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Introduction

rojects 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 spec-
tacular 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 activi-
ties. 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 proj-
ects 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 pri-
mary 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 knowl-
edge 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.

Introduction 1
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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 proj-
ect team

2  Project Management For Dummies
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¥ 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 infor-
mation 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.

REMEMBER
This icon highlights techniques or approaches you can use to improve your project
management practices.
TIP
This icon highlights potential pitfalls and danger spots that you should attempt to
avoid or be prepared to address if they come to fruition.
WARNING

Introduction 3
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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 manage-
ment knowledge and experience and your current needs. However, we suggest you
first take a minute to scan the table of contents 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 Proj-
ect 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.

4 Project Management For Dummies
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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!
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Getting Started
with Project
Management



Partl.indd 8Trim size: 7.375inx9.25in

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.
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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

Chapter 1

Project Management:
The Key to Achieving
Results

uccessful organizations create projects that produce desired results in estab-

lished 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.

CHAPTER 1 Project Management: The Key to Achieving Results 9
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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

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

Since PMUI’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, terminol-
ogy, 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), dis-
cussed 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 informa-
tion systems more user-friendly, develop a research compound in the laboratory,
or improve the organization’s public image. Not all these assignments are proj-
ects. How can you tell which ones are and which ones aren’t? This section is here
to help.

10 PART 1 Getting Started with Project Management
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Understanding the three main components
that define a project

A project is a temporary undertaking performed to produce a unique product, ser-
vice, 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)

3 Schedule: Established dates when project work starts and ends (see
Chapter 7 for how to develop responsive and feasible project schedules)

3 Required resources: Necessary number of people, funds, and other support-
ing elements like lab space, test equipment, manufacturing facilities, com-
puter 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

revemser  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.

FIGURE 1-1:
The relationship
between the

three main
Components of a Schedule Resources
project.

© John Wiley & Sons, Inc.
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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:

3 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), elabo-
rates 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 charac-
teristics, 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

TP 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, proj-
ects can:

12 PART 1 Getting Started with Project Management
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» Be large or small:

® |nstalling 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.

3 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:

® Asigned contract between you and a customer that requires you to build a
house defines a project.

® Aninformal 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.

CHAPTER 1 Project Management: The Key to Achieving Results 13
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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

rememer  VOu 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 mile-

rememser  Stones 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.

3 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.

3 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.
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¥ 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 prin-

rememser  Ciples. However, it is helpful to understand where the life cycle phases and knowl-
edge 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
rememser  approach that responds to real situations that you may face.

Some common, unplanned scenarios might include:

3 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 under-
stand the potential risks and costs associated with it (see Chapter 10 for how
to assess and manage risks).

3 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.
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 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 Stan-
dard 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 knowl-
edge 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.
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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-

revemser  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 stan-
dards of relevant industry professional groups (like PMI for project management).
Stewardship requires an appreciation of the trust that you earn and work dili-
gently 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 behav-
iors, 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)

3 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.
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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

TIP 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 foot-
ball 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, encour-
age, 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 per-
son 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).
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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 cli-
ent’s day-to-day key point of contact, either your list of stakeholders is incom-
plete or your project may not be worth pursuing! After all, why pursue a project

warning  Whose outcome doesn’t really affect anyone, when you have other, more impact-
ful 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, simi-
larly, 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 out-
come they receive, during or after the project. If you’re fortunate enough to man-
age 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 deci-
sions 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 develop-
ment 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
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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 under-
take a similar project.

Once your project’s requirements are well-defined and finalized, consider devel-
oping 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.

TIP 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. Com-
plexity 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 com-
bination 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
warNING  project as unaddressed negative risks.
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Let’s assume, for this example, that Elena is about to kick off a new project to ren-
ovate 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:

3 Raw material prices drop due to a surplus of lumber locally.

3 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.

3 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.
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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 proj-
ect. This isn’t realistic and, frankly, the purpose of your project isn’t to demon-
strate 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.

22  PART 1 Getting Started with Project Management

0005323540.INDD 22 Trim size: 7.375inx9.25in February 26, 2022 10:54 AM



Your ability to react and respond to unexpected events and conditions, to demon-
strate your adaptability and resiliency, will help you weather the storm and right
revemeer  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 dif-
ferent 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. Acknowl-
edging 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 war-
waArRNING  Iant or even necessitate a revised approach.

Thinking holistically and enabling change

Projects are fundamentally systems of intertwined and interdependent subsys-
tems 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
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¥ 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:

3 Change in scope can lead to missed milestones and increased costs.

3 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

TIP 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 conceptual-
ized 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 prac-
titioners 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
warning  chaos or it can elicit anxiety and rigidity among the people you need to adopt the
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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 perfor-
mance 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 exhib-
ited 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

warning  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.
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Stewardship X X X X X
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Stakeholders X X X X X X X
Value X X
Systems Thinking X X X X X
Leadership X X X X X
Tailoring X X X X X X X X
Quality X X X X X X X
Complexity X X X X X X X
Risk X X X X X X X
Adaptability and Resiliency | X X X X X
Change X X X X
PMBOK®6 Life Cycle Phases (5):
Initiating X X X
Planning X X X X X
Executing X X X X X
Monitoring and Controlling X X X X
Closing X X
PMBOK6 Knowledge Areas (10):
Resources X X X X
Integration X X X
Scope X X X X X X
Schedule X X X X X X X
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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
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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. po you prefer your work to be predictable or constantly changing?

5. po you prefer to spend your time developing ideas rather than explaining
those ideas to other people?

6. Do you handle crises well?
7. 0o you prefer to work by yourself or with others?

8. po you think you shouldn’t have to monitor people after they've promised to
do a task for you?

9. o 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 man-
ager, 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 under-
stands all ideas that are developed.
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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.

0. 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.

TIP

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

Location in Location

Topic This Chapter in PMBOK 7 Comments

Definition of ~ “Determining Appendix X4. The best definition of a project in PMBOK 7 is in

a project What Makes a Product Table X4-2, Unique Characteristics of Projects,
Project a Project” Programs, and Products, of Appendix X4. The

definition in this book is the same.

The phases “Describing the 2.3.5. Life Cycle PMBOK 7 has shifted away from the traditionally-

in a projects  four phases of a and Phase prescribed four phases of a project, in favor of

life cycle project life cycle” Definitions 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.
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Location in Location

Topic This Chapter in PMBOK 7 Comments
Stewardship  “Starting with 3.1. Be a Diligent, The definitions of these project management
and Leader- stewardship and Respectful, and principles are the same in PMBOK 7 and in this
ship leadership” Caring Steward book.
principles

3.6. Demonstrate

Leadership

Behaviors
Team and “Continuing with 3.2. Create a Col- The definitions of these project management
Stakeholders ~ team and laborative Project principles are the same in PMBOK 7 and in this
principles stakeholders” Team book.

Environment

3.3. Effectively
Engage with
Stakeholders

Value and “Delivering value 3.4. Focus on The definitions of these project management
Quality and quality” Value principles are the same in PMBOK 7 and in this
principles book.

3.8. Build Quality
into Processes and

Deliverables
Complexity “Handling 3.9. Navigate The definitions of these project management
and Risk complexity, Complexity principles are the same in PMBOK 7 and in this
principles opportunities, o book.

and threats” 3.10. Optimize Risk

Responses
Tailoring “Exhibiting 3.7. Tailor Based The definitions of these project management
and Adapt- adaptability on Context principles are the same in PMBOK 7 and in this
ability & and resilience” book.
Resiliency 3.11. Emprace
principles Ada‘p.tablllty and

Resiliency
Systems “Thinking holisti- 3.5. Recognize, The definitions of these project management
Thinking and  cally and enabling Evaluate, and principles are the same in PMBOK 7 and in this
Change change” Respond to book.
principles System

Interactions

3.12. Enable
Change to Achieve
the Envisioned
Future State
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IN THIS CHAPTER

» ldentifying 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

Chapter 2

I'm a Project Manager!
Now What?

e’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 experi-
ence working together — to achieve a common goal. Although the project man-
ager’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.

CHAPTER 2 I'm a Project Manager! Now What? 31

0005323541.INDD 31 Trim size: 7.375inx9.25in February 26, 2022 11:25 AM



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:

REMEMBER
¥ Seek out information because you know you need it

3 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

3 Putall important information in writing

¥ Ask questions and encourage other people to do the same

3 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 manage-
g ment 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
TP manager and appropriate responses you can give:
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¥ 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.

3 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 pro-
duce? 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.

3 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.

3 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 expecta-
tions 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.
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Don’t be seduced into the following, seemingly easier shortcuts:

WARNING 3 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 | 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.

3 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:

® Toidentify any issues that may have overlooked by those who devel-
oped it.

