult to honor their commitments. Your attention
also helps to reaffirm the importance of the tasks you’ve assigned to
them — after all, if a task was inconsequential, you wouldn’t care
about the outcome enough to inquire, would you?
Raising the issue doesn’t increase the chances that they’ll opt out of
a commitment; it buys you time. If the person can’t perform
according to their promises, you’ll find that out at the end of the
performance period one way or another — when they haven’t
finished the work. So taking time to reconfirm provides the
remaining performance period to develop alternative ways of dealing
with their new restrictions.

 When a person reaffirms their existing commitments for the
upcoming performance period, the chances are greater that they’ll
perform their assignments successfully, on time, and within budget.
If they are unable to honor the commitments they made previously
(for example, if they have unexpectedly been assigned to work on
another high priority effort during the same time period), you can
work with them to develop new plans for how and when they’ll
complete their assignment for your project.



Establishing Project Management
Information Systems

A project management information system (PMIS) is a set of procedures,
equipment, and other resources for collecting, analyzing, storing, and
reporting information that describes project performance. A PMIS
contains the following three components:

Inputs: Raw data that describe selected aspects of project
performance
Processes: Analyses of the data that compare actual performance
with planned performance
Outputs: Reports that present the results of the analyses

Designing a PMIS not only requires that you define which data to collect
during the project but also that you specify how to collect the data, who
collects it, when they collect it, and how they enter the data into the
system. All these factors can affect the timeliness and accuracy of the
data and, therefore, of your project performance assessments.

To support your ongoing management and control of the project, you
need to gather and maintain information about schedule performance,
work effort, and expenditures. The following sections tell you how to
collect, analyze, and report on these three aspects of your project’s
performance.



 Many information systems take the form of commercially-
available, comprehensive project management applications. But an
information system can consist of a hodgepodge of single-purpose
software tools combined to provide the functionality you seek. For
example, you can use Microsoft Excel to record project activities in
one worksheet and project budgets in another worksheet, in
conjunction with Microsoft Word to create your status reports and
Microsoft PowerPoint to prepare the slide decks for your
stakeholder meetings. In the end, it doesn’t matter all that much
which tool or tools you use. The tool(s) you choose should provide
the necessary information to accurately evaluate your performance
and allow you to clearly communicate about your project to your
stakeholders.

The clock’s ticking: Monitoring schedule
performance
Regularly monitoring your project’s schedule performance can provide
early indications of possible activity-coordination problems, resource
conflicts, and cost overruns that may occur in the future. The following
sections show you what information you need in order to monitor
schedule performance, how to collect and evaluate it, and how to ensure
its accuracy.

Defining the schedule data to collect
As we discuss in Chapter 6, your project’s work breakdown structure
(WBS) is a deliverable-oriented decomposition of the work required to
produce your project’s deliverables. The lowest level of detail of each
branch of the WBS is a work package, and each work package, in turn,
is composed of activities (pieces of work performed during the project).

You can describe an activity’s schedule performance either by noting the
dates it began and ended or by describing how much of it has been done
(in other words, percent completed).



If you choose to describe your project’s schedule performance by noting
the status of individual activities, collect either or both of the following
data items to support your analyses:

The start and end dates for each activity in your project
The dates when milestones (such as contract signed, materials
received, or environmental test completed) are reached (see Chapter
7 for details about milestones)

 Be careful if you decide to use percent completed to indicate an
activity’s progress because most often you have no clear way to
objectively determine this percentage. For example, saying that
your new product design is 30 percent complete is virtually
meaningless because you can’t determine objectively how much of
the thinking and creating is actually done. Suggesting that you have
completed 30 percent of your design because you have expended 30
of the 100 hours budgeted for the task or because three of the ten
days allotted for its performance have passed is equally incorrect.
The first indicator is a measure of resource use, and the second is a
measure of time elapsed. Neither measure indicates the amount of
substantive work completed.

On the other hand, if your activity has clear segments that take roughly
the same amount of time and effort, you may be able to determine an
accurate measure of percent completed. For example, say your project’s
Quality Assurance (QA) analyst plans to utilize your company’s internal
automated QA testing software to execute 20 automated test cases on
your project’s newly developed website deliverable. Each test case
requires roughly the same length of time to complete. Once your QA
analyst executes 10 of the 20 test cases, you can reasonably argue that
the activity is 50 percent complete.

Analyzing schedule performance



Assess your project’s schedule status by comparing actual activity start
and end dates and actual milestone dates to their planned dates. Figures
14-1 and 14-2 present formats that support ready comparisons of this
data.

© John Wiley & Sons, Inc.
FIGURE 14-1: A combined activity and milestone report.

© John Wiley & Sons, Inc.
FIGURE 14-2: A progress Gantt chart.



Figure 14-1 depicts a combined activity and milestone report. The
following information in this report comes from your project plan:

The activity or milestone identification code and name
The person responsible for ensuring the activity or milestone occurs
The dates the activity should start and end or the milestone should
occur

Compare this information from your plan with the following data to
describe performance during the period of the report:

The actual dates activities start and end or the actual dates milestones
are reached
Relevant comments about the activities or milestones

Figure 14-2 illustrates a progress Gantt chart. You shade an appropriate
portion of each bar to represent deliverable progress (see Chapter 7 for
the lowdown on Gantt charts). This sample chart presents project
performance as of the end of week 4 of the project. According to the
Gantt chart, the design phase is complete, the development phase is one
week behind schedule, and the testing phase is one week ahead of
schedule.

The most meaningful way to assess progress on a WBS component is to
note the component’s intermediate deliverables that you’ve achieved to
date. The progress Gantt chart in Figure 14-2 really says that, by the end
of week 4, you produced all the intermediate deliverables for Task 3.0 —
development — that you had planned to produce by the end of week 3 or
that Task 3.0 is one week behind schedule.

Note: You can prepare these project schedule reports with any level of
detail you choose, depending on your stakeholders’ interests and needs.
The higher-level report shown in Figure 14-2 presents information for
four-week portions of project work, but the detailed data used to
determine the status of these four-week portions of work was for
activities that were two weeks or less.



 Not everyone interprets a progress Gantt chart the same way. We
intended the chart to suggest that Task 3.0 is one week behind
schedule. However, one could reasonably interpret the report to
mean Task 3.0 is 25 percent complete because one of the four
segments for Task 3.0 is shaded. The message is this: Be sure you
include a legend with your chart that explains clearly how you want
people to interpret it.

Collecting schedule performance data
To collect the schedule performance data, develop a standard format and
process for recording your work accomplishments. For instance, we
frequently use the combined activity and milestone report format that we
describe in the preceding section. Standard formats and processes
improve the accuracy of your information and take less time to
complete.

 Consider the following factors when you schedule your activity
monitoring:

Is the activity on a critical path? All other things being equal,
delayed activities on a critical path will delay your overall project
schedule (see Chapter 7 for a discussion of critical paths). Therefore,
consider monitoring critical path activities more frequently to
identify actual or potential delays as soon as possible so you can
minimize their effect on the remainder of the project schedule.
Is the activity on a path that’s close to being critical? Activities
on noncritical paths can have some delays before their paths become
critical. The maximum delay for noncritical activities is called slack
time or float (see Chapter 7). If an activity’s slack time is very short,
a small delay can cause the path to become critical. Therefore,
consider monitoring activities that have very small slack times more



often (again, to identify actual or potential problems as soon as
possible).
Is the activity risk high? If you feel that an activity is likely to
encounter problems, consider monitoring it more frequently to
identify those problems as soon as they occur (see Chapter 10 for
details on risk and uncertainty).
Have you already encountered problems with this activity?
Consider monitoring activities more frequently if you’ve already had
problems with them. Past problems often indicate an increased
likelihood you’ll encounter similar future problems.
Are you approaching the activity’s planned completion date?
Consider monitoring activities approaching completion more
frequently to ensure all final details are addressed and the schedule is
met.

 At the beginning of every performance period, extract and email
a personalized list of planned upcoming activities and milestones
for each team member. Ask them to verify the information and
reaffirm their commitments to the dates contained in the reports.
Discuss and resolve any issues that they identify. This could also be
accomplished in a team meeting and documented in the meeting
minutes.

Then be sure to record during the performance period the dates on which
they actually start and end activities and reach milestones in the
appropriate columns, along with any pertinent comments. Finally, if you
plan to solicit some of this information directly from your team, set clear
expectations for when you’ll need their input after the end of the
performance period.

Recording and reporting on progress this way has several advantages:

Recording achievements at the time they occur increases the
likelihood that the data are accurate.



The agreed-upon submission schedule reduces the chances that
you’ll surprise people with unexpected requests for progress data.
Having people continuously review their proposed schedules and
record their accomplishments heightens their awareness of goals and
increases the chances that they’ll meet their commitments.
The purpose of project control is to encourage people to perform
according to your plan, not just to collect data. The more aware team
members are of their work in relation to the overall schedule, the
greater the likelihood that they’ll hit the schedule. If they don’t know
or care about the target date, they’re unlikely to hit it.
When team members make commitments to the plan in front of the
team, they send the message that they are committing to both the
plan and the team.

 Monitor schedule performance at least once a month. Experience
has shown that waiting longer does the following:

Allows people to lose focus on and commitment to the activity and
increases the chances that the activity will end late.
Provides more time for small problems to go undetected and, thus,
balloon into bigger problems.

Improving the accuracy of your schedule performance data

 Collecting the right data is the first requirement for effectively
controlling your project’s schedule; however, your analyses will be
meaningless if the data are incorrect. Follow these tips to improve
the accuracy of your schedule performance data:

Tell the team members how you plan to use their schedule
performance data. People are always more motivated to perform a



task if they understand the reasons for it.
Provide schedule performance reports to the people who give
you the data. People are even more motivated to perform a task if
they get direct benefits from it.
Publicly acknowledge those people who give you timely and
accurate data. Positive reinforcement of desired behavior confirms
to people that they’re meeting your expectations; it also emphasizes
that desirable behavior to other people.
Clearly define activities and milestones. Clear definitions help you
confirm when an event or activity does or doesn’t occur.
Use all the data that you collect; don’t collect more data than
you’ll use. Collect only the data that you know you’ll use to assess
schedule performance.

Choosing a vehicle to support your schedule tracking system
Check to see whether your organization uses an enterprise-wide project
planning and tracking system. The best places to look for this
information are your organization’s project management office (PMO),
information technology department, and finance department (see
Chapter 18 for different types of software used to support project
management). If your organization has such a system, check to see
whether you can use it to monitor your project, whether it provides the
information you need, and whether its information is timely and
accurate.

If your organization doesn’t have an existing tracking system you can
use, you need to develop your own. You can use either an integrated
project management application or a combination of individual single-
purpose software applications; both offer advantages and disadvantages:

Integrated project management software applications: These
systems offer the advantages of proven project tracking tools and
professionally-designed charts and reports out of the box, tailored
specifically for project monitoring and controlling. The following
types of integrated software applications are readily available:



Enterprise-wide, on-premises or web-based, integrated project
management software, such as Microsoft Project, Microsoft
Project Server, and Microsoft Dynamics 365 (the Project
Operations module, specifically)
Open-source, integrated no-cost project management
software, such as OpenProject and ProjectLibre
Web-based “freemium” applications, such as Asana, Trello,
and Instagantt
Web-based subscription-supported applications, such as
Basecamp and Jira

Integrated project management software applications have improved
by leaps and bounds in recent years, with many viable options
available on most platforms (Windows PC, macOS, smartphones,
tablets, etc.) for all budgets. Find out if your organization currently
uses Microsoft Project or Microsoft Project Server, the “gold
standard” for project management software functionality, as it comes
with a relatively hefty price tag. (Microsoft Project is less costly than
Project Server when added to an existing Microsoft Office
subscription.) Many of the freemium applications offer similar
functionality, for no cost or at a substantial discount, and are simple
to set up so you can hit the ground running almost immediately.

 Freemium (a portmanteau of the words “free” and
“premium”) applications offer free account options that are typically
limited by either the number of users permitted to interact with the
software or the exclusion of certain, typically more advanced,
features and functions. If you will be the only project manager
utilizing the software or have only a handful of team members who
need access, a freemium application may be a great option for you.
Individual software applications for tracking: These systems
usually have more robust functionality, albeit relatively narrowly
defined, and a generally lower price tag than some of the more



comprehensive, all-inclusive applications like Microsoft Project
Server. The following types of individual software applications can
support your project monitoring and controlling efforts:

Database software, such as Microsoft Access and LibreOffice
Base (open-source; previously known as OpenOffice)
Spreadsheet software, such as Microsoft Excel, Google
Sheets, Smartsheet, and LibreOffice Calc
Word processing software, such as Microsoft Word, Google
Docs, and LibreOffice Writer
Presentation software, such as Microsoft PowerPoint, Google
Slides, and LibreOffice Impress

Although it can be a bit more cumbersome to manage your project
with multiple single-purpose applications, rather than one all-
inclusive application like Microsoft Project, the combination of these
individual applications can ultimately provide all of the functionality
you need if you’re willing to put in the extra effort. For example,
rather than using the built-in task-tracking functionality in Microsoft
Project to automatically generate your project Gantt chart, you can
create a perfectly acceptable Gantt chart using Microsoft Excel or
Microsoft PowerPoint (or any of their alternatives), and we’d be
willing to bet your company already licenses Microsoft Office for
the majority of its staff.

 Whether you go the route of combining multiple single-purpose
applications to meet your project needs or you bite the bullet and
spring for one of the gold-standard options, be sure to search the
Internet for templates and how-to guides so you don’t have to create
everything from scratch. Most of these applications are
straightforward and easy to learn, but taking advantage of the work
done by many of those who came before you will almost certainly
save you time and energy (see Chapter 18 for more on project
management software and apps)!



All in a day’s work: Monitoring work effort
Comparing work effort expended with work effort planned can highlight
when people are incorrectly expanding or reducing the scope of an
activity, are more or less qualified than you anticipated, are encountering
unexpected difficulties performing the work, or are in danger of using up
allocated work effort before your project ends.

Monitoring work effort requires that you collect the actual effort spent
on each WBS work package or activity. In the following sections, we
cover what data to collect, how to collect it, how to improve its accuracy,
and how to analyze it.

Collecting work-effort data
Having people complete time sheets is the most effective way to collect
work-effort expenditure data. The term time sheet or time card refers to a
record of the effort spent by a person doing a particular piece of work,
whether it’s maintained on a sheet of paper or punch card (where the
term originated), a time-keeping spreadsheet, a centralized enterprise
resource planning tool, or any other medium. You need to ensure the
following information is included on each time sheet (see Figure 14-3
for an example of a typical time sheet):

The number of hours a team member worked on each work package
each day
The team member’s signature or other form of attestation (like
clicking the Submit button to commit hours logged to your
company’s time-keeping software) verifying that the information is
correct
An approval signature (typically the project manager or the team
member’s functional manager) or other form of approval verifying
that the time charges are valid and appropriate

Generally, recording work on activities to the nearest half-hour is
sufficient.
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FIGURE 14-3: A typical weekly time sheet.

Note: Some people may record their time in intervals smaller than half-
hours. Lawyers, for example, often allocate their time in six-minute
segments. Their clients would have it no other way — given that a
lawyer may charge $500 or more per hour!

A time log is a form that breaks the day into intervals and allows a team
member to record the specific activity they worked on in each interval.
For example, to record time in half-hour intervals for a member who
begins work at 8:30 a.m., the first interval on the log is 8:30 to 9 a.m.,
the second is 9 to 9:30 a.m., and so on.

If team members fill out time logs conscientiously, they provide more
accurate data because the log allows them to account for every segment
of the day. However, maintaining a time log is far more time-consuming
than filling out a time sheet. Normally, recording on a time sheet the
total time a person spends working on different activities each day is
sufficient.

Choosing a vehicle to support your work-effort tracking system



Before you choose a method for tracking your work effort, check
whether your organization has a time-recording system in place that can
accurately record data the way you need it. When assessing an existing
time-recording system, consider the following:

Time-recording systems typically allocate a person’s pay to regular
work, vacation time, sick leave, and holiday leave. As such, the
system may require exempt employees (that is, employees who
aren’t eligible to receive overtime pay) to record no more than 40
hours per week. Additionally, these systems are often, although not
always, unable to track work by detailed WBS categories.
People are often uncomfortable recording the hours they spend on
different assignments, particularly if the hours are not billable to a
project, because they aren’t sure how the organization will use the
information.
A time-recording system’s standard reports may not present
information the way you need it to support your work-effort tracking.

If you decide to seek out a new work-effort recording method not yet
utilized by your company, consider that, as with project management
software, there are numerous time-keeping software applications
available that could meet your needs (see Chapter 18 for a more in-depth
review of potential uses and benefits of software to support project
management).

Improving the accuracy of your work-effort data
Just as with schedule performance data, the more accurate your work-
effort expenditure data are, the more meaningful your analyses will be.
Take the following steps to increase the accuracy of the work-effort
expenditure data you collect:

Explain to people that you’re using their labor-effort
expenditures to help you determine when you may need to
change aspects of the plan. When you ask people to detail the hours
they spend on specific assignments, they often fear that you’ll
criticize them for not spending time exactly in accordance with the



plan — no matter what the reason — or for not spending enough
hours on project work as opposed to other administrative duties.
Unfortunately, if they believe these are your motives, they’ll allocate
their work-hours among activities to reflect what they think you want
to see rather than what they’re really doing. If your company
requires, as a matter of policy, that all employees record their hours
in a centralized application or database, then this step is no longer
critical. Your team members should already be familiar with and
understand the rationale for completing time sheets.
Encourage people to record the actual hours they work instead
of making their total hours equal 40 hours per week. If people
must record a total of 40 hours per week and they work overtime,
they’ll omit hours here and there or try to reduce them
proportionately. You want workers to record accurate data.
Include categories for time on non-project activities, such as
unallocated, administrative overhead, and so on. If you want
people to record their time expenditures honestly and accurately, you
must provide them with appropriate categories.
Compile and analyze time sheets weekly, if possible, or at least
once every two weeks. No matter how often you ask people to fill
out their time sheets, many people wait until the sheet is due to
complete it (it’s human nature to procrastinate!). If you collect sheets
once a month, those people will be sitting there at the end of the
month trying to remember what they did four weeks ago!
Don’t ask people to submit their time sheets before the period is
over. On occasion, managers ask workers to submit time sheets on
Thursday for the week ending on Friday. But this practice
immediately reduces the accuracy of the data because a worker can’t
be certain what they’ll do tomorrow. More importantly, though, this
practice suggests to workers that if guessing at Friday’s allocation is
acceptable, maybe they don’t have to be too concerned with the
accuracy of the rest of the week’s data either.

Analyzing work effort expended



Evaluate your project’s work-effort expenditures by comparing the
actual expenditures with those in your plan. Figure 14-4 depicts a
portion of a typical labor report that describes the work effort expended
by two team members on work package 3.1.2. (questionnaire design) for
each of the first four weeks of the project. For each team member, the
figure displays the following information:

Planned: The number of person-hours the team member was
supposed to work on the work package this week (an existing
number obtained from the latest approved version of the project plan,
also called the current baseline).
Actual: The number of person-hours the team member worked on
the work package this week (an existing number obtained from the
team member’s time sheet for the week).
Remaining: The number of person-hours the team member has left
to work on the work package at the end of this week (a calculated
number: the Remaining number from last week minus the Actual
number from this week).
Difference: The difference between the number of person-hours the
team member was supposed to have remaining at the end of this
week and the actual number of person-hours they have remaining (a
calculated number: the Difference number from last week plus [the
Planned number minus the Actual number from this week]).
Budget: The total number of person-hours planned for each team
member to work on the work package and the number of person-
hours planned for each team member to work on the work package
each week (existing numbers obtained from the latest approved
version of the project plan).

 Actual labor expenditures rarely agree 100 percent with the
planned amounts. In fact, if the number of hours for each task each
month is identical to the number in your plan for several months,



you may wonder whether people are copying the numbers from the
plan onto their time sheets (see the earlier section “Collecting work-
effort data” for more info on time sheets)! Typically, variances of
up to 10 percent above or below the expected numbers in any
month are normal.

Consider the work-effort expenditures for the two team members in the
labor report in Figure 14-4. Smith appears to be working in accordance
with the plan. He charged more hours in week 2 than planned, fewer
than planned in week 3, and the same as planned in week 4. Jones’s
situation is very different. Each week, Jones spends less time on the
project than planned, and the total shortfall of hours increases steadily.
Whether or not this shortfall indicates a problem isn’t clear from the
report, but the systematic undercharging does point to a situation that
needs further investigation.
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FIGURE 14-4: A labor report.

Follow the money: Monitoring expenditures
You monitor your project’s expenditures to verify that they’re in
accordance with the project plan and, if they’re not, to address any
deviations. You may think you can determine project funds used to date
and funds remaining just by reading the balance in your project’s



financial account (the project’s checkbook). However, spending project
funds entails several steps before you actually pay for an item. After
each step, you have a better sense of whether you’ll incur the
expenditure and, if you do, its exact amount.

The process leading up to and including the disbursement of funds for
goods and services includes the following steps:

1. You include a rough estimate of the item’s cost in your project’s
budget.
You can develop this rough estimate by using your prior experience,
by checking with others who have purchased similar items in the
past, or by checking with your procurement department. Usually, it’s
premature to check with specific vendors or supplies when
developing this rough estimate.

2. You submit a written, approved request for the item to your
procurement department.
This request specifies the rough estimate of the cost included in your
project budget and any upper limit that the actual cost can’t exceed.
The project manager or their designee approves it, and then anyone
else who controls the expenditure of project funds (such as the
finance department) approves it.

3. Your procurement department selects a vendor and submits a
purchase order.
The purchase order formally requests the vendor to furnish you the
item and specifies the procurement department’s estimate of the
price.

4. The vendor agrees to provide the item you requested.
The vendor provides written confirmation that they will sell you the
item along with the item’s price (including applicable taxes and
shipping and handling charges) and the projected delivery date.

5. You receive and accept the item but aren’t yet billed for it.
You receive the item and verify that it meets the agreed
specifications. If you don’t accept the item after the vendor makes



repeated attempts to fix any problems you have with it, your
procurement department cancels the purchase order, and you begin
looking for a different vendor or a different item that will meet your
needs.

6. You or your finance department receives a bill for the item.
This bill details the item’s final cost and any associated discounts,
taxes, and shipping and handling charges.

7. Your finance department disburses funds to pay for the item.
The bill for your item is paid and the expense is allocated to your
project.

Depending on the size of your purchase and the size and formality of
your organization, you may handle some of these stages informally for
some purchases. As you proceed from the first step to the last, your
estimate of the item’s price becomes more accurate, and the likelihood
that you’ll actually make the purchase increases.

Responsible project monitoring requires that you have a clear idea of
available project funds at each stage of the process. To do so, you
typically need to monitor purchase requisitions, purchase orders,
commitments (that is, purchase orders or contracts that you and the
contractor or vendor agreed to), accounts payable, and expenditures.

In the following sections, we review how to analyze your project’s
expenditures, how to get the expenditure data you need for your analyses
and improve the accuracy of that data, and how to choose the right
vehicle to support your expenditure tracking system.

Analyzing expenditures
You evaluate your project’s financial performance by comparing actual
expenditures with planned expenditures. Figure 14-5 depicts a typical
cost report that presents expenditures for the current performance period
and from the beginning of the project for different levels of WBS
components. The following information in this report comes from your
project plan:



The codes and names for each WBS component
The funds budgeted for each WBS component in the performance
period
The cumulative funds budgeted to date for each WBS component
The total budget for each WBS component

The actual numbers for the period come from the data you obtain during
that period. Actual in this illustration may mean the value of purchase
requisitions, purchase orders, commitments, accounts payable, and/or
expenditures. Total remaining funds are the difference between the total
budget and the actual amounts expended to date.
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FIGURE 14-5: A cost report.

Note: Earned value management (EVM) is a method of determining
whether you’re over or under budget — from resource expenditures
alone — and whether you’re ahead of or behind schedule. On complex
projects, EVM is a useful way to identify areas you should investigate
for possible current problems or potential future problems (see Chapter
19 for more about EVM).

Collecting expenditure data and improving its accuracy



Typically, you obtain your expenditure data from purchase requisitions,
purchase orders, vendor invoices, and written checks (or transferred
funds). You normally see all purchase requisitions because, as the project
manager, you probably have to approve them. The procurement
department typically prepares purchase orders, and you may be able to
get copies. Vendor bills usually go directly to the accounts payable group
in the finance department, and those folks cut the checks. You may be
able to have the finance department send copies of invoices to you to
verify the amounts and so forth, and you can request reports of all
payments from your project’s account if they’re tracked by project code.