® To understand the reasoning behind the plan and decide whether you feel
the plan is achievable.

3 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.
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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
warning  following:

¥ Additional assignments: People may be asked to accept an assighment 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).

3 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.

3 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).

CHAPTER 2 I'm a Project Manager! Now What? 35

0005323541.INDD 35 Trim size: 7.375inx9.25in February 26, 2022 11:25 AM



Aligning with the Four Values that
Comprise the Code of Ethics

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

3 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.

3 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 proj-

ect team, managing risks, ensuring that your stakeholders receive timely and
meaningful status updates and are ultimately satisfied, and more. If the idea of
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taking on increased responsibility doesn’t appeal to you, then project manage-
ment may not be a great fit. However, you’ve already taken responsibility for
advancing your PM knowledge by reading this book and also, presumably, prepar-
ing 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 professional-
ism 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, open-
ness, 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.
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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 par-
ticular 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 provid-
ing meaningful contributions. They would understandably learn to expect that
Tanya will continue to disregard their inputs in favor of Zack’s, without justifica-
tion. 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
TIP or attacking:

3> 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).

3 Don't be selfish: Your concern for the project team, the client, your organiza-
tion'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,
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factually accurate, and direct manner. Your audience will ultimately appreciate
your unemotional delivery of news, leaving as little as possible open to misinter-
pretation. 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:

3 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.

3 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).
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TABLE 2-1 Chapter 2 Topics in Relation to the PMP Exam and PMBOK 7

Location

Topic Location in This Chapter in PMBOK 7 Comments
The project “Knowing the Project 2.2 Team The definition of roles in the two
manager’s Manager's Role” Performance sources are essentially the same.
role Domain
The code of “Aligning with the Four Section 3 - Project The description of the code of ethics
ethics Values that Comprise the Management is essentially the same in the two

Code of Ethics” Principles sources, including each of the four

values that comprise the code.
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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

Chapter3
Beginning the Journey:
The Genesis of a Project

f 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.
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The steps that comprise the first phase of the project life cycle (starting the proj-
ect) 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.

Gather Ideas Develop Project Decide Which
for Projects Charter Proposed
Projects to
Allow to Enter
the Second
Phase of
Their Life
Organization’s Conduct Conduct Cycle
Mission, Goals, and Cost-Benefit Feasibility
Operating Plans Analysis Study

Needs
Assessment

Go/NoGo

. Develop Project
- Decision(s)

Business Case
Charter

ﬁ_r'

Organization’s
Systems and
Processes

FIGURE 3-1: J

The steps in Stage
1 of a project’s
life cycle (starting
the project).

Assumptions Log

Stakeholder Register
Project Charter

|
|
|
|
i
=
|
|
|
|
|
|
|

© John Wiley & Sons, Inc.

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 investi-
gating those information sources that’ll most likely highlight projects that will be
of greatest value to them.
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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:

3 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 organi-
zation and its individual operating units. These documents typically include

3 The organization'’s (or unit's) mission, goals, and strategies
3 Desired changes to be made in the organization’s operations
3 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 busi-
ness 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)
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¥ 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 com-
pared with the desired performance

® |dentification of known risks for the project (see Chapter 10 for more on
handling risk)

® |dentification of critical success factors for the project

® |dentification 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)

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

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

2.
3.
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 com-

pleted, would provide the greatest benefits to the organization and have the great-

est chances of being completed successfully. Therefore, the business case should
revemser  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
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¥ lIdentify 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
TIP 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
TIP items:

3 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 sub-
mission is approved, a project charter is prepared (by the project manager) con-
taining 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
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¥ 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 poten-
tial 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

TIP 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 antici-
pate 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 mea-
sures 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
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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).
revemeer 1N 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 esti-
mates. For example, you may expect to reap benefits for years from a new com-
puter 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 your-
self, 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 dol-
lars 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.

3 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).
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To address these considerations when determining the NPV, you specify the fol-
lowing numbers:

3 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

3 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 peri-
ods, 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 deter-
mine 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:
REMEMBER
¥ 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 equip-
ment, 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.)

3 Legal: Can the organization satisfy any legal requirements or limitations that
may affect the performance of the project work or implementation of its
results?

3 Operational: Can the results produced by the project satisfy the organiza-
tional needs the project is designed to address?

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

48 PART 1 Getting Started with Project Management

0005323542.INDD 48 Trim size: 7.375inx9.25in February 26, 2022 12:43 PM



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
TIP fea51b111ty

Beware of assumptions that you or others may make (sometimes without realiz-
ing 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

warning  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 assump-
tions 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 proj-
ect charter:

3 The project charter itself: A list of the information typically included in the
project charter is included at the beginning of this section.

3 Aninitial 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.)

3 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.
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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 proj-
ect charter should be considered when drafting a project’s scope statement (see

rememeer  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 accept-
able 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.

¥ Inagroup with one or more other projects — first, as described in the
preceding bullet, to identify those projects that meet the minimum require-
ments 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 pro-
posed in this group and the relative rankings of the desirability of each of the
projects.
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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 univer-
sally 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 manage-
ment approach, governance, and processes to make them more suitable for the
environment and the work at hand.

REMEMBER
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 consis-
tent definition, understanding, and application.
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¥ 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 contribu-
tors 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 applica-
tions 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 presenta-
tions, 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.

TIP
Tangible Intangible
e Timely delivery * Buy-in from team
 Cost minimization members who helped to
* Value optimization tailor the approach
FIGURE 3-2: ° H|gh.qua||ty outcomes ® Customgr s.atlsfactlon
The tangible and « Regulatory compliance when tailoring to address
intangible | o Stakeholder satisfaction customer needs
benefits of « Adapting to change e More efficient use of
tailoring a project resources
project. AN )

© John Wiley & Sons, Inc.

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 organiza-
tional needs are satisfied.
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Let’s consider an organization that provides contract engineering services to gov-
ernment clients and similar services to private sector clients. The government
clients require stringent time-keeping practices and routinely subject their ven-
dors to financial audits. Failing an audit would result in the loss of the govern-
ment 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.

Work Product Project Team Culture
* Type of product * Size and geography * Team and organizational
¢ Technology stability  Resource subject matter buy-in to the approach
Tailo:::;:;i:; e Industry standards expertise e Trust between
projectcan | * Timeframe to deliver * Team experience resources
include and be * Stability of working together e Empowerment by the
influenced by one requirements e Access to the client organization
or many factors. \ J J

© John Wiley & Sons, Inc.

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.
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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
warning  and the more difficult it is for the project to absorb them.

Build reminders into your project plan to continually reassess and, where neces-
sary, adjust to ensure your tailoring remains optimally suited for the environment

and the work at hand.
TIP

Identifying the Models, Methods,
and Artifacts to Use

We discussed the value you can realize by tailoring the models, methods, and arti-
facts 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

rememeger  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
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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 communica-
tion is whether it is situationally appropriate and likely to be interpreted by
your recipient as intended. Beyond that, use whatever means of communica-
tion 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 out-
comes 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
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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 catego-

rized according to the purpose they serve or activity they help address, as follows:
REMEMBER

3 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, estimat-
ing methods facilitate your approximation of effort, duration, or cost.
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¥ 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.
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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

rememper  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.

3 Plans: Proposed means to achieve project goals. Examples include:

Communications plan: Describes how, when, and by whom project commu-
nications 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.
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¥ 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.

3 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 improve-
ments to prevent similar quality issues from recurring.
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¥ 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 implica-
tions. See Chapter 14 for more on this.

3 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, 7% Edition (PMBOK 7).
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TABLE 3-1

Topic

Business case

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

Location in
This Chapter

“Proposing a
projectin a
business case”

Location in PMBOK 7

2.6.1 Delivery of Value

Comments

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

“Performing a

4.4.1 Data Gathering

Similarly, cost-benefit analysis is

analysis cost-benefit and Analysis mentioned in PMBOK 7 but at a high
analysis” level and without much detail.
Feasibility “Conducting a 2.3.5 Life Cycle and PMBOK 7 covers feasibility as a phase in
study feasibility study” Phase Definitions a project life cycle but does not mention
a feasibility study directly.
Tailoring “Tailoring Your Section 3: Tailoring A new section is dedicated to tailoring
Delivery in PMBOK 7, before which it was
Approach” 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.
Models, “Identifying the Section 4: Models, Models, Methods, and Artifacts is
methods, Models, Methods, = Methods, and Artifacts afforded its own distinct section for the

and artifacts

and Artifacts
to Use”

first time in PMBOK 7.
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IN THIS CHAPTER

» Compiling your project’'s diverse
stakeholders into a stakeholder register

» ldentifying 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

Chapter 4

Knowing Your Project’s
Stakeholders: Involving
the Right People

ften a project is like an iceberg: Nine-tenths of it lurks below the sur-

face. 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:

3 You may miss important information that can affect the project's performance
and ultimate success.

3 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!
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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
REMEMBER

¥ 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 stake-
holders, but these terms address only some of the people from your complete
project stakeholder register. Here are some examples:

¥ Adistribution 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.