 Follow these guidelines to increase the accuracy of your
project’s expenditure data:

Remove purchase orders from your totals after you receive the bill
(or verify that payment has been made) to avoid double-counting an
expenditure.
Be sure to include the correct work package charge code on each
purchase requisition and purchase order.
Periodically remove voided or canceled purchase requisitions and
purchase orders from your lists of outstanding documents.

Choosing a vehicle to support your expenditure tracking
system
Before developing your own system to monitor your project’s
expenditures, first check the nature and capabilities of your
organization’s financial tracking system. Most organizations have a
financial system that maintains records of all expenditures. Often the
system also maintains records of accounts payable. Unfortunately, many
financial systems categorize expenses by cost center but don’t have the
capacity to classify expenses by project or WBS component within a
project.



If you have to develop your own system for tracking project
expenditures, consider using the following types of software:

Integrated project management software, such as Microsoft Project
or ProjectLibre
Accounting software, such as QuickBooks
Database software, such as Microsoft Access or LibreOffice Base
Spreadsheet software, such as Microsoft Excel or Smartsheet

See Chapter 18 for more information on the potential uses and benefits
of software to support project management.

 Even if your organization’s financial system can classify
expenditures by work package within a project, you’ll probably
have to develop your own system for tracking purchase requisitions
and purchase orders. Consider using a spreadsheet program or
database software to support this tracking as it will be useful when
reporting overall project status.

Putting Your Control Process into
Action

The first part of this chapter tells you how to set up the systems that
provide you the necessary information to guide your project. This
section explains how to use those systems to consistently monitor and
guide your project’s performance.

Heading off problems before they occur
Great project plans often fall by the wayside when well-intentioned
people try to achieve the best possible results on their own. They may
spend more hours than planned, hoping the additional work can produce
better results. They may ask people who weren’t in the original plan to



work on the project or spend more money for an item than the budget
allowed, believing these choices will result in higher quality outcomes.

If possible at the start of your project, set up procedures that prevent
people from exceeding established budgets without prior approval. For
example, if people record the number of hours they spend on each
project activity:

Confirm with them the maximum number of hours they may charge
to each activity before they start it.
Arrange for the time-recording system to reject attempts to charge
more hours than planned for an activity unless the person has your
prior written approval.
Arrange for the time-recording system to reject any project hours
charged by unauthorized people.

For purchases of equipment, materials, supplies, and services:

Confirm anticipated purchases, the upper limits for cost of individual
items (if any), and the upper limit on the total expenditures.
Arrange for the procurement office or financial system to reject
attempts to overspend these limits without your prior written
approval.

 A change to your project’s budget may be necessary and
desirable. However, you have to make that decision with full
awareness of the change’s effect on other aspects of the project.

Formalizing your control process
To guide your project throughout its performance, establish procedures
to collect and submit required progress data, to assess work and results,
to take corrective actions when needed, and to keep stakeholders



informed of your project’s status. Follow these procedures throughout
your project’s life by taking these steps:

1. At the start of each performance period, reconfirm with people
their commitments and your expectations.
See the earlier section “Holding On to the Reins: Monitoring and
Controlling” for more details on this.

2. During the performance period, have people record schedule
performance data, work-effort expenditures, and any purchase
requisitions and purchase orders they issue.
See the earlier sections “Collecting schedule performance data,”
“Collecting work-effort data,” and “Collecting expenditure data and
improving its accuracy” for more details.

3. At agreed-upon intervals during or at the end of the
performance period, have people submit their activity
performance, expenditures, and work-effort data either to all
relevant organizational systems or to systems specially
maintained for your project.

4. At the end of the performance period, enter people’s tracking
data into the appropriate PMIS, compare actual performance
for the period with planned performance, identify any problems,
formulate and take corrective actions, and keep people informed.
See the later sections “Identifying possible causes of delays and
variances,” “Identifying possible corrective actions,” and “Getting
back on track: Rebaselining” for more details.

5. At the beginning of the next performance period, repeat Steps 1
through 4.



 Monitoring project performance doesn’t identify problems; it
identifies symptoms. When you identify a symptom, you must
investigate the situation to determine the nature of any underlying
problems, the reasons for the problems, and ways to fix them. But
you can’t get an accurate picture of where your project stands by
monitoring only one or two aspects of your project. You must
consider your project’s performance in all three of its dimensions
— outcomes produced, time spent to perform activities, and
resources used — to determine the reasons for any inconsistencies
you identify.

Suppose a member of your project team spent half as much time
working on a project activity during the period as you had planned. Does
this discrepancy mean you have a problem? You really can’t tell. If the
person reached all their planned milestones and the quality of their
deliverables met the established standards, perhaps you don’t have a
problem. However, if they didn’t reach some milestones or the quality of
their deliverables was subpar, a problem may exist. You must consider
product quality and schedule achievement together with the discrepancy
between planned and actual work-hours to determine whether your
project actually has a problem.

Identifying possible causes of delays and
variances
After you confirm that a problem exists, you have to understand what
caused the problem before you can bring your project back on track. The
following circumstances may cause schedule delays:

During the performance period, people spend less time on the
activity than they agreed to.
The activity requires more work effort than you planned.
People are expanding the scope of the activity without the necessary
reviews and approvals.



Completing the activity requires steps you didn’t identify in your
plan.
The people working on the activity have less experience with similar
activities than you anticipated.

 If you suspect delays may be due to subpar performance (or
shifting priorities), be sure to address them in a timely manner
before more significant corrective actions are required.

The following situations may result in people charging more or less time
to activities than you planned:

The person is more or less productive than you assumed when you
developed the plan (see Chapter 8 for a discussion of productivity).
You allowed insufficient time for becoming familiar with the activity
before starting to work on it.
The person is more or less efficient than you considered (see Chapter
8 for a discussion of efficiency).
The activity requires more or less work than you anticipated.

You may spend more or less money on your project activities than you
planned for the following reasons:

You receive the bills for goods or services later than you planned, so
they’re paid later than you planned.
You prepay for certain items to receive special discounts.
You no longer need certain goods or services that you budgeted for
in your plan.
You need goods or services that you didn’t budget for in your plan.

Identifying possible corrective actions



When your project’s performance deviates from your plan, first try to
bring your project back in accordance with the existing plan. Then, if
necessary, investigate the option of formally changing some of the
commitments in the existing plan to create a new plan.

 Consider the following approaches for bringing a project back in
line with its existing plan:

If the variance results from a one-time occurrence, see whether it
will disappear on its own. Suppose you planned to spend 40 person-
hours searching for and buying a piece of equipment, but you
actually spent ten person-hours because you found exactly what you
wanted for the price you wanted to pay at the first store. Don’t
immediately change your plan to reallocate the 30 person-hours you
saved on this activity. Most likely, you’ll wind up overspending
slightly on some future activities, and the work-effort expenditures
will even each other out.
If the variance suggests a situation that will lead to similar
variances in the future, consider changing your plan to prevent
the future variances from occurring. Suppose a team member
requires twice the allotted work effort to finish their assignment
because they are less experienced than the plan anticipated. If their
lack of experience will cause them to be less productive on future
assignments, revise the plan to allow them to spend more effort on
those assignments. (See Chapter 7 for information on how to reduce
the time it takes to complete a project and Chapter 8 for a discussion
of how to modify personnel assignments.)

Getting back on track: Rebaselining
Your project’s baseline is the accepted or approved version of your
project plan that was set in the planning stage of the project. It guides
project performance and provides a standard against which to compare
your actual project performance. Rebaselining is officially adopting a



new project plan to guide activities and serve as the comparative basis
for future performance assessments. In general, rebaselining isn’t
performed without a formal change request.

If you think adopting a new baseline is necessary, do the following:

Consult with key project stakeholders to explain why the changes are
necessary and to solicit the stakeholders’ approval and support.
Make sure all key project stakeholders know about the new baseline.
Keep a copy of your original plan and all subsequent modifications
to support your final performance assessment when the project is
over.

 Rebaselining is a last resort when project work isn’t going
according to plan. Exhaust all possible strategies to get back on
track before you attempt to change the plan itself (Chapter 7 has
information about changing the order and duration of activities to
make up for unexpected delays; Chapter 8 has details on
reallocating work effort.)

Reacting Responsibly When
Changes Are Requested

No matter how carefully you plan, occurrences you don’t anticipate will
likely happen at one point or another during your project. Perhaps an
activity turns out to be more involved than you figured, your client’s
needs and desires change, or new technology evolves. When these types
of situations arise, you may need to modify your project plan to respond
to them.

Even though change may be necessary and desirable, it always comes at
a price. Furthermore, different people may have different opinions about
which changes are important and how to implement them.



This section helps you manage changes in your project. It provides some
helpful steps to follow when considering and acting on a change request.
It also looks at gradual and unapproved project expansion and steps you
can take to avoid it.

Responding to change requests
On large projects, formal change control systems govern how you can
receive, assess, and act on requests for changes. Whether you handle
change requests formally or informally, always follow these steps:

1. When you receive a request for change to some aspect of your
project, clarify exactly what the request is asking you to do.

2. If possible, ask for the request in writing or confirm your
understanding of the request by writing it down yourself.
In a formal change control system, people must submit every request
for change on an official change request form.

3. Assess the change’s potential effects on all aspects of your
project.
Also consider what may happen if you don’t make the change. Many
changes are not trivial and will require you to prepare and provide a
quotation to your client for their approval before finalizing the
change order.

4. Decide whether you’ll implement the change.
If this change affects other people, involve them in the decision, too.

5. If you decide not to make the change, tell the requester and
explain the reason(s).

6. If you decide to make the change, write down the necessary steps
to implement the change.
In a formal change control system, you detail all aspects of the
change in a written change order that must be approved and signed
by both parties, or others previously identified as a change control
approver. (i.e., a change control board).



7. Update your project’s plan to reflect any adjustments in
schedules, outcomes, or resource budgets as a result of the
change.

8. Tell team members and appropriate stakeholders about the
change and the effect you expect it to have on your project.

 The following guidelines can help you smoothly incorporate
changes into your project:

Don’t use the possibility of changes as an excuse for not being
thorough in your original planning. Make your project plan as
accurate and complete as possible to reduce the need for future
changes.
Remember that change always has a cost. Don’t ignore that cost,
figuring you have to make the change anyway. Determine the cost of
the change so you can plan for it and, if possible, minimize it.

 While change requests often have an additional cost associated
with them, many scope changes can be performed within the
original budget and schedule. Don’t assume, however, that a formal
approved change order is not warranted simply because the budget
won’t change. All scope changes, irrespective of their financial
impact, should be documented and approved via a change order to
ensure that the new scope is accurately understood and accepted.
This helps ensure that the output your project delivers matches
stakeholder expectations.

Assess the effect of change on all aspects of your project.
Maintain a broad perspective — a change early in your project may
affect your project from beginning to end.



 The later in the project delays occur, especially when they entail
increased scope, the more costly the impact to the overall project
and the more difficult it is to implement scope changes and stay on
schedule.

Creeping away from scope creep
Scope creep is the gradual expansion of project work without formal
consideration and acceptance of these changes or their associated costs
and effects. Scope creep can occur as a result of any of the following:

Lack of clarity and detail in the original description of project scope,
objectives, and work.
Willingness to modify a project without formal review and approval.
The feeling that you should never say “no” to a client.
Personal pride that encourages you to believe you can do anything.

Control scope creep by doing the following:

Include detailed descriptions of all project objectives in your plan.
Always assess the effect of requested changes on project products,
schedules, and resources.
Share your true feelings about whether you can implement the
requested changes and don’t be afraid to say no to your client, as
long as it’s for the right reasons.
Develop honest and open relationships with your clients so they’re
more receptive when you raise issues associated with their requested
changes.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 14-1 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 14-1 Chapter 14 Topics in Relation to the PMP
Exam and PMBOK 7

Topic
Location in
This
Chapter

Location in
PMBOK 7 Comments

Steps in project
control

“Holding On
to the Reins:
Monitoring
and
Controlling”

4.2.7.4.
Process
Groups
2.5. Project
Work
Performance
Domain

PMBOK 7 notes the importance of
having systems that track project
costs and schedules; this book
delves into what the systems should
contain and how you should analyze
the information.

How to collect,
analyze, and
present information
about project
schedule, cost, and
labor performance

“Establishing
Project
Management
Information
Systems”

2.7.
Measurement
Performance
Domain

PMBOK 7 mentions the schedule
and cost data required and different
analytical techniques that may be
used to analyze project schedule
and cost performance. This book
also explores how to collect and
analyze this information.

Making changes

“Reacting
Responsibly
When
Changes Are
Requested”

2.5.7.
Monitoring
New Work
and Changes
2.6.2.3.
Moving
Targets of
Completion

The processes presented in both
books are very similar.



Chapter 15
Keeping Everyone Informed

IN THIS CHAPTER
 Highlighting some important elements of communication
 Deciding whether to share the news through writing or a

meeting
 Writing your project progress report
 Getting familiar with different meeting styles
 Creating a project communications plan

Imagine standing at one end of a large room filled with assorted sofas,
chairs, and tables. You’ve accepted a challenge to walk to the other end
without bumping into any of the furniture. But as you set off on your
excursion, the lights go off and you have to complete your trip in total
darkness, with only your memory of the room’s layout to guide you.

Sounds like a pretty tough assignment, doesn’t it? How much easier it
would be if the lights went on every few seconds — you could see
exactly where you were, where you had to go, and where the furniture
would get in the way. The walk would still be challenging, but it would
be much more successful than in total darkness.

Surprisingly, many projects are just like that walk across the room.
People plan how they’ll perform the project — who will do what, by
when, and for how much — and they share this information with the
team members and other people who will support the project. But as
soon as the project work begins, people receive no information about
their progress, the work remaining, or any obstacles that may lie ahead.

Effective communication — sharing the right messages with the right
people in a timely manner — is a key to successful projects. Informative
communications support the following:



Continued buy-in and support from key stakeholders and team
members
Prompt problem identification and decision-making
A clear project focus
Ongoing recognition of project achievements
Productive working relationships among team members

Planning your project communications upfront enables you to choose the
appropriate media for sharing different messages. This chapter can help
you keep everyone in the loop so no one’s left wondering whether or not
your project’s on track.

I Meant What I Said and I Said
What I Meant: Successful
Communication Basics

Have you ever played the game of telephone with a group of people
sitting around a table? The first person at the table has a written
message, and the object of the game is for the group to transmit that
message accurately to the last person at the table by having each person
in turn whisper the contents of the message to the next person in line.
The rules are simple: No one other than the first person can see the
original written message, and each person must ensure that only the next
in line hears the message they whisper. Invariably, the message received
by the last person bears little, if any, resemblance to the original message
because, even in this controlled setting, a myriad of factors influence
how well people send and receive messages.

Sadly, sometimes this type of miscommunication can occur in a project
management environment. But don’t worry! This section is here to help.
It explores important parts of the communication process, distinguishes
different types of communication, and offers suggestions to improve the



chances that the message a receiver gets is the one the sender intended to
give.

 The game of telephone makes for an outstanding, lighthearted
icebreaker for a new team or even one that’s already familiar with
each other. Try to come up with a message that is somehow related
to your project, team, organization, or customer and have fun with
it!

Breaking down the communication process
Communication is the transmitting of information from a sender to a
receiver. Whenever you communicate, during the life of a project or at
any other time, your goal is to ensure that the right person correctly
receives your intended message in a timely manner.

 The process of transmitting information includes the following
components:

Message: The thoughts or ideas being transmitted.
Sender: The person transmitting the message.
Encoded message: The message translated into a language
understandable to others (this language may consist of words,
pictures, or actions).
Medium: The method used to convey the message (we discuss
different mediums in detail in the later section “Choosing the
Appropriate Medium for Project Communication”).
Noise: Anything that hinders successfully transmitting the message
(noise may include preconceived notions, biases, difficulty with the
language used, personal feelings, nonverbal cues, and emotions).
Receiver: The person getting the message.



Decoded message: The message translated back into thoughts or
ideas.

Depending on the nature of a particular communication, any or all of
these elements can affect the chances that the receiver receives the
message as intended.

Distinguishing one-way and two-way
communication
Certain types of communication are more effective for transmitting
particular types of information. The two main types are:

One-way communication: Going from the sender to the receiver
with no opportunity for clarification or confirmation that the receiver
got and correctly understood the intended message. This type of
communication can be effective for presenting facts, confirming
actions, and sharing messages that have little chance of being
misinterpreted.
One-way communications are either push or pull:

Push: Proactively distributed to particular people; examples
include memos, reports, and emails.
Pull: Available to people who must access the
communications themselves; examples include Internet and
intranet sites, knowledge repositories, and message boards.

Two-way communication: Going from the sender to the receiver
and from the receiver back to the sender to help ensure that the
intended audience received and correctly interpreted the message.
Examples include face-to-face discussions, phone calls, in-person
group meetings, videoconferences, and online instant messaging.
Two-way communication is effective for ensuring that more complex
content is correctly received and for conveying the sender’s beliefs
and feelings about the message.

Can you hear me now? Listening actively



The one skill that most strongly influences the quality of your
communications is your ability to listen actively. Although you can
assume that the information contained in a message and the format in
which it’s presented affect how well that message is received, you can
find out whether the recipient actually received the message as you
intended by listening carefully to the recipient’s reactions.

Active listening is exploring and discussing a message that’s being sent
to help ensure that the message is understood as intended. If you’re
sending a message, you should encourage your intended recipient to use
active listening techniques to help ensure that they correctly understand
your message. If you’re receiving a message, you should use these
techniques to verify to yourself that you have correctly received the
intended message.

Because listening to and observing your recipient’s response to a
message you sent involves information flowing first from you to the
recipient and then from the recipient back to you, active listening is, by
definition, a form of two-way communication.

Active listening techniques include the following:

Visualizing: Forming a mental picture of the content of a message.
Forming this picture gives the receiver the opportunity to identify
pieces of the message that may be missing or misunderstood, as well
as to seek additional information that may improve the overall
understanding of the original message.
Consider that your manager asked you to redesign the layout of your
group’s offices in order to create a more open environment that will
encourage people to feel more relaxed and to engage in more
informal working group discussions. To help clarify what’s expected,
you may try to visualize how the office environment will look and
how people will behave after the changes in the layout are made. In
particular, you may think about the following:

Whether you’ll have to use the existing furnishings or you’ll
be able to buy new ones
Where people might hold informal meetings



How much soundproofing partitions of differing heights will
provide

When you try to visualize these different parts of the new office
layout, you realize that the following aspects aren’t quite clear to
you:

Will window offices have couches or just chairs?
How many people should be able to sit comfortably in an
office?
Should you install “white noise” machines?

As you talk with your supervisor to find answers to your questions,
you get a better idea of what they do and don’t want.
Paraphrasing: Explaining the message and its implications, as the
receiver understands them, back to the sender in words different
from the original message. To be most effective, the receiver should
repeat the message in their own words to give the sender the best
chance of identifying any misinterpretations.
Consider that your manager asks you to prepare a report of your
company’s recent sales activity by the end of the week. Many aspects
of this request are unclear, such as the time period the report should
cover, the specific time by when the report must be finished, the
format in which you should prepare the report, and so forth. To
clarify these items, you can paraphrase the request back to your
manager as follows:
“I’d like to confirm that you’re asking me to prepare for you a
PowerPoint presentation on the company’s total gross and net sales
of Products A, B, and C for the period from January 1 to March 31
of this year and that you’d like me to have it for you by this coming
Friday at 5 p.m. Does my understanding align with your
expectations?”
Checking inferences: Clarifying assumptions and interpretations
that the receiver makes about the message received.
Consider the previous example in which your manager asks you to
redesign the layout of your group’s offices. As you start to calculate



the number of desks and chairs you’ll need in the new arrangement,
you realize you’re assuming that the group will have the same
number of people after the move that it has now, before the move.
However, instead of making this assumption, you can check with
your manager to find out how many people they would like you to
consider as you design the new layout.

 Active listening is particularly useful in emotionally charged
situations, situations in which understanding is critical, situations in
which consensus and clarity are desired in resolving conflict, and
situations in which trust is sought.

Choosing the Appropriate Medium
for Project Communication

When deciding how to communicate with your team and your project’s
stakeholders, choosing the right medium is as important as deciding
what information to share (check out Chapter 4 for a detailed discussion
of project stakeholders). Your choice of medium helps ensure that people
get the information they need when they need it.

Project communications come in two forms:

Formal: Formal communications are preplanned and conducted in a
standard format in accordance with an established schedule.
Examples include weekly team meetings and monthly progress
reports.
Informal: Informal communications occur as people think of
information they want to share. These communications occur
continuously in the normal course of business. Examples include
brief conversations via text message or online chat and spur-of-the-
moment emails you fire off during the day.



 Take care not to rely on informal communications to share
important information about your project, because these interchanges
often involve only a small number of the people who should hear
what you have to say. To minimize the chances for
misunderstandings among your project’s team members and other
stakeholders, follow these guidelines:

Confirm in writing any important information you share in
informal discussions.
Avoid having an informal discussion with only some of the
people who are involved in the topic.

Formal and informal communications can be written or oral. The
following sections suggest when to use each format and how to make it
most effective.

Just the facts: Written reports
Unlike informal oral communication, written reports enable you to
present factual data efficiently, choose your words carefully to minimize
misunderstandings, provide a historical record of the information you
share, and share the same message with a wide audience.

 Although written reports have quite a few benefits, they also
have some drawbacks that you need to consider:

They don’t allow your audience to ask questions to clarify the
content, meaning, or implication of your message.
With written reports, you can’t verify that your audience received
and interpreted your message as you intended.
They don’t enable you to pick up nonverbal cues that suggest your
audience’s reactions to the message.



They don’t support interactive discussion and brainstorming about
your message.
You may never know whether your audience actually reads the
report!

 Keep the following pointers in mind to improve the chances that
people read and understand your written reports (see the later
section “Preparing a Written Project Progress Report” for specifics
on writing this special type of communication):

Prepare regularly scheduled reports in a standard format. This
consistency helps your audience find specific types of information
quickly.
Stay focused. Preparing several short reports to address different
topics is better than combining several topics into one long report.
People are more likely to pick up the important information about
each topic.
Minimize the use of technical jargon and acronyms. If a person is
unfamiliar with the language in your report, they’ll miss at least
some of your messages.
Use written reports to share facts and be sure to identify a
person or people the recipient may contact for clarification or
further discussion of any information in the reports. Written
reports present hard data with minimal subjective interpretation, and
they provide a useful, permanent reference. A contact person can
address any questions a recipient has about the information or the
reasons for sharing it.
Clearly describe any actions you want people to take based on
information in the report. The more specifically you explain what
you want people to do, the more likely they are to do it.



Use different approaches to emphasize key information. For
example, print key sections in a different color or on colored paper,
or mention particularly relevant or important sections in a cover
memo. This additional effort increases the chances that your
audience will see the report and read it.
After you send your report, discuss one or two key points that
you addressed in it with people who received it. These follow-up
conversations can quickly tell you whether your recipients have read
your report.
When you come across people who clearly haven’t read your report,
in addition to following the other suggestions in this section, explain
to them the specific parts of the document that are most important for
them to review and why. Then tell them that you’d like to set up a
follow-up meeting with them to discuss any questions or issues they
may have regarding the information contained in those parts of the
document.
Keep your reports to one page, if possible. If you can’t fit your
report on one page, include a short summary (one page or less) at the
beginning of the report (check out the nearby sidebar “Keep it short
— and that means you!”).

Moving it along: Meetings that work
Few words elicit the same reactions of futility and frustration that the
word meeting can provoke. People consider meetings to be everything
from the last vestige of interpersonal contact in an increasingly technical
society to the biggest time waster in business today.

KEEP IT SHORT — AND THAT MEANS
YOU!

Be careful of the “yes, but” syndrome, in which you think an idea sounds great for
others, but your special situation requires a different approach. In general, you’ll find
that most people agree that project reports are best kept to one page, where possible,
but there are always some outliers who believe that their project is simply too important



for just one page and that justifies the ten-page progress report they distribute every
month or, worse yet, every week!

This next anecdote is about a colleague, Donna, who was adamant that her supervisor
(who was also the project champion), Helen, read every word of each of her typically
ten-page weekly status reports for a project she managed. Sure, her project was
important to the company and had visibility up to C-level executives; however, those
people barely had enough spare time to read one ten-page progress report, once, let
alone a new ten-page report every week.