3 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 stake-
holder register. Check out the following sections for information on how to
develop this register.
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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 reg-
ister 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 sub-
tract 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 stakehold-
ers; 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 stake-
holder register in categories. You're less likely to overlook people when you con-
sider 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:

REMEMBER

3 Internal: People and groups inside your organization:

© Executive leadership: Typically C-level or VP-level management responsi-
ble 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
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UNDERSTANDING THE STAKEHOLDER
REGISTER’'S TRUE PURPOSE

A number of years ago, we heard the story of a woman who had attended a very repu-
table 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 immedi-
ately 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

3 External: People and groups outside your organization:

® Clients or customers: People or groups that buy or use your organiza-
tion’s products or services

® Collaborators: Groups or organizations with whom you may pursue joint
ventures related to your project
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® 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 guide-
lines 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 pro-

cess of systematically separating a whole into its component parts is called decom-
TIP position, 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:

3 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 accom-
plish 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)

o Legal

® Procurement (or contracting)

® Facilities (includes security and shipping/receiving)
® Information technology (IT)

® Call centers and help desks

® Manufacturing
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® Engineering
® Marketing

3 End users of your project’s products: £nd 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).

3 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 mainte-
nance 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 person-
nel 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.
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FIGURE 4-1:

The beginning of
asample
stakeholder
register for an
annual blood
drive.
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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 proj-
ect’s stakeholder register as you prepare for your new project.

Internal

External

Upper Management

Requester

Project Team

Groups Normally
Involved

Groups Just for This
Project

Clients/Customers

Vendors, Contractors

Regulatory Agencies
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Public

Executive Oversight Committee
VP, Sales and Marketing
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VP, Administration

VP, Sales and Marketing
Manager, Community Relations
Project Manager

Team Members

Finance

Facilities
Legal
Human Resources

Project Manager and Team Members
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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 fol-
lowing guidelines:

REMEMBER
3 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.

3 Speak with a wide range of people. Check with people in different organiza-
tional 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.

3 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.

3 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”).

3 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.
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3 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.

3 Continue to add and remove names from your stakeholder register
throughout your project. Your stakeholder register evolves as you under-
stand 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.

3 When in doubt, write down a person’s name. Your goal is to avoid over-
looking 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 per-
form, 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 experi-
ences. 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.
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When using stakeholder register templates, keep the following guidelines in
mind:
REMEMBER
3 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.

3 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.

3 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.

3 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.

3 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).
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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 con-
tents of your final list, which may discourage people from freely sharing their

warning  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 commit-
ment 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:

3 Drivers: People who have some say in defining the results of your project.
You're performing your project for these people.

3 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.

3 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 infor-
mation 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:

3 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.
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¥ Supporters: The systems analyst who designs the revised report, the training
specialist who trains the users, and the vice president of finance who autho-
rizes the funds for changing the manual are all supporters.

3 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 cer-
tain items that they think are helpful. However, only the real drivers should deter-

warning  mine 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
revemser  from the sales department budget to pay for developing the report.

The following sections help you identify when you need to involve drivers, sup-
porters, 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

® Akeen interest in the results of your project

® Awillingness to have their name cited as a strong supporter of your project
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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

3 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.
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TABLE 41 Involving Drivers in the Different Project Phases

Phase Involvement Level How to Involve
Starting the Heavy Identify and speak with as many drivers as possible. If you uncover
project 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 Moderate to heavy Consult with drivers to ensure your project plan addresses their
and preparing needs and expectations. Have them formally approve the plan
before you start the actual project work.

Carrying out Moderate As the project gets underway, introduce the drivers to the project

the work 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 Heavy Have drivers assess the project’s results and determine whether

project their needs and expectations were met. Identify their recommen-
dations 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 Moderate Wherever possible, have key supporters assess the feasibility of

project meeting driver expectations. If you identify key supporters later in

the project, have them confirm the feasibility of previously set
expectations.

Organizingand  Heavy Supporters are the major contributors to the project plan.

preparing 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.
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Phase Involvement Level How to Involve

Carrying out Heavy Familiarize all supporters with the planned work. Clarify how

the work 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 Heavy Have supporters conclude their different tasks. Inform them of

project 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 Minimal Inform observers of your project’s existence and its main goals.
project
Organizing Minimal Inform observers about the project's planned outcomes and time-
and preparing frames.
Carrying out Minimal Tell observers that the project has started and confirm the dates
the work for planned milestones. Inform observers of key project

achievements.

Closing the Minimal When the project is done, inform observers about the project's
project products and results.

Because observers don’t directly influence or affect your project, be sure to care-

fully 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
TIP following:

3 Their level of interest in your project
¥ The likelihood that your project will affect them at some point in the future

3 The need to maintain a good working relationship with them
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Using different methods to involve your
stakeholders

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

3 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.

3 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.

3 Informal written correspondence: These are notes, messages, and emails
that help you document informal discussions and share important project
information.

3 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.

3 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:
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¥ 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.

3 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.

3 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

3 Helping others suggest people not on the register who should be included
and people on the register who possibly should not
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Figure 4-2 shows a sample stakeholder register format you may use for your
stakeholder register. The format includes three major categories of information:

3 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.

TIP
Category Job Title Name Role
Level 1 Level 2 Level 3 (or Position) | (Last,First) | *(D,S, 0)

Add additional columns as needed
FIGURE 4-2:
A sample
stakeholder

register format. *D =Driver S =Supporter 0= 0bserver

© John Wiley & Sons, Inc.

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).
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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
rememeer  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

assumel)
REMEMBER

. 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 stakehold-
er'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.
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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

rRememBer  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 expen-
diture. 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 exer-
cise 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 per-
son 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 impor-
tance of keeping that stakeholder interested and involved in your project.
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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 par-
ties: you, your team members, your project’s other stakeholders, people who have

TP 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 o 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 differ-
ent ways to communicate with your project’s stakeholders).

A Power-Interest Grid

A

1. \A
High Keep Manage
satisfied closely
Power
FIGURE 4-3: L i . KII.
Involving ow inimum ~ Keep
ffort
stakeholders with etio informed
different levels of
power and - T
interest in your Low High
project. Interest

© John Wiley & Sons, Inc.
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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

Location in

Location
in PMBOK 7

Comments

Definition of
project
stakeholder

This Chapter

“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

“Developing a

4.6.2. Logs and

PMBOK 7 defines the stakeholder register but

stakeholder Stakeholder Registers does not explain how to develop one.
register Register”
Examples of “Developing a 2.1. Stakeholder The examples of stakeholders in PMBOK 7 are
project Stakeholder Performance similar to the examples of drivers and
stakeholders Register” Domain supporters mentioned in this book.
Classifying “Determining 2.1.1.2.Understand  PMBOK 7 considers drivers and supporters
stakeholders Whether and Analyze (although it doesn't refer to them by those
as drivers, Stakeholders Are names) only when discussing people who
supporters, or  Drivers, may affect your project.
observers Supporters, or

Observers”
Keeping “Determining 2.1.1. Stakeholder The two discussions of how and when to
stakeholders Whether Engagement involve stakeholders address similar
involved Stakeholders approaches and alternatives.

Are Drivers, 4.6.3. Plans

Supporters, or

Observers”

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.
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IN THIS CHAPTER

» ldentifying 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 statementin a
concise document

Chapter 5

Clarifying What You're
Trying to Accomplish —
And Why

11 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.
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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.

3 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.

3 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

REMEMBER
3 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.
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¥ 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 prod-
uct. 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 organi-
zation'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 estab-
lishes 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 orga-
nization 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.
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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 fol-
lowing guidelines when writing it:

® Know your stakeholders — their interests, knowledge, and communication prefer-
ences (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.

® |nclude the most important words first.
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® 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.

® |t'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.

CHAPTER 5 Clarifying What You're Trying to Accomplish —And Why 89

0005323544.INDD 89 Trim size: 7.375inx9.25in February 26, 2022 10:13 AM



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

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

rememeer  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.

@ Of course, predicting the future is impossible. In fact, the further into the future

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

Understanding the situation and thought processes that led to your project’s cre-
ation helps ensure that you and your project successfully meet people’s expecta-
tions. 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 proj-
ect, 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 deter-
mine 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 per-
son’s needs and expectations.
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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
rememper  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 follow-
ing steps:

1. Askthe person who assigns you the project whether they originated the
idea.
2. Ifthat 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. checkthe 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
TP region, requested promotional literature for product Alpha.”
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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.