It turns out, coincidentally, that Helen was an old college friend and, while we worked in
different areas of the company, we were able to meet up for lunch every couple weeks
to catch up. During one lunch, Helen complained that she dreaded Friday afternoons
because she had come to expect a behemoth ten-page progress report each week
from one of her project managers. This continued for months despite Helen’s subtle
suggestions that one or two pages would be sufficient to relay the pertinent updates
from the prior week since she never read past the first couple pages anyway. While
Helen’s intentions were good, she realized that she needed to forget being subtle and
be more direct with her project manager!

You’ve probably been in meetings where you wanted to bang your head
against the wall. Ever been to a meeting that didn’t start on time? How
about a meeting that didn’t have an agenda or didn’t stick to the agenda
it did have? Or how about a meeting at which people discussed issues
you thought were resolved at a previous meeting? Finally, have you been
in a meeting where the same one or two people dominated the entire
meeting without regard for anyone else’s desire to contribute?

 Meetings don’t have to be painful experiences. If you plan and
manage them well, meetings can be effective forms of
communication. They can help you find out about other team
members’ backgrounds, experiences, and styles; stimulate
brainstorming, problem-solving, and decision-making; and provide
a forum to explore the reasons for and interpretations of a message.

You can improve your meetings by using the suggestions in the
following sections (in addition, check out the later section “Holding Key
Project Meetings” for tips on planning different types of meetings).

Planning for a successful meeting



 To have a good meeting, you need to do some planning. Keep
these pointers in mind as you plan:

Clarify the purpose of the meeting. This step helps you ensure that
you invite the right people and allows attendees to prepare for the
meeting.
Decide who needs to attend and why. If you need information,
decide who has it, and make sure they attend the meeting. If you
want to make decisions at the meeting, decide who has the necessary
authority and who needs to be part of the decision-making, and make
sure they attend.
Decide who doesn’t need to attend and inform them their
attendance is optional. It is very frustrating to sit through a meeting
when you have nothing valuable to contribute and no good reason
for being there. People have plenty of other things to do during their
day, so let them know if their attendance is mandatory or optional
and let the optional attendees decide for themselves to attend.
Give plenty of advance notice of the meeting. This step increases
the chances that the people you want to attend will be able to do so.
Let the people who should attend the meeting know its purpose.
People are more likely to attend a meeting when they understand
why their attendance is important.
Prepare a written agenda that includes topics and their allotted
discussion times. This document helps people see why attending the
meeting is worth their time. The agenda is also your guideline for
running the meeting.
Circulate the written agenda and any background material in
advance. Doing so gives everyone time to suggest changes to the
agenda and to prepare for the meeting.
Keep meetings to one hour or less. You can force people to sit in a
room for hours, but you can’t force them to keep their minds on the



activities and information at hand for that long. If necessary,
schedule several meetings of one hour or less to discuss complex
issues or multiple topics. If you absolutely must conduct a meeting
for longer than one hour, be sure to plan for breaks to stretch, use the
restroom, and refill coffee!

Conducting an efficient meeting

 How you conduct the meeting can make or break it. The
following tasks are essential for conducting a productive meeting:

Start on time, even if people are absent. After people see that you
wait for latecomers, everyone will come late!
Assign a timekeeper. This person reminds the group when a topic
has exceeded its allotted time for discussion.
Assign a person to take written minutes of who attended, which
items you discussed, and what decisions and assignments the
group made. This procedure allows people to review and clarify the
information and serves as a reminder of actions to be taken after the
meeting.

 Aim to assign someone other than yourself to take meeting
notes, whenever possible, since it can be difficult for you to
effectively facilitate the meeting and also write down notes. You
aren’t able to focus all of your attention on either of these tasks.

Keep a list of action items that need further exploration, and
assign one person to be responsible for each item. This step helps
ensure that when you meet to discuss these issues again, you have
the right information and people present to resolve them.



If you don’t have the right information or the right people to
resolve an issue, stop your discussion and put it on the list of
action items. Discussing an issue without having the necessary
information or the right people present is just wasting everyone’s
time.
Stick to your agenda. Follow the meeting agenda and be wary of
hijackers who can derail your meeting and shift the conversation
away from your established topics.
End on time. Your meeting attendees may have other commitments
that begin when your meeting is supposed to end. Not ending on
time causes these people to be late for their next commitments or to
leave your meeting before it’s over.

Following up with the last details
Your meeting may be over, but your work isn’t done. Make sure you
complete the following post-meeting tasks to get the greatest benefit
from the session:

Promptly distribute meeting minutes to all attendees. These
minutes allow people to reaffirm the information discussed at the
meeting when it’s still fresh in their minds, and minutes quickly
remind people of their follow-up tasks. Try to distribute the minutes
within 24 hours of the meeting, and ask recipients to let you know if
they have any corrections or additions.
Monitor the status of all action items that are performed after
the meeting. Because each action item is itself a mini-project,
monitoring its progress increases the chances that people will
successfully complete it.

 Don’t just talk about the suggestions from the preceding sections
for making your meetings more effective. Simply talking about
them won’t improve your meetings. Act on them!



Preparing a Written Project Progress
Report

The project progress report is a project’s most common written
communication. The report reviews activities performed during a
performance period and describes the identified risks, the problems
encountered, and the corrective actions planned and taken. This report
also previews plans for the next period (refer to Chapter 14 for tips on
how to choose the length of your project’s performance period — the
length of time between performance assessments).

This section helps you identify the audience for your project progress
report, provides pointers on what to include in your report, and suggests
how to keep that content interesting so it doesn’t put your team to sleep.

Making a list (of names) and checking it twice
A project progress report is a convenient way to keep key stakeholders
involved in your project and informed of their responsibilities. Decide
who should get regularly scheduled project progress reports by
answering the following questions:

Who needs to know about your project?
Who wants to know about your project?
Whom do you want to know about your project?

 At a minimum, consider providing project progress reports to
your project’s sponsor (your project’s client or customer), project
stakeholders, your project champion, others who are helping you on
the project, and people who are interested in or will be affected by
the project’s results, including your supervisor, executive
leadership, and project team members (see Chapter 4 for people
who should typically be included in this group).



Knowing what’s hot (and what’s not) in your
report
Preparing the project progress report gives you an opportunity to step
back and review all aspects of your project so you can recognize
accomplishments and identify situations that may require your early
intervention. Be sure to include some or all of the following information
in your project progress report for each performance period:

Activities that were planned to be performed and milestones that
were planned to be accomplished: Comparison of actual
accomplishments for the reporting period with this information will
reveal where performance equaled, exceeded, or failed to meet that
planned.
Performance highlights: Always begin your report with a summary
of project highlights, such as “The planned executive leadership
review was successfully conducted on schedule” or “Our client Mary
Fisher approved our training outline according to schedule” (just
remember to keep it to one page!).
Performance details: Describe the activities performed, outcomes
achieved, milestones reached, labor hours charged, and non-
personnel resource expenditures incurred in detail. For consistency,
identify each activity by its work breakdown structure (WBS) code
(see Chapter 6 for more on WBS).
Problems and issues: Highlight special issues or problems that you
encountered during the period and propose any necessary corrective
actions.
Approved changes to the plan: Report all approved changes to the
existing project plan.
Risk management status: Update your project risk assessment by
reporting on changes in project assumptions, the likelihood of these
updated assumptions occurring, and the effect of those updated
assumptions on existing project plans (Chapter 10 covers the basics
of dealing with risk and uncertainty).



Plans for the next period: Summarize major work and
accomplishments that you have planned for the next performance
period.

Figure 15-1 contains an example of a project progress report format.
Although you can expand each section of information, depending on the
nature of your project, note that the longer the report is, the less likely
your intended audience is to read and understand it.
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FIGURE 15-1: An example of a project progress report.



Earning a Pulitzer, or at least writing an
interesting report
When you write your project progress report, make sure it’s interesting,
relevant, and tells the appropriate people what they need to know. After
all, you don’t want your report to end up as a birdcage liner. Use the
following tips to improve the quality of your project progress reports:

Tailor your reports to the interests and needs of your
stakeholders. Provide only the information that your stakeholders
want and need. If necessary, prepare separate reports for different
stakeholder groups (see Chapter 4 for more on defining your
project’s stakeholders).
If you’re preparing different progress reports for different
stakeholders, prepare the most detailed one first and extract
information from that report to produce the others. This
approach ensures consistency among the reports and reduces the
likelihood that you’ll perform the same work more than once.
Produce a project progress report at least once a month, no
matter what your stakeholders request. Monitoring and sharing
information about project progress less often than once per month
significantly increases the chances of major fallout resulting from an
unidentified problem. Depending on the size and duration of your
project, weekly progress reports may be warranted or expected.
Make sure that all product, schedule, and resource information
in your report is for the same time period. Accomplishing this
may not be easy if you depend on different organization systems for
your raw performance data.
If you track project schedule performance on a system that you
maintain yourself, you may be able to produce a status report by the
end of the first week after the performance period. However, your
organization’s financial system, which you use to track project
expenditures, may not generate performance reports for the same
period until a month later.



Address this issue in your project’s start-up phase (see Chapter 13
for suggested start-up activities). Determine your sources for status
data, the dates your updated data are available from each source, and
the time periods that the data apply to. Then schedule your combined
analysis and reporting so that all data describe the same time period.
Always compare actual performance with respect to the
performance planned for the period. Presenting the information in
this format highlights issues that you need to address.
Include no surprises. If an element requires prompt action during
the performance period (if, say, a key person unexpectedly leaves the
project team), immediately tell all the people involved and work to
address the problem. A routine project progress report is not the
place to introduce impactful news. However, be sure to mention the
occurrence and any corrective actions in the progress report to
provide a written record.
Use your regularly scheduled team meetings to discuss issues and
problems that you raise in the project progress report. Discuss
any questions people have about the information in the project
progress report (however, don’t read verbatim to people from the
written report they’ve already received — and hopefully read on
their own)!
Make your report easy to digest and keep your audience
engaged. Settle on a consistent, informative format (bulleted lists are
almost always a good touch), don’t ramble, and conclude with a
“Next Steps” section.

USING A PROJECT DASHBOARD
To make your written project progress reports most effective, you want to include the
greatest amount of pertinent information in the least amount of space. A project
dashboard is an information display that depicts key indicators of project performance
in a visual format that resembles an instrument panel on a dashboard. This format can
convey the project’s overall progress and highlight particular problems that require
further attention.

When designing a dashboard for your project, take the following steps:



1. Select the major categories of information you want to address.

Typical information categories that reflect important aspects of project
performance include:

Results: Desired products your team has produced to date

Performance to schedule: Dates that your team achieved milestones
and started and completed activities compared to the schedule plan for
milestones and activities

Performance to resource budgets: Labor hours, funds, and other
resources your team has used to date compared to their budgeted
amounts

Risk management: Current status of factors that may unexpectedly
impede project performance

2. Choose specific indicators for each information category.

Choose these indicators in conjunction with the project’s drivers and
supporters. For example, a project that develops an operations manual for a
piece of equipment may have the following indicators:

Results: The number of manual chapters written or the number of
people who have approved the final manual

Performance to schedule: The number of milestone dates you’ve met
and the number you’ve missed

Performance to resource budgets: The ratio of actual funds
expended to those budgeted for all completed activities

Risk management: The number of original risks that may still occur or
the number of new risks you’ve identified during the project

3. Select the format for each indicator.

You can display indicators in a table, bar graph, pie chart, or speedometer
format. In addition, indicators often have a traffic light format:

Green light: The element is proceeding according to plan

Yellow light: One or more minor problems exist

Red light: One or more serious situations require immediate attention

Determine the specific criteria for green-, yellow-, and red-light status for each
indicator in consultation with the project’s drivers and supporters.

The following illustrations depict the types of displays in a project dashboard.
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When creating a dashboard for your project, be sure to:

Work with the intended audiences of a report to select the categories,
indicators, and their display formats.

Present actual indicator values alongside planned values.

Keep the project dashboard report to one page or less.

Holding Key Project Meetings
Active, ongoing support from all major project stakeholders gives you
the greatest chance for achieving project success. To gain that support,
continually reinforce your project’s vision and your progress toward it,
and help your project’s stakeholders understand when and how they can
most effectively support your efforts. This section looks more closely at
the three types of meetings you might conduct during your project.

Regularly scheduled team meetings
Regularly scheduled team meetings give members an opportunity to
share progress and issues and to sustain productive and trusting
interpersonal relationships. These meetings also provide an opportunity
to reaffirm the project’s focus and to keep team members abreast of
activities within and outside the project that affect their work and the



project’s ultimate success. Recognizing that most people work on several
projects at the same time, these meetings can reinforce the team’s
identity and working relationships.

 Consult with team members to develop a meeting schedule that’s
convenient for as many people as possible. If some people can’t
attend in person, try to have them participate in a conference call
(see Chapter 18 for more about how you can use technology to
support your project).

In addition to following the suggestions for productive meetings in the
section “Moving it along: Meetings that work,” observe the following
guidelines when planning and conducting regular team meetings:

Even though your team meetings are held regularly, before each
meeting, prepare a specific agenda, distribute it beforehand, and
solicit comments and suggestions.
Before the meeting, distribute the project progress report for the
most recent performance period (take a look at the earlier section
“Preparing a Written Project Progress Report” for details on this
report).
Distribute any other background information related to topics on the
agenda before the meeting.
Limit discussions that require more in-depth consideration; deal with
them in other forums.
Start on time and end on time (yes, we mentioned this earlier in the
chapter, but it is important and worth mentioning again!).
Prepare and distribute brief minutes of the meeting within 24 hours
after its end.

Ad hoc team meetings



Hold ad hoc team meetings to address specific issues that arise during
your project. An ad hoc meeting may involve some or all of your team’s
members, depending on the topic. Because issues often arise
unexpectedly, do the following as you plan an ad hoc meeting:

Clarify the issue and what you hope to achieve at your meeting.
Identify and invite all people who may be interested in, affected by,
or working on the issue.
Clearly explain the meeting’s purpose to all meeting invitees.
Carefully document all action items that the attendees develop at the
meeting, and assign responsibility for their completion.
Share the results of an ad hoc meeting with all team members who
may be affected by the results, who have an interest in them, and/or
whose support you need to implement them.
As appropriate, share any information discussed at the meeting with
people to whom the information related but who did not attend the
meeting, including team members’ functional managers, executive
leadership, and others.

Executive leadership progress reviews
An executive leadership progress review is a meeting over which a
senior-level manager usually presides, a project manager typically runs,
and team members and representatives of all functional areas
customarily attend. This review gives you the chance to tell executive
leadership about your project’s status, its major accomplishments, and
any issues that require their help. The review is also an opportunity for
you to note ways to keep the project in line with major organization
initiatives.



 Take every opportunity to help executive leadership remember
why your project is important to them. They may have approved
your project only months ago, but chances are your project’s now
just one of many activities in your busy organization.

 Get the most out of your executive leadership progress review
by observing the following tips:

Distribute an agenda in advance of your meeting.
Identify the interests of your audience and explain how your project
is meeting those interests.
Keep your presentation short — choose a few key messages and
emphasize them.
Highlight your key information but be prepared to go into more
detail on issues if anyone asks you to do so.
Use both text and graphics to convey important information.
Start and end on schedule and allow time for questions.
Present updated information on project risks and explain how you’re
addressing them.
Limit the number of presenters to only the key team members, when
multiple presenters are required.
After the meeting, distribute notes that highlight issues raised and
actions that you agreed on during the review.

Preparing a Project
Communications Management Plan



With the diversity of stakeholders who will be looking for information
about your project and the array of data you’ll be collecting, it’s essential
that you prepare a project communications management plan to avoid
duplication of effort and to ensure that nothing falls through the cracks.

A project communications management plan is a document that specifies
all project communications generated throughout the project, their target
audiences, their information content, and their frequency. Prepare an
initial version of your project communications management plan in the
starting-the-project stage of your project, and update it as needed in the
carrying-out-the-work stage (flip to Chapter 1 for details on the distinct
stages of a project).

At a minimum, your plan should specify the following for all project
communications:

Target audience: The people whose information needs are
addressed through the project communication (check out Chapter 4
for a discussion of how to identify and classify project stakeholders).
Information needs: The information that the target audience wants
and/or needs.
Information-sharing activity: The specific type of information-
sharing activity to be used to transmit information to the target
audience (written reports, presentations, and meetings, for example).
(Check out the earlier section “Choosing the Appropriate Medium
for Project Communication” for more on when to use different types
of information-sharing activities.)
Content: The specific data to be shared in the project
communication.
Frequency: When the information-sharing activity occurs (can be
regularly scheduled or ad hoc).
Data collection: How and when the data for the report are collected.



Relating This Chapter to the PMP
Exam and PMBOK 7

Pay special attention to Table 15-1, which notes topics in this chapter
that may be addressed on the Project Management Professional (PMP)
certification exam and that are included in A Guide to the Project
Management Body of Knowledge, 7th Edition (PMBOK 7).

TABLE 15-1 Chapter 15 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This
Chapter

Location in
PMBOK 7 Comments

Components
of the
communication
process and
different types
of
communication

“I Meant What I
Said and I Said
What I Meant:
Successful
Communication
Basics”

2.1.1.4.
Engage
4.2.2.
Communication
Models

Both books identify similar
components of the
communication process.
PMBOK 7 mentions a number of
techniques, while this book
gives more descriptive
information and illustrations.

Selecting the
appropriate
medium

“Choosing the
Appropriate
Medium for Project
Communication,”
“Preparing a Written
Project Progress
Report,” and
“Holding Key
Project Meetings”

4.2.2.2.
Effectiveness
of
Communication
Channels
4.4.3. Meetings
and Events
4.6.7. Reports

This book identifies the benefits
and drawbacks of different types
of reporting mechanisms and
offers suggestions for improving
their effectiveness. PMBOK 7
notes different types of
communication approaches and
media and emphasizes the
importance of preparing a
communications strategy.

Form and
content of
written project
reports

“Preparing a Written
Project Progress
Report”

4.6.7. Reports
2.7.3.
Presenting
Information

PMBOK 7 identifies issues to
consider when preparing
reports, while this book goes
into more depth describing
different techniques and
explaining how to apply them.



Topic Location in This
Chapter

Location in
PMBOK 7 Comments

What to
include in a
plan to meet
audience
information
needs

“Preparing a Project
Communications
Management Plan”

2.4,.4.
Communication
2.7.
Measurement
Performance
Domain
4.6.3. Plans

PMBOK 7 provides an extensive
list of information concerning the
preparation of reports that can
be included in a
communications management
plan. This book focuses more
on the types of information
required to guide the
preparation and distribution of
reports.



Chapter 16
Encouraging Peak Performance

by Providing Effective
Leadership

IN THIS CHAPTER
 Defining the difference between leadership and management
 Identifying the traits of an effective leader
 Improving your ability to influence your project team
 Developing and maintaining motivation on your team
 Fostering a diverse, equitable, and inclusive team

Because of the rapid changes occurring in every facet of business and
personal life today, leadership is one of the most important issues facing
organizations. Regardless of how your project team is structured, but
particularly when you’re working in a matrix environment, your
project’s success depends on your ability to organize, coordinate, and
support a diverse team that’s working toward a common goal (see
Chapter 11 for more specifics about the matrix structure). Often the
people on your team come from different areas of your organization,
have different operating styles and different backgrounds, and don’t
report to you administratively. Successfully guiding such a group of
people requires both vision and structure.

This chapter discusses tips for aligning, focusing, and motivating the
people supporting your project to maximize the chances for your
project’s success.



Exploring the Differences between
Leadership and Management

Leadership and management are two related but distinct sets of
behaviors for guiding and supporting people through a project. Here are
the main differences between them:

Leadership emphasizes defining a vision and encouraging other
people to help make that vision a reality; management focuses on
creating plans and assessing performance.
Leadership focuses on people; management focuses on systems,
procedures, and data.
Leadership facilitates change; management strives for order and
predictability.

 As you plan your project, explore the why of the project (a
leadership issue) to help elicit people’s buy-in and commitment.
Also explore the what, when, and how (management issues) to
develop a feasible approach for successfully achieving the project’s
goals. As you organize your project, clarify who will support the
different project activities (a management task) and help them get
excited about doing so (a leadership task).

Throughout the project, continually let people know how it is
progressing and deal with any problems you encounter along the way
(management tasks). Remind people of the project’s benefits and
acknowledge their contributions to the project’s success (leadership
tasks). Table 16-1 illustrates leadership and management approaches to
support the key activities in each of a project’s life cycle phases (covered
in Chapter 1).



TABLE 16-1 Comparison of Leadership and
Management Approaches in the Project Life Cycle
Phases

Project Phase Leadership Approach Management Approach

Starting the
project

Create and share visions
and strategies Conduct a cost-benefit analysis

Organizing and
preparing

Elicit commitments from
members

Specify objectives, schedules, and
budgets

Carrying out the
work Motivate team members Monitor and report on progress and

deal with problems

Closing the
project

Recognize and reward
project participants

Conduct a post-project retrospective
evaluation

Recognizing the Traits People Look
for in a Leader

For you to lead others effectively, they must first agree to follow you.
Although every leader develops a unique personal style of leading,
people typically look for the following traits in their leaders. Which ones
do you need to work on?

Honesty and integrity: In simple terms, honesty means telling what
you believe to be the truth, while integrity means having agreement
between what you say and what you do. Not surprisingly, people
want their leader to convey information that they believe to be
correct, and they want all actions the leader takes to be justified and
supported by the information they have shared with them. In other
words, people want to know exactly what they’re committing to
when they make a decision to follow a leader.
Tenacity: Tenacity is persistence. After a tenacious leader commits
to a particular goal, they demonstrate tremendous determination in
working toward that goal until they achieve it; they refuse to let
temporary setbacks derail them. It’s not that the tenacious leader



refuses to learn from their mistakes. In fact, they constantly assess
the results of their actions and use the experience gained to improve
their future attempts to reach their goal.
Simply put, people want a tenacious leader because they want to
know their effort won’t go to waste if accomplishing their goal is
more difficult or takes longer than expected.
High energy: Effective leaders expend considerable amounts of
energy to organize and guide people toward accomplishing an
established goal. This energy results from a combination of physical
health and mental preparedness. When revealed to others, a leader’s
high energy helps energize them to continue working toward their
mutual goal.
Enthusiasm: Effective leaders approach all tasks with enthusiasm,
as expressed by a positive attitude and an air of excitement. They
maintain this enthusiasm by focusing on their successes and the
benefits of reaching their ultimate goal. Enthusiasm is highly
contagious; a leader’s team members absorb their enthusiasm
through their body language, their tone of voice, and the topics they
choose to discuss.
Self-confidence: Effective leaders have a realistic appreciation of
their abilities and believe they can accomplish anything they set their
minds to. This attitude of self-confidence allows them to devote their
full attention to performing their tasks instead of worrying about
whether they’ll succeed or fail. Self-confident leaders view
temporary setbacks as learning experiences rather than reasons to
give up.

In addition to looking for the previous traits in their leaders, people look
for many other traits and behaviors, including:

Willingness and ability to listen to others.
Respect for and belief in others.
Willingness to take risks and encourage others to take risks.
Organization and attention to detail.



Use of correct spelling and grammar in written and oral
communications.
Professionalism.

In other words, in addition to looking for leaders they can believe in and
trust, people seek leaders with whom they can personally relate and be
comfortable and who appreciate and value their effort and contributions.

 When you’re trying to establish yourself as the leader in a
particular situation, consider the following points:

Possessing a particular trait isn’t enough; you must help others see
for themselves that you possess it. As the saying goes — you must
“walk the walk and talk the talk!”
No universal set of traits and behaviors can guarantee that you’ll be a
successful leader in all situations. You have to determine those traits
and characteristics that are of greatest importance to the people
you’ll be leading (and tailor your leadership style accordingly).
The traits people look for in their leaders are based on the people’s
feelings and preferences, not on what you think their feelings and
preferences should be. If you find that the traits that matter most to
your team members are ones that you don’t care to develop, you may
need to reconsider whether you really want to be the leader of that
group.

Developing Personal Power and
Influence

Power is the ability to influence the actions of others. Establishing
effective bases of power enhances your ability to coordinate your team
and other key stakeholders. In this section, we discuss how to develop
your personal power bases and how to use the power you can derive



from those bases to energize and motivate people throughout the life of
your project.

Understanding why people do what you ask
Because personal power is the ability to influence and guide the actions
of others, the first step in developing this power is understanding why
people choose to do what you ask in the first place. People respond to
your requests and directions for many reasons, including the following:

Rewards: People do what you ask because they want the benefits
you can give them. Examples of rewards include raises and
recognition.
Punishments: People do what you ask because they don’t want what
you can give them. Examples of punishments include poor
performance appraisals and undesirable job assignments.
Your position: People take your requests more seriously because
they feel the project manager should direct team members. You can
lose this power if you wield it inappropriately, but you have it
initially.
What you stand for: People do what you ask because they agree
with your goals. They know that your requests and actions are
attempts to achieve the same results they want to achieve.
Who you are: People listen to you because they appreciate and
respect who you are, as reflected by your compassion, your loyalty
to others, your sense of humor, or other positive characteristics of
your attitudes and behaviors.
Your expertise: People listen to you because they respect the skills
and knowledge that you bring to your job. They listen to you because
they believe you’re probably right.



 You don’t have to be the technical expert on your project to
command the respect of your team members and effectively lead
your project. But you do have to be an expert in the skills and
knowledge that your job demands on the project. Because you’re
the project manager, these skills and knowledge include your
abilities to plan and control the project, encourage effective
communication, encourage a positive and productive work
environment, and understand the political environment in your
overall organization.

Of course, your technical expertise can be a significant asset if you use it
correctly. Your praise for a job well done means a lot more to your team
members than praise from someone who’s less qualified to assess the
work.

 Take note that being both the technical expert and the project
manager on your project can work against you. If you’re not
careful, you can discourage others from accepting responsibilities
and performing their work independently for one or more of the
following reasons:

They feel that their work can never be as good as yours.
You keep the more challenging and important assignments for
yourself because you like the work and think you can do it best.
You resist approaches that differ from the ones you normally take.
You tend to micromanage people to ensure that they’re performing
assignments just as you would (turn to Chapter 12 for details on
micromanagement).

Although many factors can contribute to your ability to influence people,
your power over your team members is generally one of the following:



Ascribed: Someone gives you authority to reward and discipline
others.
Achieved: You earn the respect and allegiance of other people.

Achieved power is far more effective and enduring than ascribed power.
People who act in response to your ascribed power usually do the least
amount of work necessary to get the rewards they want or to avoid the
negative consequences they fear. On the other hand, people motivated by
your achieved power work to accomplish the highest possible quality of
results because they’ve decided that doing so is in their best interests
(and yours).

 Whether or not you recognize and acknowledge it, you have
considerable opportunity to develop and use achieved power. You
can choose how you want to influence people’s behavior, or you
can inadvertently influence their behavior. Either way, your actions
influence other people’s behavior.

Establishing the bases of your power
You can get a sense of the power you have over someone by taking note
of the willingness with which they agree to do and then do what you
request. If you already get all the cooperation from others that you need,
just keep doing what you’re doing. However, if you feel frustrated by
people’s resistance and lack of cooperation when you ask for their help,
take steps to improve the power you have over them.



 Successfully influencing the behavior of others requires, first,
that you understand the different types of power you have over
them and, second, that you effectively use that power. Your
ascribed power over people depends, in part, on their perceptions of
the specific authority you and others whom you can influence have
over them. Your achieved power is based on people’s perceptions of
what you know, who you are, and what you stand for.

Take the following steps to improve your ability to influence your team
members and other people in your project environment:

Determine the authority you have over the people you want to
influence. Common types of authority include the ability to give
salary increases and promotions, complete performance appraisals,
and assign people to future jobs.
Find out who else has authority over the people you want to
influence. If you don’t make the decision about whether and how
much to increase a person’s salary but you can influence the
individual who does, the person will react to you as if you, too, have
some measure of ascribed power over them.
Clarify for yourself how and why the project’s successful
completion benefits your organization, and share those benefits
with the people you want to influence. Knowing all the benefits
your project is designed to yield puts you in a better position to help
others see why helping you complete your project is in their best
interests.
Get to know the people you want to influence; understand,
appreciate, and acknowledge their special talents and strengths.
Getting to know other people helps you understand the types of
rewards and recognition they appreciate most. It also tells them you
care for them as people, not just as technical resources for your
project.



Let the people you want to influence get to know your good side.
Your achieved power over others is based on their perceptions of
your character and abilities. Be mindful not to give other team
members the impression of favoritism or partiality.
Don’t condemn or complain, but do give feedback when
necessary. Condemning is making negative judgments about others;
complaining is criticizing people or things without doing anything to
improve them. Both behaviors entail sharing negative opinions rather
than facts, which demoralizes and demotivates people while doing
little to achieve high-quality results. Constructive feedback, on the
other hand, entails sharing factual information objectively to
improve people’s performance. People respect others whom they feel
are interested in helping them succeed.
Become proficient in the tasks you have to perform. People listen
to you more seriously when they believe you know what you’re
talking about.

 You must reestablish your bases of power for each new project
you perform because you may be dealing with different people on
each project and because your power bases depend heavily on the
specific details of the project itself. Further, even on the same
project, your bases of power can diminish over time if you don’t
consistently reinforce them. Meeting with team members at the start
of your project can help them appreciate your style and recognize
that everyone wants to accomplish similar goals. However, if you
don’t have any more contact with your team members for six
months, their initial positive impressions can fade — right along
with your ability to influence their commitment and performance.

You Can Do It! Creating and
Sustaining Team Member



Motivation
Efficient processes and smooth relationships create the opportunity for
successful projects. Having team members personally commit to your
project’s success affords you the greatest chance of achieving it.
Therefore, your major task as a project manager is to encourage every
team member to be motivated and committed to your project’s success.

 Motivation is a personal choice; the only person you can
motivate directly is yourself. You can create the opportunity for
other people to become motivated, but you can’t make the decision
for them. The following factors encourage a person to become and
remain motivated to achieve a goal:

Desirability: The value of achieving the goal
Feasibility: The likelihood that you can achieve the goal
Progress: Your accomplishments as you work to reach the goal
Reward: The payoff when you reach the goal

When your project meets people’s professional and personal needs in
each of these four areas, you strengthen their commitment to the
project’s success. In this section, we cover specific ways to meet these
needs.

Increasing commitment by clarifying your
project’s benefits
Although some people commit to completing an assignment because
someone tells them to do so, you get a much more serious commitment
when a person recognizes and appreciates a project’s benefits. When
discussing your project’s benefits with your team, consider those
benefits that are most important to your organization, its employees, and
its clients, such as:



Improved products and services
Improved internal processes and procedures
Increased sales
Improved productivity
A better work environment

Also consider potential benefits to each team member, such as:

Acquiring new skills and knowledge
Working in an enjoyable environment
Expanding business contacts
Enhancing career potential

 When you help people realize the personal benefits they can get
from participating in your project, you increase their commitment
to the project and, therefore, the chances that the project will
succeed.

Occasionally, someone reminds us that their team members receive
salaries for doing their jobs. In other words, this person is suggesting
that they don’t have to worry about whether their team members realize
personal benefits from doing their assigned tasks. As far as they are
concerned, people will perform their assignments because they want to
receive their paychecks. Unfortunately, however, this type of reward
power encourages people to do the least work necessary to ensure they
receive their next paycheck rather than to work toward the highest
quality results.

I’m not suggesting that your main concerns on a project are your team
members’ personal benefits. However, people are more committed if
they feel they can accomplish their personal goals while helping their
organization achieve its goals.



 Do the following to help your team understand and appreciate
the benefits your project can achieve for the organization:

Identify the situation that led to your project.
Identify your project’s key drivers and clarify their hopes for the
project (see Chapter 4 for more about project drivers).
Encourage team members to discuss the expected benefits and the
value of those benefits.

 Do the following to encourage your team members to identify
the personal benefits they may realize from participating in your
project:

Discuss their personal interests and career goals and relate those
interests and goals to aspects of the project.
Discuss past projects they’ve enjoyed and the reasons they’ve
enjoyed them.
Discuss some of the benefits that you and other people hope to
realize by working on this project.

Encouraging persistence by demonstrating
project feasibility
A project is feasible if it’s possible to accomplish. No matter how
desirable you may feel a project is, if you’re convinced that nothing you
do can lead to its success, you’ll give up more easily when you
encounter the slightest of difficulties (and so will your team members).
You don’t need a guarantee of success, but you must believe that you
have a reasonable chance at it.



 Feasibility is a subjective assessment. What seems impossible to
one person can appear feasible to another. Further, your assessment
of feasibility can become a self-fulfilling prophecy. If you think an
assignment is feasible, you work hard to complete it; if you
encounter problems, you try to work them out. However, if you
really believe you have no chance of succeeding, you give up at the
first sign of difficulty. Any problems you encounter just confirm
what you already knew — the project was doomed from the start.
Of course, as soon as you give up, you have no chance of
succeeding, so you’ve confirmed your initial belief that the project
wasn’t feasible!

 Help people believe a project is feasible by working with them
to define what the team will produce, when, and how. Specifically,
do the following:

Involve team members in the planning process.
Encourage them to identify potential concerns so you can address
them.
Explain why you feel that your targets and plans are feasible.
Develop responsive risk management plans (see Chapter 10).

Letting people know how they’re doing
Getting your team members to appreciate your project’s value and
feasibility helps you motivate them initially. However, if the project lasts
longer than a couple of weeks, the team’s initial motivation can die out
without continual reinforcement from you. In general, people working
on a particular task need to know how they’re doing over time for three
reasons:



Achieving intermediate milestones provides personal satisfaction.
Recognizing their successes confirms they’re on the right track.
Successfully completing intermediate steps reinforces their belief
that they can accomplish the final goals.

 Have you ever seen a 12-month project in which all the major
milestones occurred in months 11 and 12? When do you think
people got serious about this project? Months 10, 11, and 12 (if
they were still around by then)! Obviously, you want your team
members to stay interested and motivated throughout the life of
your project, not just at its climax. Do the following to help keep
people on track and excited about your project:

Establish meaningful and frequent intermediate milestones.
Continually assess how people are doing.
Frequently share information with people about their performance.
Continually reinforce the project’s potential benefits.

See Chapter 15 for ways to inform people of your project’s progress.

Providing rewards for work well done
Rewarding people at a project’s conclusion for their effort and
accomplishments confirms to them that they accomplished the desired
results and met the stakeholders’ needs. It also reassures them that team
members and managers recognize and appreciate their contributions.
This recognition, in turn, makes it more likely that they’ll welcome the
opportunity to participate in future projects.

Post-project rewards can take several forms, including one or more of
the following:

You talk with each team member and express your appreciation for
their contribution.



You express your appreciation in a written note or email to the
person.
You express your appreciation in writing to the person’s supervisor.
You formally submit input to the person’s performance appraisal.
You nominate the person for a future assignment they want.
You nominate the person for a cash bonus or some other award.
You issue the person a certificate of appreciation.
You take the person out to lunch.

Rather than guessing which form of reward your team members will
appreciate most, ask each of them directly.

 To make the rewards you offer the most effective, do the
following:

Be sure your acknowledgment and appreciation are honest and
sincere.
Note the specific contribution the reward recognizes.
Respect the person’s personal style and preferences when giving the
reward:

Some people enjoy receiving acknowledgments in front of
their co-workers, while others prefer receiving them in
private.
Some people appreciate receiving an individual award; others
appreciate receiving an award presented to the entire team.

Leading a Diverse, Equitable, and
Inclusive Project Team



In this section, we delve into one of present day’s seemingly most hot-
button workplace topics, diversity, equity, and inclusion (also “DEI” or
“DE&I”), and discuss some of the ways it may impact your project. But
first, allow us to state outright that we are not experts in DE&I or
Human Resources nor do we intend to lecture you or try to influence
your opinions on the topic. The focus of this section remains on how to
conduct yourself as you lead and reap the benefits of a diverse,
equitable, and inclusive team to achieve your project’s goals.
Incidentally, if you are seeking an informative, well-rounded book on
this topic by a widely-respected expert in the arena, you’d be hard-
pressed to find any better than Dr. Shirley Davis’s newly released
Diversity, Equity & Inclusion For Dummies.

The DE&I movement is not new; it’s officially been around in one form
or another since the Civil Rights movement of the 1960s, when leaders
began calling attention to the inequalities and injustices plaguing the
United States and other countries at the time. Eventually, the Equal
Employment Opportunity Act of 1972 amended the Civil Rights Act of
1964 to address employment discrimination and promote equal
opportunities for all American workers.

Common sense, supported by volumes and volumes of research
conducted over many decades, tells us quite clearly that a diverse team is
more likely to be a high-performing team; an equitable team is more
likely to be a high-performing team; an inclusive team is more likely to
be a high-performing team.

Let’s briefly define these terms, as the rest of this section builds on each
of them:

Diversity is anything that differs from one individual to another.
People can differ by race, gender and gender identity, religion, sexual
orientation, ethnicity, national origin, socioeconomic status,
language, physical (dis)ability, mental (dis)ability, age, and political
alignment, to name a few.
Equity is treatment of each according to their individual needs
and circumstances. Often confused with equality, or treating



everyone the same, equity involves tailoring your treatment of each
individual to ensure all are elevated to the same level so they each
start with the same opportunities and likelihood of achieving success.
Inclusion is ensuring that each person feels valued, respected,
and supported. Where diversity refers to the differences between all
of us, inclusion refers to the acceptance, respect, and support of all
our differences in a group setting.

Diversity is an asset worthy of inclusion
Team members with different backgrounds, different experiences, and
different outlooks typically mature into a more enriched team, with a
significantly larger knowledge base of diverse experiences and ideas
from which to draw, than a homogeneous, uniform team. This
maturation does not spontaneously occur on its own in most instances
though. Be deliberate and emphatic in your acceptance of diversity and
the inclusion of these diverse qualities and your project team will follow
suit. It can be intimidating to join a diverse team, as many people tend to
focus more on the differences they see than the more subtle similarities
that exist beneath the surface. Establish a welcoming and respectful
framework for your project team. Newcomers will feel like productive,
equal members of the team much faster than if they are made to feel like
an outsider.

As a project manager, you’re accountable for the successful execution of
project activities to yield an acceptable output for your stakeholders.
Your team will be more likely to solve a problem (and may solve it faster
and more efficiently) if people on your team have encountered similar
problems in the past and feel comfortable sharing those past experiences
with the team.

It is not enough to simply have a diverse team; diversity without
inclusion will lead to an environment where team members are reluctant,
or unwilling, to express their ideas and beliefs for fear they will be
treated disrespectfully if other team members do not share the same
backgrounds and perspectives that resulted in those ideas and beliefs.
The success of your project relies on project team members working



together in a respectful and collaborative way to accomplish your shared
goal.

 Leading by example is very powerful when leading any team.
Inclusive leadership is contagious; others will follow your lead if
they believe you value and respect your team members and foster a
meritocratic team dynamic, where people are evaluated and
rewarded on the merits of skill, talent, effort, and achievement.

Equity is a choice – choose it
As discussed previously, equity is not the same as equality. Let’s say you
are managing a four-month long project to refresh your company’s
intranet site. You have three project team members who all require a
laptop (don’t worry, you planned ahead and budgeted for this equipment)
to perform the majority of the tasks they are each assigned. One of your
team members, Diego, happens to be legally blind and has been for most
of his life. If equality is your primary goal, you would procure three of
the same mid-level laptops, all with the same features and specifications
and distribute them to your team. You’ve treated each member equally
by procuring the same laptop for all of them; however, this is approach is
not equitable.

Diego requires a specialized computer that narrates aloud all of his
actions, button clicks, mouse moves, and so on, and a keyboard with
Braille on each key. Without this specialized computer and keyboard,
Diego will require significantly more time to complete the same tasks as
the other team members and will most likely miss the project milestone
dates. You could have avoided this predicament had you pursued an
equitable solution rather than an equal one. The equitable solution is to
provide Diego with the specialized computer and keyboard he needs so
he can begin the project on the same footing as the other two team
members, both of whom can be successful with the mid-level laptops.
Even though Diego’s laptop costs $3,000 more than the other team
members’ laptops, this is the equitable solution because it renders Diego



just as capable of performing the tasks assigned to him as the other team
members.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 16-2 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 16-2 Chapter 16 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This
Chapter

Location in
PMBOK 7 Comments

Distinctions
between
leading
and
managing

“Exploring the
Differences between
Leadership and
Management”

2.2.4.
Leadership
Skills
2.2.4.4.
Interpersonal
Skills

The discussion of leadership and
management in PMBOK 7 notes the
names of different leadership and
management skills and techniques,
instances where you may use them,
and selected highlights of what they
entail.

Power,
influence,
and
motivation

“Developing
Personal Power and
Influence” and “You
Can Do It! Creating
and Sustaining Team
Member Motivation”

2.1.1.4.
Engage
2.2.4.
Leadership
Skills
2.2.5.
Tailoring
Leadership
Styles

The discussion of interpersonal skills
in PMBOK 7 notes the names of
different leadership and management
skills and techniques, instances
where you may use them, and
selected highlights of what they
entail.

Diversity,
equity, and
inclusion

“Leading a Diverse,
Equitable, and
Inclusive Project
Team”

2.2.2.
Project Team
Culture
2.2.5.
Tailoring
Leadership
Styles

PMI’s standard for project
management and PMBOK 7 describe
two project management principles,
stewardship and team, that address
this topic. This book discusses
similar concepts in more detail and
relates them to real-life scenarios.



Chapter 17
Bringing Your Project to

Closure
IN THIS CHAPTER

 Planning for a successful project completion
 Addressing any remaining administrative issues
 Helping your team transition to the end of your project
 Evaluating successes and failures with the project retrospective

evaluation

One characteristic that distinguishes a project from other work
assignments is its distinct end — the point at which all work is complete
and the results are achieved. However, with intense demands pulling you
to your next assignment, you may be compelled to let your completed
projects languish and eventually fade away instead of clearly ending
them with an announcement, recognition of the results, and a “thank
you” to all the people who made those results possible.

Unfortunately, not bringing your projects to full closure hurts both the
organization and the people who performed the work. When you don’t
assess the extent to which your project achieved the desired outcomes,
you can’t determine whether you conceived, planned, and performed the
project well. Furthermore, team members don’t have the chance to
experience closure, achievement, and a job well done.

This chapter shows you how to close your project successfully by
finishing all substantive work, performing the final administrative tasks,
and helping team members complete their association with your project
and move on. In addition, this chapter helps you announce your project’s
end and conduct a project retrospective evaluation.



 As we discuss in Chapter 1, very large projects are often
subdivided into phases, and each phase is treated as a separate mini-
project. The discussions in this chapter apply to the closing-the-
project stage of each mini-project as well as to the closing-the-
project stage of the entire project.

Staying the Course to Completion
Following your project all the way through to completion helps ensure
that everyone gets the maximum benefits from your project’s results.
You also get the chance to compare your project’s benefits with the costs
incurred, confirm the company’s return on investment, and validate its
process for selecting projects.

 Bringing a project to an end typically entails wrapping up a
multitude of small details and open issues. Dealing with these
numerous assignments can be frustrating under the best of
circumstances. However, the following situations can make the end
of a project even more difficult:

You don’t have a detailed, written list of all the activities you must
perform during closeout.
Some team members transferred to new assignments during your
project’s course, forcing the remaining members to assume new
responsibilities in addition to their original ones.
The project staff loses motivation as general interest in the project
wanes and people look forward to new assignments.
The project staff wants the project to continue because they don’t
want to end the personal and professional relationships they’ve
developed or they’re not excited about their next assignments.



Your customers (internal and/or external) aren’t overly interested in
completing the final details of the project.

Reduce the impact of difficult situations like these and increase the
chances for your project’s success by planning for closure at the outset
of your project, identifying and attending to all closure details and tasks,
and refocusing your team. This section shows you how to do this (and
more).

Planning ahead for your project’s closure
If you wait until the end of your project to start thinking in detail about
its closure, it may be too late to gather all the necessary information and
resources. Instead, start planning for your project’s completion at the
same time you prepare your initial project plan by doing the following
(see Chapter 1 for details of what goes into the project plan):

Describe your project objectives completely and clearly and
identify all relevant objective measures and specifications. If one
of the project objectives is to change an existing situation, describe
that situation before you perform the project so you have a
comparative basis for assessment at the end of your project.
Prepare a checklist of everything you must do before you can
officially close your project. Here are some examples of closure
items to include on your checklist:

Complete any unfinished project activities.
Complete all required deliverables (including product
documentation, if applicable).
Obtain all necessary acceptances and approvals of project
results, including those of the client(s).
Assess the extent to which the project results met
expectations.
Perform all required administrative tasks.
Terminate all related contracts for goods and services.



Transition team members to their new assignments.
Ensure that all project documentation and deliverables are
archived in the appropriate storage locations.

 For each item on the project closure checklist, specify who
will perform it, when it will be done, and what resources will be
required.
Include closure activities in your project plan. In your project’s
work breakdown structure (WBS), specify all activities you’ll have
to perform to close out your project and then plan for sufficient time
and resources to perform them (see Chapter 6 for more on the WBS).

Updating your initial closure plans when you’re
ready to wind down the project
Encourage your team members to consider the closing-the-project stage
of your project to be a separate assignment with its own objectives,
tasks, and resource requirements (see Chapter 1 for more on the closing-
the-project stage). As you complete the main project’s work, review and
update the preliminary closure plans you developed in your initial
project plan (see the preceding section for details on these preliminary
plans).

Charging up your team for the sprint to the finish
line
As team members work hard to fulfill project obligations, their focus
often shifts from accomplishing the project’s overall objectives to
completing their individual assignments. In addition, other audiences
who were initially very interested in the project’s results may become
involved with other priorities and activities as the project continues
(which means they likely lose interest and enthusiasm for your project).
However, successful project completion requires a coordinated effort by
all key participants.



 To reinforce your team’s focus and interest, do the following:

Remind people of the value and importance of the project’s final
results. Frequently discuss the benefits the organization will realize
from your project’s final results as well as the individual benefits
your team members will gain. People are more likely to work hard to
successfully complete a project when they realize the benefits they’ll
achieve by doing so.
Call your team together and reaffirm your mutual commitment
to bring the project to successful completion. Discuss why you
feel the project is important and describe your personal commitment
to completing it successfully. Encourage other people to make
similar commitments. People overcome obstacles and perform
difficult assignments more effectively when they’re committed to
succeed.
Monitor final activities closely and give each team member
frequent feedback on performance. Set up frequent milestones and
progress reporting times with team members. Staying in close
communication with team members provides you and them up-to-
date info on how close you are to final closure. This close contact
also provides the opportunity to identify and deal with any issues and
problems that may arise throughout the course of your project.
Be accessible to all team members. Make yourself available when
team members want to confer with you. Consider having lunch
periodically with them and letting them see you around their office
area. Being accessible affirms your interest in and the importance of
their work.

For more tips on how to keep your team motivated, turn to Chapter 16.

Handling Administrative Issues



Just as you must have authorization for people to legally spend time,
effort, and resources to perform work on your project, you must rescind
this authorization when you close the project to ensure that people won’t
continue to spend time, effort, or resources on it in the future. You can
officially terminate this authorization by doing the following:

Obtain all required approvals. Obtain written approval that your
project has passed all performance tests and adhered to applicable
standards and certifications. In addition, be sure you’ve obtained
customer or client acceptances. This step confirms that no additional
work is necessary on the project.
Reconcile any outstanding transactions. If you’ve made project
purchases from outside sources, resolve any disputes with vendors
and suppliers, pay all outstanding bills, and make sure the contracts
are officially closed. Make sure you adjust any project work effort or
expenditures that were posted to incorrect accounts.
Close out all charge categories. Get official confirmation that no
future labor or financial charges can be made to your project
accounts.

Providing a Smooth Transition for
Team Members

As part of successfully finishing your own project, you need to help your
team members complete their project responsibilities and move on to
their next assignments. Handling this transition in an orderly and agreed-
upon fashion allows people to focus their energies on completing their
tasks on your project instead of wondering where and when their next
assignments will be. In particular, do the following:

Acknowledge and document team members’ contributions.
Express your appreciation to people for their assistance on your
project, and share with them your assessment of their performance.
Take a moment to thank their supervisors for making them available



to your project, and provide the supervisors with an assessment of
their performance.