3 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 organi-
zation’s information systems is a project supporter.

Sometimes supporters claim to be drivers. For example, when you ask the man-
ager 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 spe-
cific 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 addi-
tional stakeholders may include people who

02  PART 1 Getting Started with Project Management

0005323544.INDD 92 Trim size: 7.375inx9.25in February 26, 2022 10:13 AM



¥ 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:

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

3 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
warning  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

TIP influence to encourage serious, ongoing organizational commitment to your proj-
ect. 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.)
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Considering people who'llimplement the results
of your project

Most projects create a product or service to achieve a desired result. Often, how-
ever, 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 devel-
oping 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 rea-
son 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).
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¥ 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:

REMEMBER
3 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.

3 How do you know the needs you identify are the real hopes and expecta-
tions 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:

3 Encourage them to speak at length about their needs and expectations.

3 Listen carefully for any contradictions.

3 Encourage them to clarify vague ideas.

3 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:

3 Must have: The project must address these needs, at the very least.
3 Should have: The project should address these needs, if at all possible.

3 Nice to have: It would be nice for the project to address these needs, if doing
so doesn't negatively affect anything else.
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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 fol-
lowing (see Chapter 3 for details):

3 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.

decision-makers and explain why you recommend not proceeding with your proj-

@ If you feel the risk of project failure is too great, share your concerns with the key
ect. See the discussion of risk management in Chapter 10 for more information.

REMEMBER

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 per-
sonnel and resources and minimize unintended overlap in project activities and
results.
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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

3 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

3 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 influ-
ences the chances for your project’s success. When conflicting demands for scarce
resources arise, resources usually go to those projects that can produce the great-
est 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
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® 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 commit-
ments 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 orga-
nization. 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

REMEMBER  YOUI 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

TIP isn’t always easy, but following these tips can help make your search more
productive:
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¥ 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.

3 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.

WARNING 3 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.

3 Speak with two or more people from the same area to confirm informa-
tion. 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.

3 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.

3 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.

3 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.)
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¥ Practice active listening skills in all your meetings and conversations.
See Chapter 15 for information on how to practice active listening.

3 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:

e 3 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.

3 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?
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3 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 manufac-
tured 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 pro-
duce (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 ser-
vices. 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
3 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.
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TABLE 5-1 An lllustration of a Project Objective (Deliverable)

Statement Measures Performance Targets

A revised report that Content Report must include total number of items sold, total sales
summarizes monthly sales revenue, and total number of returns for each product line.
activity

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

warning  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 spe-
cific your project objectives are, the greater your chances are of achieving them.

Here are some tips for developing clear objectives:
REMEMBER

3 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.

3 Don't use technical jargon or acronyms. Each industry (such as pharmaceu-
ticals, 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 mean-
ings in the same organization! To reduce the chances for misunderstandings,
express your objectives in language that's familiar to people of all back-
grounds and experiences.
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3 Make your objectives SMART, as follows:

o 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.

3 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.

3 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 support-
ers 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
rememser  ODjectives in the following three categories:

3 Physical products or services
3 The effects of these products or services

3 General organizational benefits that weren't the original reason for the project
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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:

3 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

3 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

rememper  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 specifi-
cally, along with suggestions for addressing those excuses:

REMEMBER
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3 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.

3 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.

3 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.

3 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.

3 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 accom-
plish them. In addition, you want to determine the benefits the organization is
realizing from the money it's spending.
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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

3 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 accommo-
date them.

Understanding the types of limitations

Project limitations typically fall into several categories. By recognizing these cat-
egories, 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:

3 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.
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¥ 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 depart-
ment 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'l 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 depart-
ment 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:

WARNING

¥ 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.

o Specific: “Finish this project by close of business June 30.”
3 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.
REMEMBER
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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:

3 Consult your stakeholders. Check with drivers about limitations regarding
desired results; check with supporters about limitations concerning activity
performance and resources.

3 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.

3 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:

3 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 informa-
tion on how to assess and plan for risks and uncertainties.)
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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: “| need a technical editor for a total of 40 hours in August.”
3 Budget: “ need a budget of $10,000 for computer peripherals.”

3 Other resources: “| 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.

e 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, sched-
ules, or resources.

Facing the Unknowns When Planning:
Documenting Your Assumptions

As you proceed through your planning process, you can identify issues or ques-
tions 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:
TIP

¥ 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.
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¥ 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.

3 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.

3 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.
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FIGURE 5-1:
A sample scope
statement.

Project Title

Project Manager

Date: (mm/dd/yy)

Justification

SCOPE STATEMENT

(To be written by the document Author)

r

Brief statement of the reason for the project
(To be summarized from the Project Charter)

Objectives/Deliverables (Continue on additional pages as necessary)

Statement (Continue on additional pages as necessary)

(To be written by the document Author)

Product Scope Description/Product Acceptance Criteria

Measures Performance Targets

1.1. (To be written by the document Author)

1.1.1.  (To be written by the document Author)

1.2.

1.1.2.

Etc. (Continue on additional pages as necessary) | Etc. (Continue on additional pages as necessary)

Constraints

Limitations

1.

2. (To be written by the document Author)

3.

Etc. (Continue on additional pages as necessary)
Needs

1. (To be written by the document Author)

2.

3.

Etc. (Continue on additional pages as necessary)

Assumptions

1.

(To be written by the document Author)

2.

3.

Etc.

(Continue on additional pages as necessary)

Approvals

Project Manager

Date

Client Other

Date Date

© John Wiley & Sons, Inc.

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).
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TABLE 5-2

Topic

Contents of a
scope statement

Location in
This Chapter

“Defining Your
Project with a
Scope Statement”

Location
in PMBOK 7

2.4.2.1. Delivery

2.6.2.2. Scope
Definition

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

Comments

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

“Figuring out why

2.1. Stakeholder

This book considers that project stakeholders

examples of you're doing the Performance are composed of drivers, supporters, and

project project” Domain observers (see Chapter 4). Drivers and

stakeholders supporters together are called stakeholders.
PMBOK 7 only considers stakeholders when
discussing people to consider involving in
your project.

Defining and “Determining your  2.6.2.1. In addition to what this book covers,

determining project drivers’ Requirements PMBOK 7 distinguishes between project

project real expectations requirements and product requirements.

requirements

and needs”

Framing project “Stating your 2.6.2.1. PMBOK 7 uses the term product acceptance

objectives project’s Requirements criteria to encompass measures and
objectives” performance targets.

Definition and “Marking 2.5.2. Balancing The definition of a constraint in both books is

examples of Boundaries: Competing the same. PMBOK 7 doesn't specifically

project Project Constraints distinguish between limitations and needs.

constraints

Constraints”

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.
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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

Chapter 6

Developing Your Game
Plan: Getting from Here
to There

he keys to successful project planning and performance are complete-

ness 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.
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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 assign-
ments. 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 mate-
rials, 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 proj-
ect’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 proj-
ect 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
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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 deliver-
ables, 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:

TP 3 Allow no gaps. Identify all components of the deliverable you're decompos-
ing. 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.

3 Allow no overlaps. Don't include the same subproduct in your decomposi-
tion of two or more different deliverables. For example, don't include com-
pleted 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.
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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 comprehen-
sive 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 typi-
cally 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 assign-
ments, 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.

Level 1 Level 2 Level 3 Level “n”

FIGURE 6-1:
Developing a
work breakdown Project Components Components Work
structure. Packages

© John Wiley & Sons, Inc.
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Specifically, Figure 6-1 shows that you can subdivide the entire project, repre-
sented 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 Pres-
entation 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

® Itreinforces that in almost all instances, you achieve project success by
producing desired outcomes, not by performing certain activities.

REMEMBER

® |t 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 | have so | can create the needs statement?”

You may determine that you require the following:
® |Interviews of potential participants
® Areview of materials discussing the needs for the program

® Areport summarizing the needs this program will address
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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 track-
ing. 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:

REMEMBER
3 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.)

3 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.
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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 sim-
pler test: Subdivide your WBS component into additional deliverables if you think
either of the following situations applies:

TIP

3 The component will take longer than two calendar weeks to complete.

3 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 pro-
vided 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.

3 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 cer-
tain 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 inter-
views 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
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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.
TIP

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 sur-
vey 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 fin-
ished confirms that the information from the completed survey successfully ful-
filled 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
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¥ 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 every-
thing 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.

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 dis-
rememser  plays that complexity. In fact, by clearly portraying all aspects of your project
work, the WBS actually simplifies your project.

0 Occasionally, your detailed WBS may seem to make your project more complex

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 organiza-
tion 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:

3 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
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CONDUCTING A SURVEY: USING THE WORK
BREAKDOWN STRUCTURE

Suppose your manager asks you to estimate how long it'll take to survey people regard-
ing 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 proj-
ect 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 sur-
vey 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 sam-
ple 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 dif-
ferent 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 question-
naires 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 per-
cent 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)
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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.
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2. Second mailing out and receiving of questionnaires to non-respondents (esti-
mated 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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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 pro-
duced 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 “Document-
ing 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. How-
ever, 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 delivera-
ble 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:

3 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.
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3 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.

rememeer  Assuming that your project needs three reviews and two revisions doesn’t guar-
antee 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 proj-
ect 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).

REMEMBER

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 “expen-
ditures 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 fre-
quent milestones to support project tracking and how to deal with WBS compo-
nents 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.
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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 pro-
curement 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 every-
thing was still on schedule, but being young, inexperienced, and new to the organiza-
tion, 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 pre-
vented 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 encour-
ages you to reflect more-accurate information in your plans as soon as you dis-
cover 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.
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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 mini-

mize any negative impact to your project.
REMEMBER

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 per-
form the project yourself, the WBS provides the basis for developing detailed proj-
ect 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

3 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.
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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

3 Product components: Floor plan, training manuals, or screen design
3 Functions: Design, launch, review, or test

¥ Geographical areas: Region 1 or the northwest

3 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 Sec-
tion 1, Section 2, and Section 3.

Don’t define a WBS component’s subelements by using some items from two dif-
ferent schemes. For instance, for the component Report, don’t use the subele-
ments Section 1, Section 2, Reviews of draft report, and Final report. Combining schemes

warning  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:

e 3 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?

3 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 responsi-
ble for the drafts of Sections 1, 2, and 3?

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?
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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:

3 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.

3 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 pro-
posed 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

TP 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. Determineall necessary Level 3 components for each Level 2 component.

3. Specify the Level 4 components for each Level 3 component as necessary.
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4. continue in this way until you've completely detailed all project interme-
diate 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 meth-
ods 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 characteris-
tics 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. usethe 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 iden-
tify 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

130 PART 1 Getting Started with Project Management

0005323545.INDD 130 Trim size: 7.375inx9.25in February 26, 2022 10:18 AM



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.

| 1.0. Community-Based Treatment Facility I
|
FIGURE 6-3: | | | |
A product | 1.1. Staff . | 1.2. Facility . | 1.3. Residents I | 1.4. Community Training l
component
scheme for a Director Facility Criteria for
WBS for Requirements Residents
preparing to Other Staff Facility Residents
Oper] a Staff Facility Supplies Residents”
communlty- Supplies
based treatment Staff
facility. Training
© John Wiley & Sons, Inc.
| 1.0. Community-Based Treatment Facility I
FIGURE 6-4: | | | | |
A functional
scheme for a | 1.1. Planning l | 1.2. Recruiting l | 1.3. Buying I | 1.4. Training I
WBS for
: 1.1.1. Facility 1.2.1. Director 1.3.1. Facility 1.4.1. Staff
prepa;gegntg Requirements Supplies Training
community— 1.1.2. Criteria for 1.2.2. Staff 1.3.2. Residents’ 1.4.2. Community
based treatment Residents Supplies Training
facility. 1.2.3. Residents 1.3.3. Facility

© John Wiley & Sons, Inc.

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
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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.
WARNING

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 eas-
ily see their relationships with each other and their relative positions in the over-
all project WBS:

¥ The first digit (7), 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.

3 The third digit (7) indicates the Level 3 component under the Level 2 compo-
nent in which the item is located.

3 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 71.5.7. If
1.5.7.3. Materials Ordered isn't subdivided further, it's a work package.

Level 1 (Project)
) Level 2
) Level 3

) Level 4 (Work Package)

FIGURE 6-5:
A useful scheme

fortgening | 1. 5. 7. 3. Materials Ordered l

components.

© John Wiley & Sons, Inc.
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a combination of the WBS code of the work package and a unique code that spe-
cifically refers to each activity. For example, suppose an activity under the work
TIP package 1.5.7.3. is Prepare list of items to order. You may give this activity the identi-
fier code depicted in Figure 6-6. In this instance, the first four digits of the activ-
ity 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

Q When you’re ready to label the activities that fall under a given work package, use

1.5.7.3.

Code distinguishing this activity
from the other activities that
comprise the work package

Work Package
WBS code

Prepare list of

FIGURE 6-6: items to order
The components

of an activity
code. Activity Code

© John Wiley & Sons, Inc.

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 hier-
archy 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.
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FIGURE 6-7:
Drawing your
WBS in the
organization-
chart format.

FIGURE 6-8:
Drawing your
WBS in the
indented-outline
format.
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Both the organization-chart format and the indented-outline format can be help-
ful for displaying the WBS for a small project. For a large project, however, con-
sider 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 inter-
pret the bubble-chart format as follows:

PART 1 Getting Started with Project Management
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1.0.
Report
I | |
1.1. 1.2. 1.3.
Draft Report Reviews of Final Report
Draft Report

— 1.2.1. Draft Report Distributed to Reviewers

— 1.2.1.1. Draft Report Distributed to Team Members
12111,

— 1.2.1.2. Draft Report Distributed to Upper Management
FIGURE 6-9: :

Drawing your . .
WBS in the — 1.2.2. Reviewer Comments Received

combined —1.2.2.1. Team Member Reviews Received
organization- :

chart and ’ —1.2.2.2. Upper Management Reviews Received
indented-outline

format.

© John Wiley & Sons, Inc.

3 The bubble in the center represents your entire project (in this case, Report).

3 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.)

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
WARNING ~ YOU present it to people outside your team.
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Printed
Final Report
1.0
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/ Report
FIGURE 6-10: 1.1.
Drawing your Draft Ha;&?,;,l}nen
WBS in the Report Final Report
bubble-chart
format.
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Improving the quality of your WBS

You increase the chances for project success when your WBS is accurate and com-
plete 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 accu-
racy and acceptance:

3 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.

3 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.

3 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.)
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3 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

REMEMBER 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 particu-
lar 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.

WARNING
This section looks at how you can develop a WBS template and improve its accu-
racy 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.
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When using templates, keep in mind the following guidelines:

TIP 3 Develop templates for frequently performed tasks as well as for entire
projects. Templates for the annual organization blood drive or the submis-
sion 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.

3 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 intermedi-
ate 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.

3 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 tem-
plate, you may miss work that wasn't done in previous projects but that needs
to be done in this one.

3 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.
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Unknown information falls into one of two categories:

3 Known unknown: Information you know you need that someone else has

3 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:
REMEMBER

¥ Buying insurance to minimize damage that occurs if something doesn't turn
out the way you expected

3 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 sys-
tem 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!).
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Because you can’t find out for certain whether or not this occurrence will hap-
pen, you consider taking one or more of the following approaches to address this
risk:

3 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.

3 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 suffi-
ciently 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 proj-
ect’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 informa-
tion in this dictionary.

The WBS dictionary can contain but isn’t limited to the following information for
all WBS components:

3 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
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¥ 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

3 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

TIP 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 hier-
archical 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 Man-
agement 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
Location
Location in This Chapter in PMBOK 7 Comments
Definition “Divide and Conquer: Breaking Your Project 2.6. Delivery Per-  The definitions of WBS
of a WBS into Manageable Chunks” formance used by the two sources
Domain are equivalent.
Creating “Using one of two approaches to develop your  2.6.2.2. Scope Both sources mention
your WBS WBS,” “Categorizing your project's work,” Definition similar techniques and
“Labeling your WBS entries,” “Improving the approaches.

quality of your WBS,” and “Using templates”

(continued)r
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TABLE 6-1 (continued)

Location
Location in This Chapter in PMBOK 7 Comments
Different “Displaying your WBS in different formats” 2.6.2.2. Scope Both sources address
WBS dis- Definition similar display formats.
play
formats
WBS “Documenting What You Need to Know about ~ 2.6.2.2. Scope The definitions of the
dictionary  Your Planned Project Work” Definition WBS dictionary used by
the two sources are
equivalent.
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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.
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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

Chapter 7

You Want This Project
Done When?

roject 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 respon-
sibilities 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 proj-
ect’s activities, what schedules are possible, and how you’ll meet deadlines that
initially appear unrealistic. This chapter describes a technique that helps you pro-
actively develop an achievable schedule (while keeping your anxiety in check).
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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 illustra-

ReMEmMBER  tiONS can appear overwhelming at first glance. If this chapter is your first expo-
sure 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: lllustrating 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 activi-
ties 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.
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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 instanta-
neously. 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 cre-
ation 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
rememeer  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. Sev-
eral 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.