 As a general rule, share positive feedback in public; share
constructive criticisms and suggestions for improvement in private.
In both cases, be sure to share your comments with team members
personally and follow up your conversation in writing.
Help people plan for their transition to new assignments. If
appropriate, help people find their next project assignments. Help
them develop a schedule for winding down their involvement with
your project while making sure they fulfill all their remaining
obligations. Consider holding a final project meeting or lunch to
provide your team members closure on their work and project
relationships.
Announce to the organization that your project is complete. You
can make this announcement in an email, in an announcement on the
company intranet, in a meeting, or through an organization-wide
publication, such as a newsletter. You need to make this
announcement for the following three reasons:

To alert people in your organization that the planned
outcomes of your project are now available
To confirm to people who supported your project that their
efforts led to a successful result
To let people know they can no longer charge time or
resources to your project

Take a moment to let team members and others who supported
your project know the true results of the time and work they
invested. Nothing can give your team members stronger motivation
to jump into the next assignment and provide continued high-quality
support than telling them about the positive results of their previous
hard work.



See the nearby sidebar “Using a novel approach to announce your
project’s closure” to see one person’s unusual way of letting people
know his project was over.

USING A NOVEL APPROACH TO
ANNOUNCE YOUR PROJECT’S CLOSURE

If your project was small, chances are all the participants already know it’s over and are
aware of its results. But if the project took a long time (six months or more) and involved
many groups in your organization, people who participated early may never see the
actual results of their efforts.

A while back, a dear friend, Fred, had completed a one-year project that entailed the
design, development, production, and introduction of a small piece of equipment for an
aircraft cockpit. At the official end of the project, he reflected on the many different
people from all areas of his organization who had played some role in the project. In
addition to the engineers who completed the final installation and testing of the
equipment, contract officers, procurement specialists, financial managers, human
resources specialists, test lab personnel, logisticians, and others had all helped make
the project a success.

Fred realized that if past experience was any indicator, the vast majority of these
support people would never see the final result of their efforts. So, he decided to do
something that his organization had never done; he put together a small display in his
workplace that illustrated the birth, evolution, and fruition of the project. He included
everything from the signed contract document and purchase orders to the initial design
model and engineering drawings to pictures of the device in an airplane, a pilot who
would use it, as well as the maintenance people who would support it. He then sent
messages to all the people who had worked on the project, announcing the display and
inviting them to come by his workplace to visit.

The response was overwhelming. Fred estimated that more than 100 people came by
to look at the display. He overheard comments by people throughout the organization
about how they’d performed individual tasks large and small that contributed to the
success of this equipment — equipment that they now could see would affect people’s
lives. The most poignant comment he received was from a technician who worked in
the test laboratory. The technician told him this was the first time in his 11 years with the
organization that he’d ever seen the final results of an item he’d tested.

Fred estimated that he spent several hours assembling the display, but the positive
results he and his organization received from this sharing were immeasurable.



Surveying the Results: The Project
Retrospective Evaluation

Lay the groundwork for repeating on future projects what worked on
past ones (and avoiding what didn’t) by conducting a post-project
evaluation. A post-project evaluation (also interchangeably called a
project retrospective, post-project review, project closeout meeting, or
lessons learned) is an assessment of project results, activities, and
processes that allows you to:

Recognize project achievements and acknowledge people’s work.
Identify techniques and approaches that worked and devise steps to
ensure you and others use them again in the future.
Identify techniques and approaches that didn’t work and devise steps
to ensure you and others don’t use them again in the future.

 Project post-mortem is another term for the post-project
evaluation. We avoid using this term, however, because it conjures
up the image of an autopsy to determine the cause of death! We
prefer to leave people with a more positive memory of their
experience with a project.

This section helps you plan for, conduct, and follow up on a project
retrospective.

Preparing for the evaluation throughout the
project
Take steps in each stage of your project’s evolution (starting the project,
organizing and preparing, carrying out the work, and closing the project)
to lay the groundwork for your project retrospective (see Chapter 1 for
more on the stages of a project):



Starting the project:
Determine the benefits your project’s drivers wanted to
realize when they authorized your project (see Chapter 4 for a
discussion of drivers and the other types of project
stakeholders).
If your project is designed to change an existing situation,
take before measures to describe the existing situation so you
have something to compare to the after measures you take
when the project is completed.

Organizing and preparing:
Identify additional project drivers you may have overlooked
in the first stage of your project. Your project drivers’
expectations serve as the criteria for defining your project’s
success, so you want to know who they are before you begin
your project’s work.
Develop clear and detailed descriptions of all project
objectives.
Include the activity “Conduct project retrospective” in your
work breakdown structure (WBS) and allow time and
resources to perform it (see Chapter 6 for a discussion of the
WBS).

Carrying out the work:
Tell team members that the project will have a project
retrospective.
Encourage team members to record issues, problems, and
successes throughout their project involvement in a project
log. Review the log when proposing topics for discussion at
the project retrospective meeting.
Maintain documentation of cost, labor-hour charges, and
schedule performance reports throughout the project (see
Chapter 14 for details on how to track and report this
information).



Closing the project:
If changing an existing situation was a project objective, take
after measures of that situation’s key characteristics to see
whether you successfully met that objective.
Obtain final cost, labor-hour, and schedule performance
reports for the project.
Survey key stakeholders to determine how well they feel the
project addressed their needs and their assessments of project
team and project manager performance.

Setting the stage for the evaluation meeting
A project retrospective is only as good as the results, expenditures, and
performance information on which it’s based. The information must be
complete, detailed, and accurate. Prepare for your project retrospective
meeting by collecting information about the following:

Project results
Schedule performance
Resource expenditures
Problems that arose during the project
Changes during the project to objectives, schedules, and budgets
Unanticipated occurrences or changes in the environment during the
project
Customers’ satisfaction with the project results
Management’s satisfaction with the project results
Effectiveness of the project management processes
Lessons learned

You can collect this information from the following sources:

Progress reports



Project logs
Cost reports
Schedule reports
Project memos, correspondence, and meeting minutes
Interviews and surveys of customers, managers, and team members

 Prepare a detailed agenda for the project retrospective meeting
that specifies the times when topic discussions will start and end.
Consider including the following topics on your agenda:

Statement of the meeting’s purpose
Specific meeting outcomes to be accomplished
Highlights of project performance, including the following:

Results, schedules, and resources
Approaches to project planning
Project tracking systems and procedures
Project communications
Project team practices and effectiveness

Recognition and discussion of special achievements
Review of customer and management reactions to the project
Discussion of problems and issues
Discussion of how to reflect experiences from this project in future
efforts



 Circulate a draft agenda, related background materials, and a list
of attendees to all expected attendees at least one week before the
meeting. This advance notice gives people time to suggest
additions, deletions, and other changes to the agenda. Revise the
agenda to address these suggestions and distribute the final agenda
to all meeting participants at least one day before the meeting.

Conducting the evaluation meeting
A successful project retrospective meeting (which you can conduct in
person, via videoconference, or through most other meeting methods)
requires that you address the right topics. People need to share their
experiences and thoughts openly and honestly about the project and the
processes used to manage the project.

At the project retrospective meeting, explore the following issues:

Did you accomplish all the project objectives?
Did you meet the project schedule?
Did you complete the project within budget?
With regard to problems during the project:

Could you have anticipated and planned for them in advance?
If so, how?
Did you handle them effectively and efficiently when they
arose?

Did you use the organization’s project management systems and
procedures effectively?
What went well? Consider and capture these as best practices.
What did you learn from the project? Consider and capture these as
lessons learned.



 To ensure you get the most accurate information and the best
recommendations for future actions, do the following before and
during your project retrospective meeting:

Invite the right people. Invite all the people who participated in
your project at all points throughout its life. If the list of potential
invitees is too long, consider meeting separately with select
subgroups and then holding a general session at which everyone
reviews the results of the smaller meetings and you solicit final
comments and suggestions.
Declare at the beginning of the meeting that it’s supposed to be a
learning experience rather than a finger-pointing session. As the
project manager, you run the project retrospective meeting. At its
outset, you need to declare that the session is a time for self-
examination and suggestions for ensuring the success of future
projects. If people start to attack or criticize other participants, you
can immediately bring the discussion back on track by asking the
participants the following questions:

What can you do in the future to deal more effectively with
such situations?
What can you do in the future to head off such situations
before they arise?

If people resist your attempts to redirect their conversations, you can
mention actions that you, as project manager, can take in the future
to head off or deal with similar situations more effectively and then
ask people to share additional ideas.
Encourage people to:

Identify what other people did well.
Examine their own performance and see how they could’ve
handled situations differently.



Consider holding the session away from your office. People often
feel more comfortable critiquing existing practices and discussing
new approaches when they’re away from their normal work
environments.

 Be sure to assign a person (other than yourself) to take notes
during the project retrospective meeting. In addition to a list of
attendees and highlights of information, the notes should list all the
agreed-upon activities to implement the lessons learned from the
meeting and the people responsible for those activities.

Following up on the evaluation
Often your busy schedule pulls you to new projects before you’ve had a
chance to analyze and benefit from previous ones. However, even when
people do take a few moments to review previous project experiences,
they seldom incorporate the lessons learned in their future operating
practices.

 As soon as possible after your post-project evaluation meeting,
you, as project manager, need to prepare and distribute a wrap-up
report that’s based on the meeting minutes and that addresses the
following topics:

Practices to incorporate in future projects
Steps to take to encourage these practices
Practices to avoid in future projects
Steps to take to discourage these practices

Consider this wrap-up report as you plan future projects to make sure
you apply the lessons you learned.



 Upon completion of this wrap-up report, distribute it to other
project managers for their review. Sharing best practices and
lessons learned with your peers benefits everyone involved.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 17-1 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 17-1 Chapter 17 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This
Chapter

Location in
PMBOK 7 Comments

Activities
performed
when closing
a project

“Staying the Course
to Completion” and
“Handling
Administrative Issues”

4.4.3. Meetings and
Events
2.3. Development
Approach and Life
Cycle Performance
Domain
4.2.7.4. Process
Groups

Both sources identify similar
activities.

Issues
addressed in
a post-
project
evaluation

“Surveying the
Results: The Project
Retrospective
Evaluation”

2.5.1. Project
Processes
3.6. Diagnostics
4.6.2. Logs and
Registers

Both sources identify similar
issues.

Providing a
transition for
your team

“Providing a Smooth
Transition for Team
Members”

2.2. Team
Performance
Domain

PMBOK 7 states the
importance of planning for a
smooth release of project
team members.



Part 5
Taking Your Project

Management to the Next Level



IN THIS PART …
Get the scoop on the latest project management software and find
out how to use it effectively. Get the scoop on the Agile approach
for managing projects that require rapid deployment, or for which
you anticipate there’ll be changes in the client’s needs and/or the
products to be produced after the project begins. Discover how
best to use social media to keep everyone on the project
informed.

Find out how to use a technique called earned value management
to determine your project’s schedule and cost performance, which
will tell you whether your project is running under, on, or over
budget and ahead, on, or behind schedule.



Chapter 18
Using Newer Methods and

Resources to Enhance Your
Project Management

IN THIS CHAPTER
 Looking at Agile project management
 Recognizing software’s role in project planning and control
 Supporting project management with social media

A major part of project management is information — getting it, storing
it, analyzing it, and sharing it. But the key to successful project
management is using this information to guide and encourage people’s
performance.

Today’s technology provides easier and more affordable ways to handle
information. For example, computer software allows you to enter, store,
and analyze information and then present the results in professional
formats. In addition, different types of social media provide vehicles for
quickly sharing project information with a wide range of audiences.
However, technology alone can’t ensure focused and committed team
performance. In fact, if not used appropriately, excessive reliance on
today’s technology can actually result in decreased morale, confused and
disorganized team members, and reduced performance.

In this chapter, we discuss the Agile approach to project management,
one of the newer entries in the marketplace of project management
methodologies that promises to be more flexible and responsive than the
traditional Waterfall model. We explore the different types of software
that are available and how they can help you plan and manage your
projects more effectively. Finally, we discuss a few of the many different



types of social media currently available, review their benefits and
drawbacks, and suggest how you may use them to support your project
planning and management.

Taking a Look at the Agile Approach
to Project Management

Project management, as we know it today, began in the mid-1950s with
the development by the U.S. Defense Department and Lockheed
Missiles and Space Company of the Polaris missile system. The initial
project management tools and techniques used on that program, such as
the program evaluation and review technique (PERT) and the critical
path method (CPM; see Chapter 7 for more on these approaches), were
designed to support the planning and management of a large, technically
complex program with a very aggressive schedule and a heavy reliance
on the use of contractors (see Chapter 1 for the difference between a
project and a program).

As time passed, people began to use these techniques to plan and
manage projects of different types and sizes and projects with a greater
risk that client needs, project products, and other project parameters
might unexpectedly change while the project was underway. The
demands these different situations placed on project teams led people to
seek more flexible and adaptable tools and techniques. Agile is one of
the techniques that emerged. In this section, we introduce the elements
of Agile and compare it to the traditional Waterfall approach.

Understanding what drives the Agile approach
Agile project management is a flexible, interactive method of planning,
performing, and tracking the activities involved in continuous
development, improvement, and delivery of a product. While initially
used primarily for software development projects, in the years since
2001, Agile approaches have been used on projects in everything from
construction to marketing, finance to education, book publishing to
engineering, manufacturing to event planning, and many others.



The word “agile” (defined as “able to move quickly and easily” and
“able to think and understand quickly”) was first used to describe this
method in 2001, when a group of software designers published the
“Manifesto for Agile Software Development” shown in Table 18-1.

TABLE 18-1 Manifesto for Agile Software Development

More Valued Less Valued

Individuals and interactions Processes and tools

Working software Comprehensive documentation

Customer collaboration Contract negotiation

Responding to change Following a plan

© 2001, Kent Beck, Mike Beedle, Arie van Bennekum, Alistair Cockburn, Ward Cunningham,
Martin Fowler, James Grenning, Jim Highsmith, Andrew Hunt, Ron Jeffries, Jon Kern, Brian
Marick, Robert C. Martin, Steve Mellor, Ken Schwaber, Jeff Sutherland, Dave Thomas. This
declaration may be freely copied in any form, but only in its entirety through this notice.
 

As described in Table 18-1, the main premises of Agile are the
following:

People and their collaboration, communication, and commitment to
the project and to one another are the most important resources for a
project’s success.
The success of a project is measured by the extent to which the
products it produces successfully meet the client’s needs and
expectations.
An understanding of the client’s true needs and what it will take to
address them is best achieved through mutual collaboration between
the client and the project team.
Rather than refusing to acknowledge when changes occur that will
affect your project, successfully meeting your client’s needs requires
that you identify the changes and assess their potential impact on
your project at the earliest possible time and appropriately respond to
them effectively and efficiently.



 The authors of the manifesto prepared a set of 12 working
guidelines that they felt embodied the principles laid out in the
manifesto. You can view these principles at
https://agilemanifesto.org/principles.

Taking a look at the elements of Agile when
implemented through Scrum
Agile is a set of values and principles that describe a product
environment that emphasizes continuous improvement of the product,
the use of capable and highly motivated team members, frequent
interaction between the design team and the customer, a willingness to
accept and deal with changes as they occur, and the frequent delivery of
working software to the customer throughout the project. However,
because it doesn’t include a specific set of procedures, actors, and items
to be produced, Agile must be implemented through the use of an Agile
framework.

While several such frameworks are available, the most commonly used
is Scrum. Scrum is an Agile framework because it adheres to the general
principles and guidelines contained in the “Manifesto for Agile Software
Development” (see the previous section). It supports iterative and
incremental project delivery using frequent feedback and collaborative
decision-making, and it’s characterized by transparency, inspection, and
adaptation.

The actual use of the Scrum technique is relatively straightforward.
Following are the main components of the process:

Scrum master: Keeps the process and advocates for and protects the
team (often, a project manager assumes this role).
Product owner: Represents the customer and has authority to make
decisions.

http://agilemanifesto.org/principles.html


Team (usually 7–10 people): Includes people with all the skills
required for the project and is jointly responsible for delivering the
product.
Backlog: A prioritized list of tasks and requirements the final
product needs (created and maintained by the product owner).
Sprint (usually 1-4 weeks): A predetermined amount of time the
team has to complete the features selected. The Sprint has five
different types of meetings:

Backlog grooming (also called backlog refinement):
Creating, adding, and removing items from the backlog.
Sprint planning: A meeting with the team to select a set of
work from the product backlog to deliver during a Sprint. This
meeting normally takes four hours to a full day.
Daily Scrum (also called the daily standup): A short
meeting for the development team to share progress and
challenges and plan work for the day. Ideally the team
members are in the same place, the meeting usually lasts no
more than 15 minutes, is held at the same time and place each
day, and addresses the following questions:

What did you accomplish yesterday?
What are you planning to accomplish today?
What, if anything, is blocking your progress?

Sprint review meeting: A meeting in which the team
demonstrates to the product owner what it has completed
during the Sprint.
Sprint retrospective meeting: A meeting during which the
team looks for ways to improve the product and the process
based on a review of the actual performance of the
development team.



 For more information on the different activities you perform
when you manage your project using Agile as implemented through
Scrum, see Agile Project Management For Dummies and Scrum
For Dummies, both written by Mark C. Layton and published by
Wiley.

Comparing the Agile and traditional (Waterfall)
approaches
Agile was developed for projects requiring significant flexibility and
speed and is composed of short delivery cycles. Agile may be best-suited
for projects requiring less control and real-time communication within
self-motivated team settings. Agile is highly iterative, allowing for rapid
adjustments throughout a project.

On the other hand, the Waterfall methodology (covered in the rest of this
book) is sequential in nature. It’s comprised of static phases executed
one after the other in a specific order. Waterfall allows for increased
control throughout each phase but can be less flexible if scope changes
are requested later.

Table 18-2 presents a comparison of how each project management
approach addresses certain important issues during the life of a project.
As the table indicates, in general, the Waterfall approach is the more
rigid of the two, with less flexibility to deal with issues that weren’t
identified at the outset.



 The choice of which approach you use to manage a particular
project depends on the characteristics of that project. If you expect
the project to be orderly and predictable, with requirements that are
very well known, clearly defined, and fixed and customers who
know what they want in advance, you may consider using a
Waterfall methodology. However, if the project is one where the
final product isn’t clearly defined, your clients need the ability to
change scope after the project gets underway, and/or rapid
deployment is the goal, you may choose to use an Agile approach.

TABLE 18-2 Selected Characteristics of the Waterfall
and Agile Project Management Approaches

Waterfall Agile

Requirements are defined before development
begins.

Requirements are set and
changed frequently during
delivery.

Plans are developed for the eventual deliverable,
and a single product is delivered at the end of the
project timeline.

Deliveries of customer-valued
subsets of the final product occur
frequently.

Change is constrained as much as possible.
Change is incorporated in real
time throughout the performance
of the project.

Key stakeholders are involved at specific
milestones.

Key stakeholders are continuously
involved.

Risk and cost are controlled by detailed planning of
mostly known considerations.

Risk and cost are controlled as
requirements and constraints
emerge.

Using Computer Software
Effectively



 Today’s software for special analyses and reporting looks so
good that you may be tempted to believe it’s all you need to ensure
your project’s success. However, even though the software works
effectively and efficiently, it can’t perform the following essential
tasks:

Ensure that information is appropriately defined, timely, and
accurate: In most instances, people enter information to support
project planning and control into a computer program. You can
typically configure the software to check for correctness of format or
internal consistency, but the software can’t ensure the quality and
integrity of the data.
Suppose you use a computer program to maintain records of labor
hours that team members charge to your project. You can program
the computer to reject hours that are inadvertently charged with an
invalid project code. However, you can’t program the computer to
recognize hours charged to the wrong project with a valid code.
Make decisions: Software can help you objectively determine the
theoretical results of several possible courses of action. However,
software can’t effectively take into account all the objective and
subjective considerations that you must weigh before making a final
decision.
Create and sustain dynamic interpersonal relationships: Despite
people’s obsession with email, texting, and other types of computer-
based communication, computers don’t foster close, trusting
relationships among people. If anything, technology makes
relationships more difficult to develop because it removes your
ability to see facial expressions and body language.

So how can computer software help you during the life of a project?
This section looks at what different types of software are available, how
software can help you manage your project, and how to introduce
software into your work environment.



Looking at your software options
When your project is sufficiently complex, you can use software for a
wide variety of tasks, including storing and retrieving important
information, analyzing and updating that information, and preparing
presentations and reports that describe and visualize the information and
results of the analyses.

The available software falls into two categories: standalone specialty
software and integrated project management software. Each type has
benefits and drawbacks, as we discuss in the following sections.

Standalone specialty software
Standalone specialty software consists of separate packages that perform
one or two functions very well. The following types of specialized
software can support your project planning and performance:

Word processing: Useful for preparing the narrative portions of
project plans, maintaining a project log, creating progress reports,
and preparing written project communications (Microsoft Word,
Google Docs, or LibreOffice Writer, for example)
Business graphics and presentation: Useful for preparing
overheads and slide shows for project presentations and developing
charts and artwork for written reports and publications (Microsoft
PowerPoint, Google Slides, or LibreOffice Impress, for example)
Spreadsheet: Useful for storing moderate amounts of data,
performing repetitive calculations, running statistical analyses, and
presenting information in chart formats (Microsoft Excel, Google
Sheets, or LibreOffice Calc, for example)
Database: Useful for storing and retrieving large amounts of data for
analysis and presentation (Microsoft Access or LibreOffice Base, for
example)
Accounting: Useful for keeping records of project income and
expenses (QuickBooks Microsoft Dynamics, for example)
Time and information management: Useful for scheduling your
calendar, maintaining a to-do list, storing your contacts, and



managing your email (Microsoft Outlook or Google Workspace, for
example)

Note: Many vendors offer software packages in the preceding
categories. However, it is important to consider that organizations each
have their own preferences and biases, budgetary constraints, and
tolerances for cutting/bleeding edge vs. more tried and true applications
and vendors. Many organizations have the infrastructure and expertise
in-house to maintain an on-premises solution, whereas others prefer a
cloud-based offering (each has benefits and drawbacks concerning cost,
security risk, and resource requirements). With that said, Microsoft still
reigns supreme with the majority of companies, although many of the
cloud-based offerings—particularly ones with native smartphone or
tablet apps for convenience and ease-of-access—are very compelling
and become more popular with each passing day.

 Initially, specialty packages performed one or two functions very
well. As they’ve evolved, however, they’ve expanded to include
capabilities that support their primary functions, for example:

Word processing packages now possess some spreadsheet, business
graphics, and database capabilities.
Spreadsheet packages now have some business graphics and word
processing capabilities.
Database packages now have some spreadsheet, word processing,
and data visualization capabilities.
Depending on the vendor, interaction between the different packages
is possible, if not likely.

In general, specialty packages offer the following benefits:

They offer powerful capabilities in their areas of specialty. For
example, a business graphics and presentation package makes it



relatively easy to prepare professional quality presentations that
effectively share information and stimulate your audience’s interest.
You most likely have several packages already on your computer
or readily available from your IT department. Having these
packages already available means you can use them immediately for
no additional cost.
People probably know how to use many of the common specialty
packages. As a result, people are more apt to use them and use them
correctly. Also, you save time and money because people don’t
require special training to use them.

 Keep in mind that specialty packages have the following
potential drawbacks:

They’re likely to encourage piecemeal approaches to project
planning and control, which may omit certain key steps. You can
use a business graphics package to draw a Gantt chart (see Chapter
7); however, ensuring that your schedule is feasible requires you to
consider the effect of activity interdependencies when you prepare it.
A business graphics package typically can’t dynamically perform
that function for you.
They don’t integrate easily. For example, you can depict your
project’s schedule in a Gantt chart in a graphics package and display
personnel hours over the duration of each task in a spreadsheet.
However, if a team member is unexpectedly out for a week, you have
to make separate changes by revising the person’s hours in the
spreadsheet and then changing the Gantt chart in the graphics
package to reflect new activity start and end dates (as opposed to
making the change in one that automatically updates the other). Even
though some programs can share data directly with other programs,
this process is often cumbersome.



Integrated project management software
Integrated project management software combines database,
spreadsheet, graphics, and word processing capabilities to support many
of the activities normally associated with planning and performing your
project. An example of an integrated package is Microsoft Project,
although hundreds of such packages of all shapes and sizes are on the
market today.

A typical integrated project management package allows you to:

Create a hierarchical list of activities and their components.
Define and store key information about your project, activities, and
resources.
Define activity interdependencies (see Chapter 7 for details on
activity interdependencies).
Develop schedules by considering activity durations, activity
interdependencies, and resource requirements and availability.
Display your plan for performing project activities in a network
diagram (see Chapter 7).
Display a schedule in Gantt chart and table formats (see Chapter 7).
Assign people to work on project activities for specific levels of
effort at certain times.
Schedule other resources for project activities at specified times.
Determine your overall project budget (see Chapter 9 for how to
prepare project budgets).
Determine the effect of changes on the project’s schedule and
resources.
Monitor activity start and end dates and milestone dates.
Monitor person-hours and resource costs.
Present planning and tracking information in a wide array of graphs
and tables.



Create budgetary and schedule baselines for tracking and
retrospective review.
Permit project teams to collaborate and access project information
from anywhere, day or night.

 As you may have guessed, integrated project management
packages offer benefits as well as drawbacks. The benefits include
the following:

The package’s functions are linked. For example, if you enter
personnel requirements one time, the program considers them when
developing schedule and resource budgets and when reporting
project progress.
Packages typically have a variety of predesigned report
templates. Having predesigned report templates allows you to use
formats that are proven to be effective and likely to be familiar to
your audience. It also saves you time and money when preparing and
distributing your reports.

 Integrated project management packages also have these
drawbacks:

The package may not be immediately available and may come
with added cost. If it isn’t currently available, you have to devote
time and money to buy and install the software before you can use it
to support project planning and control.
Most people require training to become comfortable with the
package. Training takes additional time and money.
Having a wide range of capabilities in a software package
doesn’t guarantee that you’ll use them correctly. Remember the



old adage: Garbage in, garbage out. Even the most advanced
software package can’t help your project if people don’t submit
accurate and timely data.

 If you decide to use an integrated project management package,
consider the following factors when choosing which one:

Types and formats of reports: Choose a package that supports your
reports and means of reporting with minimum customization.
Your team members’ and stakeholders’ general comfort and
familiarity with computers and software: Will they take the time
and effort to learn and then use the package? Having a package with
state-of-the-art analysis and reporting capabilities is no help if people
don’t know how (or are unwilling) to use it.
Your organization’s present software: If several software packages
are equal in most aspects, choose a package that’s already available
and in use because team members most likely have experience with
it.
Your organization’s existing systems to record labor hours and
expenses: If your organization has such systems, consider a package
that can easily interface with them. If the organization doesn’t have
these systems, consider a package that can store the information you
need.
Your organization’s existing project management procedures
and practices: Try to find a package that supports as many of the
existing project management activities as possible. This will make
the process of incorporating the software into the organization’s
operations smoother, because people won’t have to find ways to
continue performing project management tasks that the system
doesn’t support, and there will be less need to modify existing
practices to conform to the capabilities of the new software.



The project environment in your organization: What’s the size of
the human resource pool for projects, the number and typical size of
projects, and so on? Choose a package that has the necessary
capacity and speed.
Software used by clients and companies you work with: Choosing
a package that allows you to communicate and coordinate easily with
your customers’ and collaborators’ software saves you time and
money.

 Check out Microsoft Project For Dummies by Cynthia Snyder
Dionisio (Wiley) and Microsoft Dynamics 365 For Dummies by
Renato Bellu (Wiley) for more information on effectively using
these applications.

PROJECT PORTFOLIO MANAGEMENT
SOFTWARE: RAISING THE BAR ON

PROJECT MANAGEMENT
Most integrated project management software packages support the planning, tracking,
and reporting of an individual project. Project portfolio management software, however,
is special because it also:

Supports the assigning and tracking of people to activities on more than one
project.

Takes into account interproject activity dependencies when determining
different schedule possibilities.

Tracks and reports the progress and accomplishments of numerous projects
simultaneously.

Supports communication throughout the organization regarding the planning
and performance of different projects.

Consider using project portfolio management software to support project planning and
control when your organization:

Has several large, cross-departmental projects underway.



Staffs these projects from a common resource pool.

Has well established project management and data collection practices and
procedures.

Helping your software perform at its best
No matter which type of project management software you choose
(either standalone specialty software or integrated project management
software), your project’s success depends on how well you coordinate
and support your project planning and control activities. Table 18-3
illustrates which software supports which activities and how you can
ensure that each activity is performed correctly.

TABLE 18-3 Helping Your Software Support You

Software Capability
Software to Use*

Your Responsibilities
A BG DB IPMS S TIM WP

Document project
objectives (see
Chapter 5)

X X

Ensure all project objectives
have measures and
performance targets; ensure
key people approve the
objectives

Keep a record of
project stakeholders
(see Chapter 4)

X X X X Identify the stakeholders

Store and display the
project work
breakdown structure
(see Chapter 6)

X X X X X Identify all required activities

Display team roles
and responsibilities
(see Chapter 12)

X X X X
Have people agree and
commit to their roles and
responsibilities

Develop possible
schedules (see
Chapter 7)

X

Ensure duration estimates are
accurate; identify
interdependencies; ensure
project drivers and supporters
buy into the schedules



Software Capability
Software to Use*

Your Responsibilities
A BG DB IPMS S TIM WP

Display schedule
possibilities X X X X X Choose actual schedule dates

from among the possibilities

Display the personnel
needed and their
required levels of
effort (see Chapter 8)

X X X X
Determine personnel needs;
estimate people’s required
levels of effort

Display planned
personnel allocations
over time

X X X

Choose when people will
spend their hours (over time)
on task assignments; decide
how to deal with resource
conflicts

Display funds and
other non-personnel
budgets (see Chapter
9)

X X X
Determine budgets; explain
budgets to project team
members

Keep records of
actual activity and
milestone dates

X X X

Develop procedures for
collecting and submitting
schedule-performance data
(see Chapter 13); ensure
people submit data on time

Keep records of
work-hours charged
to the project

X X X

Create charge codes; develop
procedures for recording and
submitting work-hour data;
ensure work-hours are
charged to the correct
accounts; ensure data are
submitted and entered on time

Keep records of
funds, commitments,
and expenditures

X X X X

Create the charge codes;
ensure expenditures are
charged to the correct
accounts; ensure data are
submitted and entered on time

Prepare reports of
schedule and
resource
performance (see
Chapter 15)

X X X X

Define report formats and
timetables; select people to
receive reports; interpret the
reports; ensure that people
read the reports they receive;
develop necessary corrective
actions



Software Capability
Software to Use*

Your Responsibilities
A BG DB IPMS S TIM WP

Prepare
presentations of
project progress

X X X X

Choose information to be
included; select people to
receive reports or attend the
presentations

* The following abbreviations represent the different types of software packages available: A:
Accounting; BG: Business graphics; DB: Database; IPMS: Integrated project management
software; S: Spreadsheet; TIM: Time and information management; and WP: Word processing.

Introducing project management software into
your organization

 Before you rush out and buy any project management software,
plan how to maximize its capabilities and avoid associated pitfalls.
Do the following to help you select and install your software:

Be sure you have a firm grasp of project planning and control
approaches before you consider any software.
See what software other groups in your organization are using or
have used; find out what they like, what they don’t like, and why.
If possible, ask someone who already has a copy of the software
whether you can spend a few minutes exploring its operation.
See if the software vendor offers a free trial (most do) so you can try
the software for yourself.
After the package is on your computer, load a simple project or a
small part of a larger project to practice (that is, enter the activities,
durations, interdependencies, resources, and so on).
Use only a few of the program’s capabilities at first (determine the
effect of small changes on your schedule, print out some simple
reports, and so on) and use more capabilities as you get more
comfortable with the software and feel the need for them.



Consider attending a formal training program, or at least
familiarizing yourself with the vendor’s online knowledgebase, as
you become comfortable accessing the software’s different
capabilities.
If you’re still not comfortable choosing the project management
software for your organization yourself, consider engaging the
services of an outside consulting firm with experience helping
organizations like yours select and implement the software.

After you’ve undertaken these steps, you can effectively use software to
support your project planning and control activities. On an ongoing
basis, ensure that you obtain all updates and changes to the software, and
consider purchasing software upgrades that introduce significant new
capabilities.

Using Social Media to Enhance
Project Management

Successful project management requires not only that you collect and
analyze relevant project information but, more importantly, that you use
that information in a timely and effective manner to make sure
everything goes off without a hitch (or, more realistically, with as few
hitches as possible). Specifically, you need to make sure your project
plan looks at all relevant issues, your team members perform all project
work effectively within existing constraints, and the project itself
ultimately achieves the desired results.

One way to collect project-related information, as well as to keep tabs on
your project and share its progress with the rest of your team, is to use
social media — you know, Teams, Yammer, LinkedIn, wikis, blogs, and
the like. Depending on the size and characteristics of the project and the
policies and practices of the organization conducting it, the use of social
media to support project planning and management may be considerable
or nonexistent. This section identifies different social media tools you



can use to enhance the quality and timeliness of project information
sharing, together with some of their particular capabilities.

Defining social media
In its most general sense, the term social media refers to the different
online technology tools (websites and applications) that enable you to
share and create content easily in a two-way, dynamic interchange via
the Internet.

In addition to email and instant messaging to maintain contact with and
to share and obtain information from your team members, here are some
of the more popular online information sharing tools you can use:

Online collaboration tools: Microsoft Teams has risen to the top of
this category over the past couple of years as the need has grown for
dispersed teams, across different geographies and time zones, to
securely and reliably collaborate in real time, share media, chat
individually or in groups, and videoconference and speak with others
over the Internet (as opposed to using landlines or cellular service).
Teams integrates easily with other Microsoft products, like Project,
OneDrive (for file storage), and OneNote (for note taking), as well as
non-Microsoft products.
Many of the other tools mentioned in this book also offer embedded
online collaboration capabilities, even where that is not the tool’s
primary focus. For example, Smartsheet is, at its core, an online data
collection, storage, and visualization tool, but offers robust
automated alerting, as well as commenting and messaging between
collaborators. Many cloud-based file storage sites and apps offer
either native collaboration tools or integrate seamlessly with the
vendor’s other collaboration tools. Google Drive is an example of a
file storage service that integrates with most of Google’s
complementary collaboration tools, such as Gmail, Meet, Chat, and
others.
Social networking apps and websites: Apps and websites where
people can post online profiles of their personal and business
information and interests and link to others with similar interests,



backgrounds, and pursuits. This assemblage of like-minded people is
typically called a group or a community, depending on the site, and
you can join existing ones or start your own. Social networking sites
like LinkedIn (linkedin.com) and Yammer (yammer.com), for
example, can facilitate sharing information about your project and
related subjects with team members and others in your project
audience. You can also obtain professional and personal information
and maintain relationships with those people.
LinkedIn is the most used business- and career-oriented social
networking platform. Members include current and past job-related
information in their profiles, as well as personal interests and
activities. In addition, its groups are made up of people from
specified companies and organizations, as well as ones composed of
people with particular subject matter interests. As an example,
LinkedIn has roughly 14,000 groups focused on some aspect of
project management. To see a complete listing, in the search box at
the top of the homepage, enter “project management” and select
“Groups” from the menu under the search box. For some
perspective, this same search yielded approximately 6,000 groups
when the 5th edition of this book was published just five years ago.
Yammer is a social network focused on meeting the information
needs of businesses and organizations. Yammer has special-interest
groups and company groups, and members can send several types of
short, quick messages to the general population or members of
specified groups.
Other social media platforms, like Facebook, Twitter, Instagram, and
so on, can potentially offer some benefit, although often at the cost
of decreased focus and productivity. These platforms are tailored
more toward the “social” aspect of social networking.

http://linkedin.com/
http://yammer.com/


 Be sure to familiarize yourself with any relevant social
media policies established by your organization, as many companies
have begun restricting the types of social media allowed to be
utilized with company resources and during business hours.
Wikis: Collections of web pages on a particular topic with dynamic
content that can be maintained and updated in real time by users.
Wikis can be useful as repositories of information and experience for
projects currently underway, as well as to encourage collaboration
among team members and between team members and audiences.
Wikis are typically developed and created internally and can be
organized and tailored in any way that benefits the team, the project,
or the organization.
Blogs: Information repositories on a particular topic that are made up
of short articles, or posts, and their corresponding reader comments.
Blogs are useful for soliciting from or making subject matter and
project-related information available to diverse audiences and
geographically distributed team members.

Your team can use each of these social media vehicles throughout your
project’s life to facilitate effective information sharing and build
interpersonal relationships among team members and with project
drivers and supporters (see Chapter 4 for details on the different types of
project stakeholders that may influence your project).

Exploring how social media can support your
project planning and performance
Project success depends heavily on accurate and timely information
sharing, productive interpersonal relationships among the team and with
other project stakeholders, and effective collaboration among team
members. Social media can facilitate one-way (going from the sender to
the receiver with no opportunity for clarification or confirmation) and
two-way (going from the sender to the receiver and from the receiver



back to the sender) information sharing. In addition, it can support
passive (collecting existing data on a subject) and active (asking for and
receiving certain data from an audience) data gathering (see Chapter 15
for more information on the communication process and ways to
improve it).

Table 18-4 presents examples of instances where social media can be
used to facilitate essential communication and relationship building
activities in the various stages of a project’s life cycle.

TABLE 18-4 Using Social Media to Support Your
Project Management in Its Different Life Cycle Stages

Life Cycle Phase Information Sharing Activity Social Media to Use

Starting the
project

Finding out about project subject
matter
Finding out about similar projects
Making initial announcement of
project

Blogs, wikis, social networking
sites
Teams, wikis, social networking
sites
Teams, social networking sites

Organizing and
preparing

Announcing project planning is
starting
Exploring project issues
Finding lessons learned from
similar projects
Recruiting project audiences
Recruiting team members

Teams, social networking sites
Teams, wikis, social networking
sites, blogs
Teams, wikis, social networking
sites, blogs
Teams, social networking sites
Teams, social networking sites

Carrying out the
work

Announcing project kickoff
Finding out about team members
Exploring project issues
Writing progress reports
Revising project plan

Teams, social networking sites
Teams, social networking sites
Teams, wikis, social networking
sites, blogs,
Teams, social networking sites,
wikis
Teams, social networking sites

Closing the project
Announcing project completion
Recording lessons learned

Teams, social networking sites,
wikis
Teams, social networking sites,
blogs



Using social media to support your project
communications
To ensure that your use of social media provides your project team with
responsive communications support, consider the following questions
when thinking about setting up your project’s presence on social media:

What types of problems will your team be addressing? Some
problems may require active collaboration among team members,
while others may involve one-way communication of existing data.
How sensitive is the content that would be shared? The platforms
in use today have varying capabilities for ensuring that information
is shared only with selected recipients. For instance, Teams can
securely send messages and store files within your organization;
however, guests from outside your organization can also be added to
your Teams, affording them access to communications and media
that could be sensitive. Additionally, there can be quite a large
difference between blasting out an announcement to all members of
your project or group within Teams and sending an announcement to
all of your LinkedIn followers, which could be seen by their
followers, and their followers’ followers, and so on (this is, after all,
the benefit of social networks).
Is your communication unidirectional or bidirectional? All forms
of social media discussed in this chapter can handle one-way
communications effectively. Bidirectional communications are best
handled with the use of collaboration tools like Teams, wikis, or by
sites that can establish groups or communities.
Will your data gathering be active or passive? If you use passive
data gathering, check to be sure the data routinely collected and
maintained by the site is adequate to meet your needs.
What platforms do your team members use today? All things
being equal, consider using platforms with which your team is
familiar and that they use currently. People are more likely to make
use of capabilities with which they have prior familiarity.



 Be sure to include in your written project communications
management plan how you plan to use social media to support your
project’s planning and management. Maximize the benefits and
minimize the pitfalls associated with using social media by
ensuring your communications plan addresses the following issues:

The particular tools you and your team will use to communicate
different types of information
The person or people in charge of ensuring that everyone involved
with your project follows the procedures mandated for the use of
social media



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 18-5 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 18-5 Chapter 18 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in This
Chapter

Location
in
PMBOK
7

Comments

How different types of
software can support
your project

“Using Computer
Software
Effectively”

N/A

PMBOK 7 no longer
addresses project
management software
(mentioned in PMBOK 6).

How social media can
support your project
planning and
management

“Using Social
Media to Enhance
Project
Management”

N/A PMBOK 7 does not address
this topic.



Chapter 19
Monitoring Project Performance
with Earned Value Management
IN THIS CHAPTER

 Tracking the terms and formulas that go with earned value
management

 Putting earned value management to use with your project
 Estimating an activity’s earned value

Because you’re reading this chapter, we assume you’re looking for a
way to assess your ongoing project performance. Earned value
management (EVM), also called earned value analysis (EVA), is a
technique that helps determine your project’s schedule status and cost
status from your resource expenditures alone. EVM is particularly useful
for identifying potential problems on larger projects.

To get the most from this chapter, you need to have some prior
experience or knowledge in project management. Here, we help you
better understand EVM by defining it, discussing how to determine and
interpret variances, and showing you how to use it in your project.

Defining Earned Value Management
Monitoring your project’s performance involves determining whether
you’re on, ahead of, or behind schedule and on, under, or over budget.
But just comparing your actual expenditures with your budget can’t tell
you whether you’re on, under, or over budget — this is where EVM
comes in. In this section, we discuss the basics of EVM and the steps
involved in conducting an EVM analysis to determine your project’s
schedule and cost performance.



Getting to know EVM terms and formulas
Suppose you’re three months into your project and you’ve spent
$50,000. According to your plan, you shouldn’t have spent $50,000 until
the end of the fourth month of your project. You appear to be over
budget at this point, but you can’t tell for sure. Either of the following
situations may have produced these results:

You may have performed all the scheduled work but paid more than
you expected to for it — which means you’re on schedule but over
budget (not a good situation).
You may have performed more work than you scheduled but paid
exactly what you expected to for it — which means you’re on budget
and ahead of schedule (a good situation).

In fact, many other situations may also have produced these same
results, but you probably don’t have the time or the motivation to go
through each possible situation to figure out which one matches yours.
That’s where EVM comes in handy. Evaluating your project’s
performance using EVM can tell you how much of the difference
between planned and actual expenditures is the result of under- or
overspending and how much is the result of performing the project work
faster or slower than planned. In the following sections, we review some
key terms and formulas you need to know to use EVM.

Spelling out some important terms
The basic premise of EVM is that the value of a piece of work is equal to
the amount of funds budgeted to complete it. As part of EVM, you use
the following information to assess your schedule and cost performance
throughout your project (see Figure 19-1 for an example):

Planned value (PV): The approved budget for the work scheduled
to be completed by a specified date, also referred to as the budgeted
cost of work scheduled (BCWS). The total PV of a task is equal to
the task’s budget at completion (BAC) — the total amount budgeted
for the task.



Earned value (EV): The approved budget for the work actually
completed by the specified date, also referred to as the budgeted cost
of work performed (BCWP).
Actual cost (AC): The costs actually incurred for the work
completed by the specified date, also referred to as the actual cost of
work performed (ACWP).

© John Wiley & Sons, Inc.
FIGURE 19-1: Monitoring planned value, earned value, and actual cost.

Use the following indicators to describe your project’s schedule and cost
performance with EVM:

Schedule variance (SV): The difference between the amounts of
time budgeted for the work you actually did and for the work you
planned to do. The SV shows whether and by how much your work
is ahead of or behind your approved schedule.
Cost variance (CV): The difference between the amount budgeted
and the amount actually spent for the work performed. The CV



shows whether and by how much you’re under or over your
approved budget.
Schedule performance index (SPI): The ratio of the approved
budget for the work performed to the approved budget for the work
planned. The SPI reflects the relative amount the project is ahead of
or behind schedule, sometimes referred to as the project’s schedule
efficiency. You can use the SPI-to-date to forecast the schedule
performance for the remainder of the task.
Cost performance index (CPI): The ratio of the approved budget
for work performed to what you actually spent for the work. The CPI
reflects the relative value of work done compared to the amount paid
for it, sometimes referred to as the project’s cost efficiency. You can
use the CPI-to-date to forecast the cost performance for the
remainder of the task.

Figure 19-2 shows the key information in an EVM analysis. In this
figure, the difference between planned and actual expenditures up to the
date of the report is the result of both a schedule delay and cost savings.
You can approximate the amount of time you’re behind or ahead of the
approved schedule by drawing a line from the intersection of the EV and
assessment date lines parallel to the x-axis to the PV line. Doing so in
Figure 19-2 suggests that the project being described by the graph is
about one month behind schedule.
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FIGURE 19-2: EVM performance indicators.

Defining the formulas of EVM performance descriptors

 Use the following formulas to mathematically define schedule
and cost variances and performance indicators:

Tables 19-1 and 19-2 illustrate that a positive variance, or a performance
index greater than 1.0, indicates something desirable (that is, you’re
either under budget or ahead of schedule, or both) and a negative
variance, or a performance index less than 1.0, indicates something
undesirable (you’re either over budget or behind schedule, or both!).



TABLE 19-1 Interpretations of Cost and Schedule
Variances

Variance Negative Zero Positive

Schedule (SV) Behind schedule On schedule Ahead of schedule

Cost (CV) Over budget On budget Under budget

TABLE 19-2 Interpretations of Cost and Schedule
Performance Indexes

Index Less than 1.0 1.0 Greater than 1.0

Schedule (SPI) Behind schedule On schedule Ahead of schedule

Cost (CPI) Over budget On budget Under budget

Last but not least: Projecting total expenditures at completion
The final step when assessing task performance to date is to update what
you expect your total expenditures to be upon task completion.
Specifically, you want to determine the following:

Estimate at completion (EAC): Your estimate today of the total
cost of the task
Estimate to complete (ETC): Your estimate of the amount of funds
required to complete all work still remaining to be done on the task

You can use the following two approaches to calculate the EAC:

Method 1: Assume that the cost performance for the remainder
of the task will revert to what was originally budgeted.

Method 2: Assume that the cost performance for the remainder
of the task will be the same as what it has been for the work done
to date.



Whether you use Method 1 or Method 2 to calculate EAC, ETC is
determined as follows:

Looking at a simple example
The terms and definitions associated with EVM (see the preceding
section) are easier to understand when you consider an example.
Suppose you’re planning to conduct a series of telephone interviews.
Your interview guide is ready, and each phone interview is independent
of the others. You state the following in your project plan:

Your project will last ten months.
You will conduct 100 interviews each month.
You will spend $300 to conduct each interview.
Your total project budget is $300,000.

During your first month, you do the following:

Conduct 75 interviews.
Spend a total of $15,000.

Because you planned to conduct 100 interviews in the first month and
you conducted only 75, you’re behind schedule. But because you
planned to spend $300 per interview and you spent only $200 (

), you’re under budget.
To calculate and then interpret the EVM information associated with this
example, follow these steps:

1. Determine the planned value (PV), earned value (EV), and
actual costs (AC) for the month as follows:



2. Determine your schedule variance (SV), cost variance (CV),
schedule performance index (SPI), and cost performance index
(CPI) for the month as follows:

The SPI and CPI make sense when you look at the actual numbers
for the month. You originally planned to conduct 100 interviews in
the first month, but you finished only 75, which means you
accomplished 0.75 of the work scheduled for the month, just as the
SPI indicates.
You originally planned to spend $300 per interview, but in the first
month you spent only $200 per interview ($15,000 in actual costs ÷
75 interviews conducted). So for the interviews conducted in the first
month, you received a benefit equal to 1.50 times the money you
spent, just as the CPI indicates.

Finally, you calculate your revised estimate at completion (EAC) as
follows:

Method 1: Assume that the remaining work is performed at the
originally budgeted rate.

If you keep the $7,500 cost savings from the 75 interviews
performed in the first month and do the remaining 925 interviews for
the $300 per interview originally budgeted, you’ll spend $292,500 to
do the 1,000 interviews.
Method 2: Assume that the remaining work is performed at the
same CPI as the work performed to date.



In other words, if you continue to perform your interviews for $200
each rather than the planned $300 each, you’ll spend two-thirds of
your total planned budget to complete all 1,000 interviews.

 Although you don’t need a formal EVM analysis on a project
this simple, in a project with 50 to 100 activities or more, an EVM
analysis can help identify general trends in your project’s cost and
schedule performances. The earlier you identify such trends, the
more easily you can address them when necessary.

Determining the reasons for observed variances
Positive or negative cost or schedule variances indicate that your project
performance isn’t going exactly as you planned. After you determine
that a variance exists, you need to figure out what’s causing it so you can
take corrective actions (if the variance is negative) or continue what
you’ve been doing (if the variance is positive).