3 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.
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The units of time describe two related but different activity characteristics. Dura-
tion 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

rememer  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 dura-
tion 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 diagram-
ming method) for drawing a network diagram uses the following three symbols to

describe the diagram’s three elements:
REMEMBER

3 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.

3 Letter t: The letter t represents duration.

3 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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Milestone A Activity 1 Milestone B
FIGURE 7-1: ta=0 Cty = 2 weeks > tg =0
The three
symbols in an
activity-on-node
network diagram. Duration

© John Wiley & Sons, Inc.

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:

3 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 con-
sequences of your alternative approaches.
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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:

REMEMBER
3 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).

3 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.

Activity 1 Activity 2
t, =5 t,=1

A 4

Project Started
t=0

Project Ended
t=0

Activity 3 | Activity 4 Activity 5
ty=1 1ot=3 ty=2

FIGURE 7-2:

An example of a — - |
network diagram. Critical path (in bold) = 7 weeks

| All times are in weeks

© John Wiley & Sons, Inc.

You may also choose to do neither of the activities. Rule 1 is an allowing relation-
ship, 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.

150 PART 2 Planning Time: Determining When and How Much

0005323546.INDD 150 Trim size: 7.375in x 9.25 in February 28, 2022 5:44 PM



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)

3 Noncritical path: A sequence of activities in which you can delay activities
and still finish your project in the shortest possible time

3 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

3 Earliest start date: The earliest date you can start an activity
¥ Earliest finish date: The earliest date you can finish an activity

3 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.
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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
warning  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
REMEMBER il any activity immediately causes a delay in the completion of the project.

Critical paths can change as your project unfolds. Sometimes activities on a criti-
cal 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 ini-
tially 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:

3 The earliest you can start Activity 1 is right when the project starts (the
beginning of week 1).

3 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).

3 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.

3 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).
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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.

REMEMBER

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 fin-

ish the project at the earliest possible date. This finish-to-start analysis is called
the backward pass.
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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 dia-
gram in Figure 7-2 with Activities 3, 4, and 5:

3 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.

3 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.

3 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.
REMEMBER

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.
TIP 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.

REMEMBER

REMEMBER
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> Activity 1 Activity 2
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LS=B1 | LF=B1 LS=E7 | LF=E7
Slack=0 Slack = 1 week
Project Started Project Ended
t= 0 t= 0
ES=BI EF=FE1 ES=B2 EF=E4 ES=B6
Slack =0 1S=B2 LF=E2 LS=B3 LF = E5 LS=B6 Slack = 0
Activity 3 o Activity 4 o Activity 5
ty=1 t,=3 ty=2

Slack = 1 week Slack = 1 week

Slack=0

ES = earliest start EF = earliest finish

B1 = beginning of week 1
LS = latest start  LF = latest finish

E1=end of week 1

© John Wiley & Sons, Inc.

Now that you have all the earliest and latest start and finish dates for your mile-
stones and activities, you need to determine the slack time for each activity or
milestone. You can determine slack time in one of two ways:

3 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 lon-
ger 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.

CHAPTER 7 You Want This Project Done When? 155

February 28, 2022 5:44 PM



¥ 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 delay-
ing 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 per-
form 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 mile-
stone coming immediately after it (termed its successor):
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¥ 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 predeces-
sors for every activity, you have all the information you need to draw your proj-
ect’s network diagram. The following considerations affect the order in which you
must perform your project’s activities:

3 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.
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® 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.

3 Discretionary dependencies: You may choose to establish these relation-
ships 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 organiza-
tion'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:

3 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.
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3 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. ldentify 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 predeces-
sors, 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.)

Immediate Predecessors for Figure 7-2

Activity Code Activity Description Immediate Predecessors
1 Activity 1 None

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 deter-
mine 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.
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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 expecta-

tions 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
Who Will Duration
Activity Code  Activity Description  Be Present (In Minutes)
1 Load car You and your 5
friend
2 Get money from bank  You 5
3 Make egg sandwiches Your friend 10
4 Drive to the lake You and your 30
friend
5 Decide which lake to You and your 2
goto friend
6 Buy gasoline You 10
7 Boil eggs (for egg Your friend 10

sandwiches)

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.
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¥ 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.

3 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.

¥ Atthe 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
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
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Creating the network diagram
Now that you have your immediate predecessors in mind, you can draw the net-

work diagram for your project from the information in Table 7-3.

Observe the following guidelines when drawing your network diagram:

TP 9 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.
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FIGURE 7-4:
Starting your
picnic-at-the-lake
network diagram.

~

FIGURE 7-5:
Continuing your
picnic-at-the-lake
network diagram.

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 predeces-
sors. 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.

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).
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All times are in minutes

© John Wiley & Sons, Inc.
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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; Activ-
ities 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:

3 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
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helps you start making a project schedule. It also focuses on some potential pit-
falls 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 schedul-
ing. 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.

REMEMBER
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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

warning  this approach substantially decreases the chances that you’ll meet the schedule
for the following reasons:

3 You may miss activities because your focus is on meeting a time constraint,
not on ensuring that you've identified all required work.

3 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 proj-
ect 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:

REMEMBER
3 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).

3 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).

3 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 impos-
sible 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
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difficulty meeting an established date, they’ll stop trying to meet it, rationaliz-
ing 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:

3 Recheck the original duration estimates.
® Be sure you've clearly described the activity's work.

® [f 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.

3 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.

3 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.

3 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.
REMEMBER

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.
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Figure 7-6 earlier in this chapter illustrates your initial 57-minute plan. If arriv-
ing 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 does-
n’t work if the drive really takes 30 minutes. Remember, your plan represents an

warning  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 fol-
lowing steps:

1. starttoreduce your project’s time by finding the critical path and
reducing its time until a second path becomes critical.

2. Toreduce your project’s time further, shorten both critical paths by the
same amount until a third path becomes critical.

3. Toreduce 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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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.
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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.

Get money
t,=5

Buy
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Project Started
t=0

Boil eggs
t;=10

Load car
t, =5

Critical path (in bold) = 47 minutes

Drive to
lake
t, =30

Project Ended

Make
sandwiches
t,=10

All times are in minutes

© John Wiley & Sons, Inc.

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
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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.

Load car
t, =5

Drive to
lake
t, =30

| Get money
>
t,=5

v

Project Started Buy Ready to
t=0 gasoline load car
_ tg=10 t=0

Decide
which lake
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Boil eggs
t, =10

FIGURE 7-10:
Getting to your
picnic at the lake ” : A
in 45 minutes Critical path (in bold) = 45 minutes

All times are in minutes

© John Wiley & Sons, Inc.

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

TIP 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 activi-
ties 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:

REMEMBER
3 Increased planning time: You have to precisely detail all the activities and
their interrelationships because you can't afford to make mistakes.

3 Increased risks: The list of assumptions grows, increasing the chances that
one or more will turn out to be wrong.
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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 proj-
ect 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 uncer-
tainties for a price! Your job is to determine how much you can reduce the uncer-
tainty 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.
rememeer 1N 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.
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Overly optimistic or unrealistically short duration estimates can cause an activity
to take longer than necessary for the following two reasons:

WARNING
¥ 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 com-
plete. 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:
REMEMBER
3 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.

3 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.

3 Physical processes: Physical or chemical reactions, such as concrete curing,
paint drying, and grass growing.

3 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).
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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: person-
nel, equipment, facilities, raw materials, information, and funds. For each
resource you need, you have to determine these two characteristics:

3 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.
3 Involve the people who'll perform an activity when estimating its duration.

3 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.
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® 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 impos-
sible for some activities. For example, you may have an exceptionally difficult
time coming up with accurate duration estimates for activities you haven’t done

TIP 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.

3 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 method-
ology 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 (t_): If you perform the activity 100 times, its duration
would be greater than or equal to this number 99 times.

» Most likely estimate (t,): If you perform the activity 100 times, the duration
would be this number more times than any other.

¥ Pessimistic estimate (t,): If you perform this activity 100 times, its duration
would be less than or equal to this number 99 times.
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Expected value = t, =(t, +4t,, +t,)+6

The expected value of the duration (t,) is then defined by the following for-
mula: Expected value =t, = (t0 +4t, +t, ) +6

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 ear-

rememper  lier 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 con-
sider 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.

3 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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Picnic-at-the-Lake Project (45-Minute Solution)

Activity/Milestone People Present Start Date End Date Comments
(minutes (minutes
ID | WBS Name after start) after start)
Code
8 1.0 | Project Started You and friend 0 0 Critical path
10 20 Preparation You and friend 0 25
2 2.1 Get money You 0 5
6 22 Buy gasoline You 0 10
7 23 Boil eggs Your friend 0 10 Critical path
3 24 Make sandwiches Your friend 15 25 Critical path
12 3.0 | Ready to load car You and friend 10 10
5 4.0 | Decide which lake You and friend 10 12 Critical path
13 50 | Ready to drive You and friend 15 15
n 6.0 | Travel You and friend 10 45 Critical path
1 6.1 Load car You and friend 10 15
FIGURE 7"1 1 4 6.2 Drive to lake You and friend 15 45 Critical path
Reprgseljtlng 9 7.0 | Project Ended (arrival at You and friend 45 45 Critical path
your picnic-at- lake) Critical path
the-lake schedule

in a combined
milestone and
activity report.

Note: Milestones and activities that are on a critical path are highlighted in bold.

© John Wiley & Sons, Inc.

You may combine two or more formats into a single display. Figure 7-12 illus-
trates 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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Picnic-at-the-Lake Project (45-Minute Solution)

Responsibility
Work Breakdown Structure Assignment Gantt Chart
Matrix
Activity/Milestone Personnel Time (in minutes after start)
ID | WBS Name You | Friend | 0 5 0 15 20 25 30 35 40 45
Code |
8 1.0 Start P S
10 20 Preparation P S
G '\\
2 21 et mone P
y _ \
6 22 Buy gasoline P
. Summary activities
7 23 Boil eggs P |
3 24 Make sandwiches P
12 | 30 Ready to load car S P YAN
5| 40 Decide which lake S P |
13 5.0 Ready to dri S P
FIGURE 7-12: eadytodnve A
Representing | 11| 60 | Travel Pl s e
your picnic-at- 1| 41 | Loadcar S P |
the_léke 4| 42 Drive to lake P S
schedule in a
combined WBS, 9] 50 | End P § Zﬁ
responsibility
assignment . I . [
. = = ili
matrix, and Gantt P = Primary Responsibility S = Supporting Responsibility
chart. Critical path milestones and activities are highlighted in bold
© John Wiley & Sons, Inc.
Each format can be effective in particular situations. Consider the following
guidelines when choosing the format in which to display your schedule:
TIP

¥ 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.
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FIGURE 7-13:
Representing
your picnic-at-
the-lake schedule
in an Interface
Gantt chart.

Picnic-at-the-Lake Project (45-Minute Solution)

Work Breakdown Structure

Gantt Chart

Activity/Milestone

Time (in minutes after start)

ID | WBS Name 0 5 10 15 20 25 30 35 40 45
Code |
8 1.0 Start
10 20 Preparation
A
2 | 21 | Getmoney \\
6| 22 | Buygasoline | Summary activities |
7 23 Boil eggs
3 24 Make sandwiches >
12 | 3.0 | Ready toload car e
: : !
5 4.0 Decide which lake LT
13 | 50 | Ready todrive — rAS
A4
1 6.0 Travel
1 41 Load car
4 | 42 | Drivetolake |
9| 50 | End

Critical path milestones and activities are highlighted in bold

© John Wiley & Sons, Inc.

Relating This Chapter to the PMP Exam
and PMBOK 7

0005323546.INDD 179 Trim size: 7.375in x 9.25 in

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

Location
Topic Location in This Chapter in PMBOK 7 Comments
Definition of net- “Picture This: Illustrating a 4.6.6. Visual Data The terms and discussions in
work diagram Work Plan with a Network and Information both books are very similar.
Diagram”
Reading and inter- ~ “Analyzing a Network 3. Definitions The terms and approaches in
preting a network Diagram” both books are very similar.
diagram
Understanding “Determining precedence” 3. Definitions The definition and discussion
precedence of this topic are the same in
both books.
Developing the “Developing Your Project’s 2.4.2.2. Estimating The terms and approaches in
schedule Schedule” both books are very similar.
Estimating “Estimating Activity Duration”  2.4.2.2. Estimating The terms and approaches in
duration both books are very similar.
Displaying the “Displaying Your Project's 2.4.2.3. Schedules The terms and approaches in
schedule Schedule” both books are very similar.
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IN THIS CHAPTER

» Focusing first on people’s abilities

» Accurately planning your project’s
personnel needs

» Striking a balance among all your
resource commitments

Chapter 8

Establishing Whom You
Need, How Much of
Their Time, and When

onsider 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 sup-
port. However, carefully determining the number and characteristics of the per-
sonnel 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.
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¥ 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 availa-
bility, their ability to perform a task is determined by the following:

3 Skill: Ability to do something well

¥ Knowledge: Familiarity, awareness, or understanding of facts or principles
about a subject

¥ Interest: Curiosity or concern about something

task. Also, being interested in the task increases the chances you’ll apply your

@ Possessing the necessary skills and knowledge means you’re capable of doing a
skills and knowledge to actually accomplish the task successfully.

REMEMBER

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 direc-
tion, 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:
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¥ 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 activi-
ties 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).

dictionary; you identify and describe your project’s activities and their important
characteristics — such as a unique name and identifier code, duration, predeces-

TIP sors, and successors — in this document (see Chapter 6 for details on WBS dic-
tionaries and decomposition).

Q You may find information to help you complete this task in your project’s WBS

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.

erally used and understood by people involved in projects like yours and in
descriptions of skills and knowledge possessed by people who will be considered
TIP as potential candidates for your project.

Q Whenever possible, use skill and knowledge names and descriptions that are gen-

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.

required to perform activities in a particular environment. For example, you may
have skills and knowledge registries for different organizational units (such as
TIP human resources, finance, or manufacturing) or for different disciplines (such as

Q A skills and knowledge registry is a list of skills and knowledge areas typically
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FIGURE 8-1:
Listing skills and
knowledge that
may be required
to perform
activities in your
organization in a
skills and
knowledge
registry.

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.

Skills and Knowledge Registry for (Your Organization)

Skills

No.

Name

Description

S1

S2

S3

Knowledge

No.

Description

K1
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Figure 8-2 shows a sample of a skills and knowledge requirements list for a proj-
ect. 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 proj-
ect. 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 differ-
ent 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.

Skills and Knowledge Requirements List

Project Number

Project Name

Work Skill or Knowledge Required

Package No. Name Proficiency Comments

111 sS4 gue_stlonnalre (3.2)
esign

FIGURE 8-2:  Proficiency rating is expressed as (X, Y), where:

Dlsplay'lng the X=Level of skill or knowledge the person must have
skills and Y= Level of oversight the person requires when applying the skill or knowledge
knowledge
required to Skill or Knowledge Level (X) Oversight Level (¥)
perform the 1= basic 1= must work under supervision
activities in . . ) o
[Project Name] in 2 = intermediate 2 = can work independently with little
a skills and or no direct supervision
knowledge 3 =advanced 3 = can manage others applying
requirements list. the skill or knowledge

© John Wiley & Sons, Inc.
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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:

REMEMBER
¥ The required levels of proficiency in the needed skills and knowledge.

3 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 =mustwork 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 profi-
ciency 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 typ-
ing, 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 spe-
cific criteria are for deciding whether a person’s proficiency in a skill or knowl-
edge 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 sup-

port the following:
TIP
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¥ 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.

3 Proposal writing and new business development: Proposals can include
information about people’s skills and knowledge to demonstrate the organiza-
tion'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 man-
ager 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 mem-
bers’ 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 spe-
cific skills and knowledge needs that you discussed with the organization’s man-
agement, 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 writ-
ing 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 cur-
rently has no skills or knowledge in this area.
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Bill Maria Sue Ed

Proficiency | Interest | Proficiency | Interest | Proficiency | Interest | Proficiency | Interest

Technical Writing (0,0 0 (0,0) 0 3,2) 1 (0,0) 1
Legal Research (0,0 1 (0,0) 1 (0,0) 0 (3.3) 0
Graphic Design 3,3 1 (0,0) 0 (0,0) 1 (3,3) 1

Questionnaire

Design (1.0 0 (0,0 0 (0.0) 0 (0,0 1

X=person’s level of skill or knowledge
Y= person’s level of responsibility applying the skill or knowledge

Skill or Knowledge Level (X) Oversight Level (V) Interest
0=none 0 =has no interest in applying this
skill or knowledge
1 =hasic 1 = must work under supervision 1=is mildly interested in
applying this skill or
knowledge
2 = intermediate 2 = can work independently with little or 2 = has expressed a strong
FIGURE 8-3: no direct supervision interest in applying this skill or
) ) knowledge
Displaying
le’s skill 3 =advanced 3 = can manage others who are 3 =is aggressively seeking
people’s skills, - -
applying the skill or knowledge to learn about and
kngwledge, {:\nd become involved in
interestsin a applying this skill or
skills matrix. knowledge

© John Wiley & Sons, Inc.