Possible reasons for positive or negative cost variances include the
following:

Your project requires more or less work to complete a task than you
originally planned.
Work outside the approved scope was performed.
The people performing the work are more or less productive than
planned.
The actual unit costs of labor or materials are more or less than
planned.
Resources used on other projects were incorrectly recorded to your
project, or resources from your project were incorrectly recorded to
other projects.
Actual organization indirect rates are higher or lower than you
originally planned (see Chapter 9 for a discussion of indirect rates



and the effect they can have on your project expenditures).

Possible reasons for positive or negative schedule variances include the
following:

Work is running ahead of or behind schedule.
The project requires more or less work than you originally planned.
People performing the work are more or less productive than
planned.

The How-To: Applying Earned
Value Management to Your Project

If your project is fairly complex, you may consider using EVM to help
control performance. By providing cost and schedule performance
assessments of both the total project and its major parts, EVM allows
you to identify the likely problem areas so you can take the most
effective corrective actions.

The following example presents a more realistic illustration of how
EVM can support insightful analysis of your project’s performance.

Suppose the Acme Engineering Company has awarded a contract for the
production of two specialized and complex prototypes to Specialized
Machinery Corp. The contract calls for Specialized to produce 500 units
of Prototype A and 1,000 units of Prototype B. It further states that
Specialized will produce Prototype A at the rate of 100 per month and
Prototype B at the rate of 250 per month. Production of Prototype A is to
start on January 1, and production of Prototype B is to start on February
1. The total budget for the project is $200,000, with $100,000 for
Prototype A and $100,000 for Prototype B.

Table 19-3 depicts the project plan.

TABLE 19-3 Plan for Specialized to Produce
Prototypes A and B



Activity Start End Elapsed Time Number of Units Total Cost

Prototype A Jan 1 May 31 5 months 500 $100,000

Prototype B Feb 1 May 31 4 months 1,000 $100,000

Total $200,000

Suppose it’s the end of March, and you’re three months into the project.
Table 19-4 presents what has happened as of March 31.

TABLE 19-4 Project Status as of March 31

Activity Start Elapsed Time Number of Units Produced Total Cost

Prototype A Jan 1 3 months 150 $45,000

Prototype B Feb 1 2 months 600 $30,000

Total $75,000

Your job is to figure out your schedule and cost performances to date
and to update your forecast of the total amount you’ll spend for both
prototypes. Follow these steps:

1. Determine the planned value (PV), earned value (EV), and
actual cost (AC) for Prototype A through March 31 as follows:
PV = $200 per prototype × 100 prototypes per month × 3 months =
$60,000
EV = $200 per prototype × 150 prototypes = $30,000
AC = $45,000

2. Determine the schedule variance (SV), cost variance (CV),
schedule performance index (SPI), and cost performance index
(CPI) for the production of Prototype A through March 31 as
follows:
SV = EV – PV = $30,000 - $60,000 = -$30,000
CV = EV – AC = $30,000 - $45,000 = -$15,000
SPI = EV ÷ PV = $30,000 ÷ $60,000 = 0.50



CPI = EV ÷ AC = $30,000 ÷ $45,000 = 0.67
Your analysis reveals that you produced only half of the copies of
Prototype A you thought you would and that each prototype cost you
1.5 times the amount you had planned to spend (1 ÷ CPI =1 ÷0.67 =
1.5; also, the following):

3. Determine the planned value (PV), earned value (EV), and
actual cost (AC) for Prototype B through March 31 as follows:
PV = $100 per prototype × 250 prototypes per month × 2 months =
$50,000
EV = $100 per prototype × 600 prototypes = $60,000
AC = $30,000

4. Determine the schedule variance (SV), cost variance (CV),
schedule performance index (SPI), and cost performance index
(CPI) for the production of Prototype B through March 31 as
follows:
SV = EV – PV = $60,000 - $50,000 = $10,000
CV = EV – AC = $60,000 - $30,000 = $30,000
SPI = EV ÷ PV = $60,000 ÷ $50,000 = 1.20
CPI = EV ÷ AC = $60,000 ÷ $30,000 = 2.00
Your analysis reveals that production of Prototype B is 20 percent
ahead of schedule and 50 percent under budget (1 ÷ CPI = 1 ÷ 2 =
0.5; also, [$30,000 expended ÷ 600 prototypes produced] ÷ $100 per
prototype = 50 ÷ 100 = 0.5)

5. Forecast the estimate at completion (EAC) for Prototype A.
Method 1: Assume the remaining work is performed at the
originally budgeted rate.
EAC = BAC + AC – EV = $100,000 + $45,000 - $30,000 =
$115,000



Method 2: Assume the remaining work is performed at the same
CPI as the work performed to date.
EAC = BAC ÷ Cumulative CPI = $100,000 ÷ 0.67 = $150,000
In other words, if the remaining 350 units of Prototype A are
produced for the originally planned unit cost of $200, the total cost
to produce the full 500 units will be $115,000. If the remaining 350
units of Prototype A are produced for the same $300 unit cost as the
first 150, the total cost to produce all 500 will be $150,000.

6. Forecast the estimate at completion (EAC) for Prototype B.
Method 1: Assume the remaining work is performed at the
originally budgeted rate.
EAC = BAC + AC – EV = $100,000 + $30,000 - $60,000 = $70,000
Method 2: Assume the remaining work is performed at the same
CPI as the work performed to date.
EAC = BAC ÷ Cumulative CPI = $100,000 ÷ 2.00 = $50,000
In other words, if the remaining 400 units of Prototype B are
produced for the originally planned unit cost of $100, the total cost
to produce the full 1,000 units will be $70,000. If the remaining 400
units of Prototype B are produced for the same $50 unit cost as the
first 600, the total cost to produce all 1,000 will be $50,000.

7. Determine the overall status of your project by adding together
the schedule variances (SV), the cost variances (CV), and the
updated estimates at completion (EAC) for Prototypes A and B.
Project SV = -$30,000 + $10,000 = -$20,000
Project CV = -$15,000 + $30,000 = $15,000
Method 1: Assume the remaining work is performed at the
originally budgeted rate.
EAC = $115,000 + $70,000 = $185,000
Method 2: Assume the remaining work is performed at the same
CPI as the work performed to date.
EAC for the project = $150,000 + $50,000 = $200,000



Table 19-5 summarizes this information.

TABLE 19-5 Performance Analysis Summary

Prototype A Prototype B Combined

Prototype A Prototype B Combined

PV $60,000 $50,000 N/A

EV $30,000 $60,000 N/A

AC $45,000 $30,000 $75,000

SV –$30,000 $10,000 –$20,000

CV –$15,000 $30,000 $15,000

SPI 0.50 1.20 N/A

CPI 0.67 2.00 N/A

EAC* $115,000 $70,000 $185,000

EAC** $150,000 $50,000 $200,000

* Method 1: Remaining work performed at originally budgeted rate
** Method 2: Remaining work performed at same CPI as work performed to date
 

If project production rates and costs remain the same until all the
required prototypes are produced (this is the Method 2 used to develop
the EACs):

You’ll finish on budget. Table 19-5 shows that EAC for the project
will be $200,000, the amount originally budgeted for the whole
project.
You’ll finish five months late. Because Prototype A is being
produced at only half the anticipated rate, finishing all of them will
take twice the time of five months that was originally planned.

Determining a Task’s Earned Value



The key to a meaningful EVM analysis lies in the accuracy of your
estimates of EV. To determine EV, you must estimate:

How much of a task you’ve completed to date
How much of the task’s total budget you had planned to spend for
the amount of work you’ve completed (the present value of the task)

Consider, for example, that in your planning, you determined that the
$10,000 budgeted for your task should be spent in direct proportion to
the amount of the task completed. Therefore, if the task is 35 percent
complete, you should have spent $3,500 (35 percent multiplied by
$10,000).

For tasks with separate components, like producing prototypes or
assembling and inspecting the prototypes, determining how much of a
task you’ve completed (and, how much of the total corresponding task
budget you should’ve spent) is straightforward. However, if your task
entails an integrated work or thought process with no easily divisible
parts (such as designing a prototype), the best you can do is make an
educated guess.

Unfortunately, when you base your analysis on guesses rather than
factual data, you open yourself up to the possibility that your EVA will
produce an incorrect assessment of how much the schedule is ahead or
behind the plan or how much your expenditures are under or over budget
(due either to a well-intentioned but incorrect estimate of how complete
the task is or to the purposeful manipulation of that number).

Suppose your actual costs to date for your task with the $10,000 budget
are $4,500. However, you estimate that the task is only 35 percent
complete, which means you should have spent $3,500. In other words, it
appears you are $1,000 over budget. However, if you want to hide the
fact that you’re over budget, you could claim that you rethought your
estimate of how complete the task is and realized the task is actually 45
percent complete. This new estimate of percent complete makes it
appear that you should have spent $4,500 ($10,000 multiplied by 45
percent) or, in other words, that the task is exactly on budget. You find



out the real amount you over- or underspent on the task only when it is
100 percent complete.

You can use one of the three following approaches to estimate the EV in
your project, each of which has certain pros and certain cons:

Percent complete method: With this method, EV is defined to be
equal to the product of the fraction representing an estimate of the
amount of a task that has been completed and the total budget for the
task:
EV = Percent of task completed × Total task budget
So, if you estimate you have completed 40 percent of a task that has
a total budget of $10,000, your estimate of the EV of that task, using
the percent complete method, would be $4,000:
EV = 40% × $10,000 = $4,000

 The percent complete method is potentially the most
accurate if you correctly estimate the fraction of the task you have
completed. However, because your estimate of that fraction is a
subjective judgment rather than an objective measure, this approach
is the most vulnerable to errors or purposeful manipulation.
Milestone method: With this method, EV is defined to be equal to
zero until you have completed 100 percent of the task, and then it is
100 percent of the total task budget after you have completed it:
EV = 0 if task is less than 100% complete
EV = Total task budget if task is 100% complete



 The milestone method is the most conservative and the least
accurate. You expect to spend some money while you’re working on
the task. However, this method doesn’t allow you to declare EV
greater than $0 until you’ve completed the entire task. Therefore,
from the time you start to work on the task (and the time when you
most likely will start to spend resources on it) until you have
completed it, you’ll appear to be over budget.
50/50 method: With this method, EV is defined to be zero before
you start the task, a constant 50 percent of the total task budget from
the time you start it until the time you finish it, and 100 percent of
the total task budget after you finish the task:
EV = 0 (if task hasn’t started)
EV = 50% of total task budget (while task is in progress)
EV = Total task budget (if task is 100% complete)

 The 50/50 method is a closer approximation to reality than
the milestone method because it allows you to declare an EV greater
than $0 for at least some of the time you’re performing the task.
However, this approximation can inadvertently mask overspending
until the milestone is completed.
For example, suppose you have a task with a total budget of $10,000,
and you plan to spend the money on this task at a uniform rate over
the life of the task. That means when the task is 25 percent complete,
you should have expended $2,500 ($10,000 multiplied by 25
percent); when the task is 60 percent complete, you should have
expended $60,000 ($10,000 multiplied by 60 percent). Now consider
that you’re spending at a uniform rate, exactly as you had planned. If
you perform an EVA using this $10,000 activity as one of the tasks,
suppose you determine the activity is 30 percent complete, and



you’ve spent $4,000 to complete 30 percent of a task with a $10,000
budget.
Arguably, you should’ve spent about 30 percent of the total task
budget, or $3,000, to complete 30 percent of the work on the task.
The EVA makes it appear that you’re $1,000 over budget. However,
using the 50/50 method, you estimate the EV to be $5,000 (50
percent of the total budget for the task), which makes it appear that
you’re $1,000 under budget.
Once you’ve started to do work on a task, the 50/50 method makes it
appear that you are underspending until you’ve spent 50 percent of
the original budget for the task and then overspending once you
spend any more, because you can’t declare that you’ve spent more
than 50 percent of the initial budget for the task until you complete it
entirely.

 As you can see, both the milestone method and 50/50 method
allow you to approximate EV without estimating the portion of a
task that’s been completed. Choosing which of the three methods to
use for your project requires that you weigh the potential for
accuracy against the possibility of subjective data resulting in
misleading conclusions.

Figure 19-3 compares the accuracy you can achieve when using each of
the three different methods in a simple example. Task 1.2, which has a
total budget at completion of $60,000, has three subtasks: 1.2.1 (total
budget of $10,000), 1.2.2 (total budget of $20,000), and 1.2.3 (total
budget of $30,000). Assume that the status of each subtask at the time
you’re doing your analysis is as follows:

Subtask 1.2.1 is 100 percent complete.
Subtask 1.2.2 is 75 percent complete.
Subtask 1.2.3 is 20 percent complete.



The EV of Task 1.2 is the sum of the EVs for each of its three subtasks.
Using the percent complete method, the EV for subtask 1.2.1 is
estimated to be $10,000 ($10,000 multiplied by 100 percent), the EV for
subtask 1.2.2 is estimated to be $15,000 ($20,000 multiplied by 75
percent), and the EV for subtask 1.2.3 is estimated to be $6,000 ($30,000
multiplied by 20 percent).

© John Wiley & Sons, Inc.
FIGURE 19-3: Three ways to define earned value.

Using the milestone method, the EV for subtask 1.2.1 is $10,000
because the task is 100 complete, the EV for subtask 1.2.2 is estimated
to be $0 because the subtask is less than 100% complete, and the EV for
subtask 1.2.3 is estimated to be $0 because the subtask is less than 100
percent complete.

Using the 50/50 method, the EV for subtask 1.2.1 is estimated to be
$10,000 because the subtask is 100 percent complete, the EV for subtask
1.2.2 is estimated to be $10,000 ($20,000 multiplied by 50 percent)
because the subtask has started, and the EV for subtask 1.2.3 is
estimated to be $15,000 ($30,000 multiplied by 50 percent) because the
subtask has started.



Finally, the EV for Task 1.2 is determined to be $31,000 ($10,000 +
$15,000 + $6,000) with the percent complete method, $10,000 with the
milestone method, and $35,000 ($10,000 + $10,000 + $15,000) with the
50/50 method.

 When you use either the milestone method or the 50/50 method,
you can improve the accuracy of your EV estimates by defining
your lowest-level tasks to be as short as possible, usually completed
in two weeks or less (see Chapter 6 for details on how to break
down your project with work breakdown structures). When you
determine your task status for your progress assessments, most
tasks either will not have started or will be finished, thereby
increasing the accuracy of your EV estimates.



Relating This Chapter to the PMP
Exam and PMBOK 7

Table 19-6 notes topics in this chapter that may be addressed on the
Project Management Professional (PMP) certification exam and that are
also included in A Guide to the Project Management Body of
Knowledge, 7th Edition (PMBOK 7).

TABLE 19-6 Chapter 19 Topics in Relation to the PMP
Exam and PMBOK 7

Topic Location in
This Chapter

Location in
PMBOK 7 Comments

Definitions of EVM
concepts and schedule
and cost performance
indicators

“Getting to
know EVM
terms and
formulas”

2.7.2.3.
Baseline
Performance
4.4.1. Data
Gathering
and Analysis

The terms and definitions in
this book are the same as
those used in PMBOK 7.

Updating forecasts of the
total task expenditures

“Getting to
know EVM
terms and
formulas”

2.7.2.7.
Forecasts

The terms and approaches
in this book are the same as
those used in PMBOK 7.



Part 6



The Part of Tens



IN THIS PART …
You know that proper planning of your project is the only way to
ensure you complete it successfully and on time. Discover ten
important questions to ask yourself to make sure you don’t leave
out any work as you plan your latest project.

Being a good project manager is about more than just being a
good planner. Get ten tips on how to become the best project
manager you can be.



Chapter 20
Ten Questions to Ask Yourself

as You Plan Your Project
IN THIS CHAPTER

 Clarifying your project’s purpose
 Defining the outcomes, schedules, and resources your project

requires
 Dealing with the uncertainties

When you begin a project, you always feel the pressure to jump in and
start working immediately to meet the aggressive time schedules.
Although you’re not exactly sure where to start, you know you have the
greatest chance of success if you plan out your project before you begin
the actual work. Answer the ten questions in this chapter to make sure
you’ve completely identified all the work your project will require.

What’s the Purpose of Your Project?

 An accurate appreciation of your project’s purpose can lead to
better plans, a greater sense of team member commitment, and
improved performance. As soon as you’re assigned to your project,
get a clear and complete picture of its significance. You can do so
by determining the following:

What situation(s) led to your project?
Who had the original idea?



Who else hopes to benefit from it?
What would happen if your project weren’t done?

See Chapters 4 and 5 for more details about clarifying a project’s
purpose.

Whom Do You Need to Involve?
Knowing early whom you need to involve allows you to plan for their
participation at the appropriate stages in your project. Involving these
people in a timely manner ensures that their input will be available when
it’s needed and lets them know you value and respect their contributions.

As you determine who may play a role in your project’s success,
categorize them as follows:

Drivers: People looking for your project’s results
Supporters: People who can help your project succeed
Observers: People interested in your project

After you have this comprehensive list, decide whom you need to
involve, and when and how you want to involve them. See Chapters 4,
11, and 12 for more information on identifying project stakeholders.

What Results Will You Produce?
Specify all the results/deliverables you expect your project to achieve.
Clearly describe each product, service, or impact and include measurable
outcomes and performance targets. Confirm that your project’s drivers
believe these outcomes meet their needs and expectations. See Chapter 4
for more about project drivers and Chapter 5 for more details on framing
your project objectives.

What Constraints Must You Satisfy?



Identify all information, processes, and guidelines that may restrict your
project activities and your performance. When you know your
constraints, you can plan to minimize their effects on your project.
Distinguish between the following:

Limitations: Restrictions that people outside your project team set
Needs: Restrictions that you and your project’s team members
establish

Chapter 5 has more about project constraints and ways to overcome
them.

What Assumptions Are You
Making?

 As soon as you begin thinking about your project, document all
assumptions you make about it — after all, each of those
assumptions can lead to one or more project risks that you may
choose to plan for in advance. Continue adding to your list of
assumptions as you develop the different parts of your project plan.
Update your plans whenever an assumption changes or you find out
its actual value. See Chapter 5 for details about project assumptions
and Chapter 10 for a lot more about project risks.

What Work Has to Be Done?
Identify all the activities required to produce your project’s deliverables
so that you can assess their complexity, develop schedules, estimate
resource needs, give specific tasks to team members, and monitor your
project’s performance. For each activity, specify the following:



The work to be done: The processes and steps that each activity
entails
Inputs: All people, facilities, equipment, supplies, raw materials,
funds, and information necessary to perform each activity
Results you expect: Products, services, situations, or other
deliverables or outputs that you expect each activity to produce
Interdependencies and relationships: Activities you must complete
before you can start the next one and activities you can start after
you’ve completed the current one
Duration: The number of work periods required to perform each
activity

See Chapter 6 for information on describing project work.

When Does Each Activity Start and
End?

Develop a detailed schedule with clearly defined activities and frequent
intermediate milestones. Having this information on hand allows you to
give team members precise guidance on when to perform their
assignments. This information also supports your ongoing monitoring
and control of work in progress. Take the following into account when
you create your schedule:

Duration: The number of work periods required to perform each
activity
Interdependencies: What you must finish before you can begin
your activity
Resource availability: When you need particular resources and
when they’re available

See Chapter 7 for more on how to develop your project schedule.



Who Will Perform the Project Work?

 Knowing who will perform each task and how much effort
they’ll have to devote allows you to plan for their availability and
more accurately estimate the overall project budget. Specify the
following information for all people you need to work on your
project:

Their names, position descriptions or titles, and the skills and
knowledge they need to do the assignment
The specific roles each person will have on an activity when more
than one person will work on the same activity, as well as an
explanation of how they can coordinate their efforts
The level of effort each person needs to invest
The exact time when people will do their work if they will be
working less than full time on an activity

Consult with the people who’ll perform the project tasks to develop this
information. See Chapter 8 for help with estimating personnel
requirements.

What Other Resources Do You
Need?

Identify all equipment, facilities, services, supplies, and funds that you
need to perform your project work. Specify how much of each resource
you need and when. See Chapter 9 for more on how to identify non-
personnel resources.

What Can Go Wrong?



Identify those parts of your project that may not go according to plan.
Decide which risks pose the greatest dangers to your project’s success
and develop plans to minimize their negative effects. See Chapter 10 for
information on how to address project risks.



Chapter 21
Ten Tips for Being a Better

Project Manager
IN THIS CHAPTER

 Being proactive and looking at the big picture
 Leading others through encouragement and respect
 Communicating effectively and acknowledging other people’s

accomplishments

Successful project management indeed depends on what you do (and
how you do it), but perhaps even more impactful is how effectively you
can motivate and work through others. Your attitudes and behaviors
toward people affect how they respond to you. If we could, we’d place a
large Tip icon on this entire chapter because it offers ten tips that can
help you successfully win people’s support.

Be a “Why” Person
Look for the reasons behind requests and actions. Understanding why
helps you respond appropriately to team members, executive leadership,
and all other project audiences (which, in turn, increases people’s
motivation and buy-in). First, look to understand the reasons behind
other people’s requests and actions; then share your findings (see
Chapter 5 for more about how to be a “why” person).

Be a “Can Do” Person
Look at all problems as challenges and do everything you can to find
ways to overcome them. Be creative, flexible, and tenacious. Keep



working at the problem until you solve it (flip to Chapters 5, 6, and 16
for more on how to be a tenacious problem-solver).

Think about the Big Picture
Keep events in perspective. Understand where you want to go and how
your plan will get you there. Recognize the effect your actions have on
current and future efforts. Share your vision with other people (see
Chapters 5 and 16 for more on how you can keep your project elements
in perspective).

Think in Detail
Be thorough. If you don’t think through your project’s issues, who will?
The more clearly you describe your intended results, the more easily
people can recognize the benefits associated with your project. And the
more clearly you define your intended work, the more often people will
ask important and insightful questions — and believe that they can
perform the work successfully. Clarity leads to increased personal
motivation and reduced chances of mistakes (Chapters 5 and 6 offer tips
on thinking in detail).

Assume Cautiously
Take the time to find out the facts; use assumptions only as a last resort.
With every assumption comes a risk that you’re wrong. The fewer
assumptions you make, the more confidence you can have in your plan
(see Chapter 5 for more information on assumptions and Chapter 10 for
tips on how to deal with risk and uncertainty).

View People as Allies, Not
Adversaries



Focus on common goals, not individual agendas. Making people feel
respected and valued encourages teamwork, collaborative and creative
thinking, brainstorming, and the willingness to try new ideas even when
failure may be possible — all of which are essential to managing a
successful project. Viewing and treating people as adversaries can put
them on the defensive and encourage them to become enemies (refer to
Chapters 4 and 16 for ways to get people on your side).

Mean What You Say and Say What
You Mean

Communicate clearly. Be specific by letting people know exactly what
you mean. Tell them what you want them to know, what you want them
to do, and what you’ll do for them. Don’t leave these details up to their
imaginations. You may think that being vague gives you more leeway,
but in reality, being vague just increases the chances for
misunderstandings and mistakes (check out Chapter 15 for ways to
communicate more clearly).

Respect Other People
Focus on people’s strengths rather than their weaknesses. In each person
on your team, find a quality that you can respect. People work harder
and enjoy their work more when they’re around others who appreciate
them and their efforts. Respect is a boomerang. The respect you afford
others will come back to you as they become more comfortable and
willing to follow your leadership. (See Chapter 16 for more helpful
tidbits on respecting and encouraging other people.)

 Respect takes time and diligence to earn, but it can be lost in an
instant and, once lost, can require a Herculean effort to regain.



Acknowledge Good Performance
Take a moment to acknowledge good performance. When someone does
something good, tell the person, the person’s manager, other team
members, and the person’s peers that you appreciate the effort and its
results. Recognizing good performance confirms to a person the
accuracy and value of their work; your praise tells a person that you
appreciate their efforts, which motivates them to work with you and
other team members on future projects.

When acknowledging a person’s performance, mention the quality of the
results they accomplished as well as the effort they invested. Be specific
— tell the person exactly what they did or produced that you appreciate.
Be sure to provide your feedback promptly; don’t wait weeks or months
before recognizing someone for their hard work, or your feedback’s
impact will dwindle (see Chapter 16 for more about acknowledging
good performance).

Be a Manager and a Leader
Attend to people as well as to information, processes, and systems.
Create and share your vision and excitement with your team members,
but don’t forget to share a sense of order and efficiency, too. Encourage
people to strive for outstanding results and provide the guidance and
support to help them achieve those results (see Chapter 16 for more on
management and leadership).



Appendix
Combining the Techniques into

Smooth-Flowing Processes
You’ll use the tools and techniques in this book many times during any
given project — as you hammer out your initial plan, monitor work in
progress and its results, and continue to tweak the details as necessary.
Even though you can’t avoid surprises or changes as your project
unfolds, you can provide a logical order, like the one in this appendix,
for your project’s planning and control activities. Sticking to this order
as much as possible discourages bad surprises (and their faithful
companions — change and redirection).

Preparing Your Project Plan
Figure A-1 depicts the steps you should follow in project planning and
the parts of the plan you need to produce along the way.
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FIGURE A-1: A flowchart of the activities and information in a project plan.

When you receive a project assignment, take the following steps to
develop a plan for your project:

1. Clarify the reasons for the project and the desired results.
To complete this step, you need to do two important activities:

Identify the stakeholders who will have a say in your project.



Get info from all the stakeholders and written sources about
any and all expectations.

See Chapter 3 for details on how you can use a cost-benefit analysis
to compare anticipated project outcomes with the resources required
to obtain them. In addition, check out Chapter 4 for more on how to
identify your project’s stakeholders and the sources you need to
check to find out about the reasons and expectations for your project.

 Perform these two activities interactively and iteratively. In
other words, use the initial statement of your assignment to suggest
additional stakeholders and consult with those stakeholders to
identify more issues to address.
The outcomes from these activities are your stakeholder register and
your scope statement (see Chapter 4 for details on putting together a
stakeholder register and Chapter 5 for help preparing a scope
statement).

2. After you know all the results and deliverables your project is
supposed to produce, identify the work required to accomplish
them.
Utilize a work breakdown structure (WBS) to record this information
(see Chapter 6 for details on the WBS).

3. Consider the WBS and the stakeholder register together to
decide on stakeholder roles and responsibilities for each project
activity.
Use a responsibility assignment matrix (RAM) to display this
information (see Chapter 12 for tips on how to prepare this matrix).

4. Create and analyze a network diagram that represents the
interdependencies among the deliverables and activities from the
WBS to develop a schedule that meets your project drivers’
requirements and that your project supporters believe is
possible.



Display your final schedule in a milestone list, an activity list, and/or
a Gantt chart (see Chapter 7 for how to prepare a network diagram
and display a project schedule).

5. Estimate your resource needs and display them in one or more
resource matrices and resource loading charts and in your
project budget.
After you specify the particular resources you need and when you
need them and identify people who may satisfy those needs, revise
your network diagram and schedule to reflect any differences
between the capabilities and availability of the people you requested
and those being offered to you. Negotiate for different people, if
necessary, and modify your schedule accordingly until you have a
schedule and a list of resource assignments that you believe will
meet your project’s needs (see Chapters 8 and 9 for preparing and
displaying project resource needs).

6. Identify, analyze, and plan for any significant project risks.
Document your risks in a risks, actions, issues, and decisions (RAID)
log or other tool(s), as specified in your risk management plan (see
Chapter 10 for suggestions on dealing with project risks).

 Continue working on each step in this initial process until all
project drivers and supporters agree with and support your project
plan.

Controlling Your Project during
Performance

Figure A-2 illustrates the steps you routinely perform to monitor and
control your project throughout its performance.
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FIGURE A-2: A flowchart of routine activities and the information produced when controlling
project performance.



To monitor and control your project throughout its life cycle, follow
these steps:

1. At the start of each performance period, reconfirm that the
necessary people and resources are available and scheduled in
accordance with your current project plan (see Chapter 14 for
details).

2. At the end of each performance period, do the following:
Gather activity start and end dates, milestone dates, resource
expenditures, and the results of quality assessments.
Compare the actual results with the planned results, identify
any issues or problems, and take any necessary corrective
actions.

3. Report your progress for the period to your project stakeholders.
See Chapter 14 for information on tracking and assessing project
performance and Chapter 15 for more on keeping your stakeholders
informed.
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management and administrative salaries, as indirect costs, 212
managerial choices, 158
managing

accountability, 272–274
administrative issues, 381
expenditures, 327–330
projects, 446–447
risk, 222–223, 234–238
schedule performance, 315–322
team member motivation, 368–373
work effort, 322–326

mandatory dependencies, 157–158
market requirements document, 87
matching people to tasks, 182–189
materials, as a direct cost, 211
matrix organizational structure, 250–260
measure, 101



measuring
expenditures, 328–329
interest of stakeholders, 82–83
network diagrams, 149–156
performance, 312
power of stakeholders, 82–83
projects, 50
return on investment (ROI), 47
risks, 229–234
schedule performance, 316–317
work effort expended, 325–326

mediums, choosing for communications, 344–350
meetings

about, 57, 346–347, 355–356
ad hoc, 357
efficiency of, 348–349
establishing schedules for, 304–305
executive leadership progress reviews, 357–358
planning for successful, 348
regularly scheduled, 356
time constraints for, 167

methods
identifying, 54–60
for involving stakeholders, 78

Micosoft Project, 320
micromanagement, 284–286
Microsoft Access, 321, 399



Microsoft Dynamics 365, 320
Microsoft Dynamics 365 For Dummies (Bellu), 403
Microsoft Excel, 321, 399
Microsoft Outlook, 400
Microsoft PowerPoint, 321, 399
Microsoft Project, 320, 321
Microsoft Project 2019 For Dummies (Dionisio), 159
Microsoft Project For Dummies (Dionisio), 403
Microsoft Project Server, 320, 321
Microsoft Teams, 408
Microsoft Word, 321, 399
milestone list, 176–179
milestone method, 426–428
milestone review, 57
milestones, in network diagrams, 147
minimizing conflict on teams, 298–299
mitigation, as a risk management strategy, 236–237
models

identifying, 54–60
tailoring, 52

motivation, of team members, 368–373
motivation models, 55

N
needs, 106
negative risks, 20, 222
net present value (NPV), 47–48



network diagrams
about, 146
analyzing, 149–156
creating, 162–164
determining precedence, 156–159
drawing, 148–149
elements of, 146–148
interpreting, 151–156
reading, 150–151
using, 160–164
working with, 156–164

Newton, Isaac, 55
noncritical paths

defined, 151
determining, 152–153

non-personnel resource needs, determining, 208–210
non-personnel resources matrix, 208–210
non-personnel summary usage chart, 208–210
non-personnel usage charts, 208–210
non-project-specific professional activities, efficiency and, 193
Norming stage, in Tuckman Ladder model, 301

O
objective information, relying on, 231



objectives
anticipating resistance to, 104–105
clarity of, 102–103
specificity of, 102–103
stating, 101–105
types of, 103–104

objectivity, fairness and, 38
observed variances, determining reasons for, 420
observers

about, 291, 305
as stakeholders, 73–79
when to involve, 75, 77

one-on-one meetings, 78
one-way communications, 341–342
online collaboration tools, 408
online resources (website), 4
OpenOffice, 321
OpenProject, 320
open-source software, 320
operating processes, defining, 296–297
operational resources, project feasibility and, 48
opportunities, as a principle of PMBOK 7, 20–22
opportunity costs, 47
ordering activities, 161
ordinal ranking, 230
organizational breakdown structure, as artifacts, 59



organizational environments
functional structure, 246–248
matrix structure, 250–252
projectized structure, 248–250

organizational structures
about, 246
defining, 246–252
functional structure, 246–248
matrix structure, 250–260
projectized structure, 248–250

organizational units, as WBS component, 128
organization-chart format, 133, 134
organizations

defining organizational structures, 246–252
introducing project management software into, 406–407
tailoring delivery for, 52–53

Organizing and Preparing stage, 14
ostrich approach, 237
outputs, in project management information systems (PMIS), 314
overhead costs, 211
overlaps, decomposition and, 115

P
paraphrasing, as an active listening technique, 343
percent complete method, 426–428



performance
assessing, 312
controlling projects during, 446–447

performance period, 350
performance targets, 101
performing

activities simultaneously, 168–172
cost-benefit analysis, 46–48
feasibility studies, 48–49

Performing stage, in Tuckman Ladder model, 302
persistence, encouraging, 370–371
person effort

defined, 190
estimating required, 192–193

personal activities, efficiency and, 193–194
personal opinions, counting on, 231–232
person-loading graph/chart, 198–200
personnel needs

about, 109, 181–182
ensuring team members can meet resource commitments, 198–205
estimating needed commitment, 189–197
matching people to tasks, 182–189

personnel resource use, as a KPI, 303
PERT chart, 149
phase review, 57
physical environment, productivity and, 193
physical product/service, 104



planned value (PV), 414
planning

closure, 378–381
considerations for, 433–437
documenting assumptions, 109–110
initial allocations, 198–200
long-term projects, 125–127
for successful meetings, 348

plans, as artifacts, 58
PMBOK 7

about, 16, 155–156
principles of, 17–25
topics on PMP exam, 28–29, 39–40, 60–61, 84, 111–112, 141–142,
179–180, 205–206, 219, 240–241, 261, 286, 306–307, 359–360, 375–
376, 389–390, 412, 429

PMI (Project Management Institute), 10
PMI Code of Ethics and Professional Conduct, 36–39
PMIS (project management information systems), establishing, 314–330
PMO (project management office), 320
PMP (Project Management Professional) certification exam, topics on,
28–29, 39–40, 60–61, 84, 111–112, 141–142, 179–180, 205–206, 219,
240–241, 261, 286, 306–307, 359–360, 375–376, 389–390, 412, 429
positive risks, 20, 222
post-project evaluation. See project retrospective
post-project review. See project retrospective
power

assessing of stakeholders, 82–83
developing, 365–368



Power-Interest Grid, 83
prayer approach, 237
precedence, determining, 156–159
precision, 232
predecessors, factors affecting, 156–158
preparing

project communications management plans, 358–359
project plan, 443–446
risk management plans, 239–240
tracking systems, 303–304
written project progress reports, 350–355

presentation software, 321
presenting scope statement, 110–111
principles, 36
prior experience, productivity and, 193
probability of occurrence, 230
procedural requirements, 157
process groups, 25–26



processes
control

about, 311
in action, 330–335
change requests, 335–338
controlling, 312–314
establishing project management information systems (PIMS),
314–330
formalizing, 331–332
identifying causes of delays/variances, 333–334
identifying corrective actions, 334
monitoring, 312–314
monitoring expenditures, 327–330
monitoring schedule performance, 315–322
monitoring work effort, 322–326
rebaselining, 334–335
scope creep and, 337–338

project compared with, 13
in project management information systems (PMIS), 314
tailoring, 51

product components, as WBS component, 128
product owner, Scrum and, 396
product risk, 229
product scope description, in scope statement, 86
productivity, factoring into estimates, 193
products. See deliverables
professional societies, as external stakeholders, 67



program, project compared with, 13
program evaluation and review technique (PERT), 175–176
progress Gantt chart, 316, 317
project champions, 74, 93, 259, 291
project charter

defined, 87
developing, 45–50

project charters, 58
project closeout meeting. See project retrospective
project communications management plans, preparing, 358–359
project constraints

about, 106
managing needs, 109
working within limitations, 106–108

project costs
determining, 215–218
types of, 210–212

project dashboards, 354–355
project director. See project manager
project exclusion, in scope statement, 86
project initiator, 90–92
project leader. See project manager
project life cycle, using social media to support, 409–410



project management. See also specific topics
about, 9–10
enhancing using social media, 407–412
principles of, 16–25
recognizing diversity, 12–14
stages of, 14–16
technology and, 393–412

project management information systems (PMIS), establishing, 314–330
Project Management Institute (PMI), 10
project management office (PMO), 320
Project Management Professional (PMP) certification exam, topics on,
28–29, 39–40, 60–61, 84, 111–112, 141–142, 179–180, 205–206, 219,
240–241, 261, 286, 306–307, 359–360, 375–376, 389–390, 412, 429
project management software, introducing into organizations, 406–407
project managers

characteristics of effective, 26–28
roles and responsibilities in matrix environment, 253–254
roles and responsibilities of, 31–35
as stakeholders, 65
tips for, 439–442

project number, 303
project owner, roles and responsibilities in matrix environment, 256
project phases, as WBS component, 128
project plans

preparing, 443–446
reviewing approved, 294–295

project portfolio management software, 404



project profile, 87
project progress reports, preparing, 350–355
project request, 87
project retrospective, 57, 306, 384–389
project schedules

as artifacts, 59
developing, 164–172
displaying, 176–179

project sponsors, roles and responsibilities of in matrix environment, 256–
257
project team development models, 56
project team members, roles and responsibilities in matrix environment,
255
project title, 88–89
projecting total expenditures at completion, 417–418
projectized organization structure, 248–250
ProjectLibre, 320



projects
announcing, 305
applying earned value management (EVM) to, 421–424
assigning, 265–276
breaking into chunks, 114–127
categorizing, 130–132
clarifying benefits of, 369–370
components of, 10–12
confirming participation in, 288–291
controlling, 446–447
coordinating assignments across multiple, 202–205
demonstrating feasibility of, 370–371
diversity of, 12–14
end of, 100–101
evaluating, 50
explaining your need for, 90–105
gathering ideas for, 42–45
information sources for potential, 43
justifying, 90–95
life cycle of, 14–16
project retrospective, 384–389
proposing in business cases, 43–45
setting baselines for, 305
start of, 100–101
stating objectives of, 101–105
tailoring delivery for, 53–54

proof-of-concept (POC), 48



proposing projects in business cases, 43–45
providing rewards, 372–373
public, as external stakeholders, 67
purpose, of projects, 433–434

Q
quality, as a principle of PMBOK 7, 19–20
quality reports, as artifacts, 59
quality requirements, as WBS components, 141
QuickBooks Microsoft Dynamics, 400

R
RACI chart, 276
RAID (Risks, Actions, Issues, and Decisions) log, 239–240
RAM (responsibility assignment matrix)

about, 276
as artifacts, 59
developing, 280–281
elements of, 277–278
ensuring accuracy of, 281–283
reading, 278–280

reading
network diagrams, 150–151
responsibility assignment matrix (RAM), 278–280

rebaselining, 334–335
recognizing risk factors, 224–226
refining project budget, 213–214



registers, as artifacts, 58
regularly scheduled team meetings, 356
regulators, as external stakeholders, 67
relative likelihood of occurrence, 230
relying on objective information, 231
Remember icon, 3
rent, as indirect costs, 212
reports

as artifacts, 59
establishing schedules for, 304–305
writing, 345–346

requesters, as stakeholders, 65
required resources

as a components of projects, 11
as WBS components, 141

requirements documents, as artifacts, 60
requirements traceability matrix, 20
resilience, as a principle of PMBOK 7, 22–23
resistance, anticipating, 104–105
resolving potential resource overloads, 200–202
resource characteristics, 174
resource histogram, 198–200
resource limitation, 107
resource management plans, as artifacts, 58
resource risk, 229



resources
about, 207
considerations for, 437
determining non-personnel needs, 208–210
project budgets, 210, 212–217
project costs, 210–212, 218
resolving potential overloads, 200–202

respect, as a value in the PMI Code of Ethics and Professional Conduct,
36, 37
responding to change requests, 336–337
responsibilities and roles

compared with authority, 265
considerations for, 436–437
distinguishing, 264–265
outlining, 264–265
of Project Manager, 31–35
sharing, 271–272
specifying for team members, 295–296
as a value in the PMI Code of Ethics and Professional Conduct, 36–
37

responsibility assignment matrix (RAM)
about, 276
as artifacts, 59
developing, 280–281
elements of, 277–278
ensuring accuracy of, 281–283
reading, 278–280



results
considerations for, 434
focusing on when naming deliverables, 120
as a limitation type, 106

return on investment (ROI), 47
rewards, providing, 372–373
risk factors

about, 223–224
recognizing, 224–226

risk management strategies
as artifacts, 58
developing, 236–237
preparing, 239–240

risk registers, as artifacts, 58
risk-assessment questionnaires, 234
risks

about, 221–222
assessing, 229–234
communicating about, 237–238
defined, 12
defining, 222–223
identifying, 138–140, 226–229
managing, 222–223, 234–238
negative compared with positive, 20
preparing risk management plans, 239–240
risk factors, 223–229

Risks, Actions, Issues, and Decisions (RAID) log, 239–240



roadmaps, as artifacts, 58
ROI (return on investment), 47
roles and responsibilities

compared with authority, 265
considerations for, 436–437
distinguishing, 264–265
outlining, 264–265
of Project Manager, 31–35
sharing, 271–272
specifying for team members, 295–296
as a value in the PMI Code of Ethics and Professional Conduct, 36–
37

rolling-wave approach, 126
rough order-of-magnitude (ROM) estimate, 212–213

S
schedule achievement, as a KPI, 303
schedule milestones, as WBS components, 141
schedule performance, monitoring, 315–322
schedule performance index (SPI), 415
schedule resources, project feasibility and, 48
schedule risk, 229
schedule variance (SV), 415
schedules

backing into, 166–167
as a components of projects, 11
establishing for reports/meetings, 304–305



scope, defining, 86–90
scope creep, controlling, 337–338
scope statement

addressing limitations in, 108
defined, 86
documents related to, 87
presenting, 110–111

Scrum, implementing Agile project management through, 396–397
Scrum For Dummies (Layton), 397
Scrum master, 396
selecting

immediate predecessors, 158–159
mediums for communication, 344–350
risks to manage, 235–236
tracking systems, 303–304
vehicles

to support expenditure tracking systems, 330
to support schedule tracking systems, 320–322
to support work-effort tracking systems, 323–324

self-confidence, as a leadership trait, 364
selfishness, fairness and, 38
sense of urgency, productivity and, 193
sequences, importance of, 146
setting project baseline, 305
sharing responsibility, 271–272



showing
project schedule, 176–179
stakeholder registers, 79–80
WBS in different formats, 133–136
work breakdown structure (WBS), 127–138

situational leadership models, 54
skills

productivity and, 193
required by team members, 183–187

skills and knowledge registry, 183–187
skills matrix, 187–189
slack times

defined, 151
determining, 153–156

SMART goals, 103
Smartsheet, 321, 408
social media, enhancing project management using, 407–412
social networking apps/websites, 408–409
software

integrated project management, 401–403
options for, 399–404
project portfolio management, 404
standalone specialty, 399–401
troubleshooting, 404–406

special situations, 124–127
specific scope, as a components of projects, 11
specifying team member roles, 295–296



spreadsheet software, 321, 399
sprint planning, 396
Sprint retrospective meeting, 397
Sprint review, 57, 397
sprints, 396–397



stages
Adjourning, in Tuckman Ladder model, 302
of budgets, 212–213
Carrying Out the Work, 14
Closing the Project

about, 15, 377–378
handling administrative issues, 381
planning, 378–381
project retrospective, 384–389
providing transitions, 381–383
thinking ahead about, 378–381

Forming, in Tuckman Ladder model, 301
Norming, in Tuckman Ladder model, 301
Organizing and Preparing, 14
Performing, in Tuckman Ladder model, 302
of project management, 14–16
Starting the Project

about, 14, 41–42
determining projects to move to second stage, 50
developing project charter, 45–50
gathering ideas for projects, 42–45
identifying models, methods and artifacts, 54–60
tailoring delivery, 51–54

Storming, in Tuckman Ladder model, 301
stages, of project management, 14–16



stakeholder registers
as artifacts, 58
defined, 49
developing, 64–73
displaying, 79–80
template for, 71–73

stakeholders
about, 63–64
assessing power and interest of, 82–83
confirming authority of, 80–82
defined, 64
determining type of, 73–79
determining when to involve, 75–77
developing stakeholder registers, 64–73
displaying stakeholder registers, 79–80
methods for involving, 78
as a principle of PMBOK 7, 18–19

standalone specialty software, 399–401
standard approaches, to conflict resolution, 297
The Standard for Project Management, 16
standup meeting, 57
starting stakeholder registers, 65–69



Starting the Project stage
about, 14, 41–42
determining projects to move to second stage, 50
developing project charter, 45–50
gathering ideas for projects, 42–45
identifying models, methods and artifacts, 54–60
tailoring delivery, 51–54

start-to-finish precedence, 157
start-to-start precedence, 157
statement of work, 87, 101
status meeting, 57
status reports, as artifacts, 59
steering committee meeting, 57
stewardship, as a principle of PMBOK 7, 17–18
storming, 214
Storming stage, in Tuckman Ladder model, 301
strategies

applying, 167–172
tailoring, 52

strategy artifacts, 58
Structured Product List, 82–84
subcontractors, as a direct cost, 211
summary person-loading chart, 201–202
suppliers, as stakeholders, 67
support groups, as stakeholders, 67–68
support staff, 55



supporters
on project team, 291
as stakeholders, 73–79
when to involve, 75, 76–77

T
tailoring

delivery, 51–54
as a principle of PMBOK 7, 22–23

tangible benefits, 52
target audience, in communications management plan, 359
tasks

determining earned values of, 425–428
matching people to, 182–189
in network diagrams, 147

team goals, developing, 295
team members

about, 64
considerations for, 434
getting commitment from, 259
motivation of, 368–373
skills and knowledge required by, 183–187
specifying roles of, 295–296
as stakeholders, 65
supporting relationships of, 297



teams
about, 287–288
announcing projects, 305
defining operating processes, 296–297
developing, 293–302
establishing schedules for reports/meetings, 304–305
finalizing participants of, 288–293
preparing tracking systems, 303–304
as a principle of PMBOK 7, 18–19
project retrospective, 306
reinforcing identity of, 258–259
Scrum and, 396
selecting tracking systems, 303–304
setting project baselines, 305

technical requirements, specifications document, 87
technical resources, project feasibility and, 48
techniques, combining into a process, 443–447
technology, project management and, 393–412
templates

stakeholder register, 71–73
work breakdown structure (WBS), 137–138

tenacity, as a leadership trait, 363
thinking in detail, 114–115
threats, as a principle of PMBOK 7, 20–22
three-point estimating, 121, 289
time and information management software, 400
time and materials contracts, as artifacts, 60



time constraints, meeting, 167
time contingency, 161
time durations, 98–100
time sheet/card, 322
time-frame limitation, 106
time-recording systems, 324
Tip icon, 3
tools, tailoring, 52
top-down approach, 129–130, 215, 217
total float, 108
total slack, 155
traceability matrix, 20
tracking systems, selecting and preparing, 303–304
traits, of leaders, 363–365
transfer, as a risk management strategy, 236
transitions, providing, 381–383
travel, as a direct cost, 211
Trello, 321
trigger events, identifying for risks, 152–154
troubleshooting

considerations for, 437
software, 404–406

t-shirt size estimate, 212–213
Tuckman Ladder model, 300–302
two-way communications, 341–342

U



uncontrolled change, 230
unions, as external stakeholders, 54
unknown unknown, 139
updating stakeholder register, 70–71
upper management, roles and responsibilities in matrix environment, 257–
258

V
values

defined, 36
as a principle of PMBOK 7, 19–20

variances, identifying causes of, 333–334
vendors, as external stakeholders, 67
verifying

authority of stakeholders, 80–82
participation in projects, 288–291

visual data and information, as artifacts, 59
visualizing, as an active listening technique, 342–343

W
Warning! icon, 3
Waterfall project management, 397–398



WBS (work breakdown structure)
about, 23, 315
approaches for, 129
as artifacts, 59
categorizing project work, 130–132
components of, 128
creating, 127–138
developing for large and small projects, 121
displaying, 127–138
displaying in different formats, 133–136
finalizing, 304
hierarchy, 128
identifying project work with, 116–124
improving quality of, 136–137
labeling entries, 132–133
using, 122–123
using templates, 137–138

WBS dictionary, 140–141
web-based “freemium” applications, 321
web-based subscriptions-supported applications, 321
websites

Agile Manifesto, 395
Cheat Sheet, 4
LinkedIn, 408
online resources, 4
Yammer, 408

weighted labor rates, 218



wikis, 409
word processing software, 321, 399
work breakdown structure (WBS)

about, 23, 315
approaches for, 129
as artifacts, 59
categorizing project work, 130–132
components of, 128
creating, 127–138
developing for large and small projects, 121
displaying, 127–138
displaying in different formats, 133–136
finalizing, 304
hierarchy, 128
identifying project work with, 116–124
improving quality of, 136–137
labeling entries, 132–133
using, 122–123
using templates, 137–138

work detail, as WBS components, 140
work effort

about, 190
defined, 147
estimating required, 192–193
monitoring, 322–326

work order, 87
work packages, 116, 121, 208



work-effort estimates, accounting for efficiency in personal, 196–197
written approvals, 78
written project progress reports, preparing, 345–346, 350–355

Y
Yammer, 408–409
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