By the way, you may assume that you’d never assign Ed to work on a question-
naire 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.
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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'tinterested. Knowing that a person isn't interested is better than not

TIP 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 com-
plete 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
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resources matrix depicts the people assigned to each project activity and the work
effort each person will contribute to each assignment.

Human Resources Matrix

Deliverable/Activity Personnel (Person-hours)

WBS
Code Name J. Jones F. Smith Analyst
21.1. Questionnaire Design 32 0 24
21.2. Questionnaire Pilot Test 0 40 60
2.2.1. Questionnaire Instructions 40 0 8
FIGURE 8-4: e e S M e
Displaying ° ° °® ° ®
persqnnel needs Totals
ina human

resources matrix.
© John Wiley & Sons, Inc.

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 dis-
cussion 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 fin-
ished 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
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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 dif-
ferent 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

3 Position name or title: The job title or position name of the person who'll do
the work

3 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 unfortu-

warning  Dately, it often reduces the chances that you’ll get an appropriately qualified per-
son 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 spe-
cialist) 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,

warning  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.
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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:

3 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.

3 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.

TIP
® 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.

3 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
REMEMBER developed. Then update your plans as needed.
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3 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 per-
sonal 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:

3 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 concen-
tration 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
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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 opera-
tions. 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 assign-
ments. 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.

3 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.
REMEMBER

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
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time sheets and if either of the following situations is true, you don’t have to
factor in a separate measure for efficiency:

3 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.

3 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:
WARNING

¥ 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.”
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Accounting for efficiency in personal
work-effort estimates

If you base work-effort estimates on the opinions of people who’ll do the activi-
ties 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 man-
ager 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 pro-
cess, 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.
REMEMBER

196  PART 2 Planning Time: Determining When and How Much

0005323547.INDD 196 Trim size: 7.375inx9.25in February 26, 2022 10:36 AM



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 assign-
ment. 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 con-
sider 75 percent efficiency (or a similar planning figure). Therefore, charge one work-
day (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:

TIP
¥ Clearly define your work packages. Minimize the use of technical jargon
and describe associated work processes (see Chapter 6 for more details).
3 Subdivide your work. Do so until you estimate that your lowest-level
activities will take two person-weeks or less.
3 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 75 Percent
Efficiency, Efficiency, 75 Percent
100 Percent 100 Percent Efficiency, 75
Availability Availability Percent Availability
1 person-day 8 6 4.5
1 person-week 40 30 225
1 person-month 173 130 98
1 person-year 2,080 1,560 1,170
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Ensuring Your Project Team Members Can
Meet Their Resource Commitments

If you work on only one activity at a time, determining whether you’re overcom-
mitted 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 iden-
tify 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:

¥ Ahuman 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
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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:

¥ Inweek 1, you'll work 20 person-hours on Activity 1 for a total commitment to
the project of 20 person-hours.

¥ Inweek 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.

3 Inweek 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.

¥ Inweeks 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
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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:
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3 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.)

3 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.

3 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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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.
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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 com-
bining 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.

Project A Project B Project C
Jan | Feb | Mar | Apr Jan | Feb | Mar | Apr Jan | Feb | Mar | Apr
You | 50 (40) 20 | 30 You | 30 (20 40 | 35 You | 50 (40) 30 | 45
John | 20 80 50 40 Ann 40 40 35 25 Fran | 40 30 35 30
Sue 30 20 lih\ 35 Ted 70 !]0 35 40 Pat 20 60 50 30

All Propjects

J\a\ Feb }14 Apr

You | 130 |(100 90 | 110

FIGURE 8-9; Mike | 90 120 70 86

Using person-
loading charts to
plan your time on
several projects.

© John Wiley & Sons, Inc.

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. There-
fore, you can consider doing one of the following:
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¥ Find someone to assume 20 person-hours of your commitments to Projects A,
B, or Ciin 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 Man-
agement 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
Location in Location

Topic This Chapter in PMBOK 7 Comments
Specifying the “Deciding what skills ~ 2.4.1. Internal Both books emphasize the need to specify
competencies and knowledge team  Environment the competencies required to perform the
required to per- members must project’s activities. This book discusses how
form the differ- have” 4.6.3. Plans to determine the needed competencies.
ent project 4.6.6. Visual PMBOK 7 uses the term resource manage-
activities Data and ment plan whereas this book uses the term

Information human resource management plan; the two

are interchangeable.
Maintaining a “Representing team 4.6.3. Plans Both books note the need to obtain infor-
record of team members’ skills, mation about the skills and knowledge of
members’ skills, knowledge, and people who may be assigned to your project
knowledge, and interests in a skills team. This book discusses the details and
interests matrix” provides an example of a skills matrix.
Specifying and “Using a human 4.6.3. Plans Both books address the importance of having
making available resources matrix” ) qualified personnel resources assigned to
the appropriate 2.2.1. Project your project team. This book explains how a
type and amount Team Manage-  hyman resources matrix can be used to
of human ment and record the required characteristics and
resources Leadership amounts of needed personnel.
(continued)
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TABLE 8-3 (continued)

Location in Location
Topic This Chapter in PMBOK 7 Comments
Estimating “Estimating required  2.4.2.2. Both books specify several of the same
required work work effort” Estimating techniques for estimating the amount of
effort needed personnel and displaying when
they're required. This book discusses how to
reflect productivity, efficiency, and availabil-
ity in the estimates.
Handling multi- “Ensuring Your 24.22. Both books emphasize the importance of
ple resource Project Team Estimating handling conflicting demands for the same
commitments Members Can Meet resources. This book discusses and presents
Their Resource 3.6. Demon- examples of specific tools and strategies for
Commitments"” strate Leader- addressing and resolving these conflicting

ship Behaviors  jemands.
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IN THIS CHAPTER

» Accounting for your project’s
non-personnel resources

» Preparing a detailed budget for your
project

Chapter 9

Planning for Other
Resources and
Developing the Budget

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 proj-
ect can have costly delays and unanticipated expenditures. Also, your team mem-
bers 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.
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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 informa-
tion). 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:

3 A non-personnel resources matrix
3 Non-personnel usage charts

3 A non-personnel summary usage chart

A non-personnel resources matrix, such as the one in Figure 9-1, displays the fol-
lowing 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):

REMEMBER
¥ 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.
Deliverable Amount of Resource Required (Hours)
WBS Code Description Computer Copier Test Lab
1.21 Presentation 32 0 0
214 Report 4 40 0
FIGURE 9-1:
An illustration of
a non-personnel 3.3.1 Device 40 0 32
resources matrix.

© John Wiley & Sons, Inc.
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Work Package Amount of Computer Time Required (Hours)
s Descripti Week1 | Week2 | Week3 | Week4 | Week5 | Total
Code escription ee ee eek 3 ee eek 5 ota
1.2.1 Presentation 6 4 6 8 8 32
214 Report 0 0 0 4 0 4
FIGURE 9-2: 331 Device 10 8 16 6 0 40
An example of a
non-personnel
usage chart for Totals 16 12 22 18 8 76
computer use.

© John Wiley & Sons, Inc.

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.
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Amount of Resource Required (Hours)

Week 1 | Week2 | Week3 | Week4 | Week5 Total

Computer 16 12 22 18 8 76
[<}]
2
FIGURE 9-3: 3 Copier 0 0 0 30 10 40
An example of a &
non-personnel
summary usage Test Lab 0 0 24 8 0 32
chart.

© John Wiley & Sons, Inc.

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 sev-
eral reasons:

¥ Itenables 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).
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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:

3 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

3 Subcontract: The services of an outside company to design the cover art
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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

3 Rent: The cost of the office space you use when you're developing the copy
for the brochure

3 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 sup-
port 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:

3 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.
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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

TIP 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
REMEMBER 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, gener-
ally: 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-
P g g g
project phase.

Use this estimate (from the preceding section) to decide whether the organiza-
tion 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
REMEMBER 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.
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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

REMEMBER 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 misunderstand-

ings later when you attempt to bring the project to closure.
TIP

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 bud-

get. 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
TIP issues you may identify.
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REMEMBER

TIP

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:

3 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.

3 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.
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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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Cost of Personnel and Non-personnel Resources

Total Cost

Cost Category Resource Detail in Dollars
Direct labor costs You 200 person-hours @$30 per person-hour $  6,000.00
Mary 100 person-hours @$25 per person-hour 2,500.00
Total Direct Labor 8,500.00
Indirect labor costs @60% of direct labor costs 5,100.00
Other direct costs Materials 1,000.00
Travel 300.00
FIGURE 9-4: Subcontract 5,000.00

A project budget
estimate for a Total other direct costs 6,300.00
company )

brochure. Total project cost 19,900.00

© John Wiley & Sons, Inc.

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

TP 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.

CHA