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I. INTRODUCTION: 
 
As a first order of knowledge classification, the main functions of managers are: planning, organizing, staf f-
ing, leading, and controlling. The primary purpose of this guidebook is to summarize the framework in 
planning, executing controlling and closing projects, based on the Project Management Body of Know-
ledge (PMBOK) with proven traditional practices widely applied, as well as, innovative practices. 
 
This Project Management Guidebook is divided in Part 1 and Part 2, to serve as a practical methodology, 
and didactical guidance to Project Managers throughout the life of a project, by providing focus towards 
getting a work completed on time, within budget, within scope and quality (the management aspects of 
all projects), summarized and customizable to accelerated specific needs, with a proper environment.   
 

II. STRUCTURE OF THE GUIDEBOOK: 
 
Chapter 1 - Introduction to Project Management: Basic Concepts: Provides basic project 
management concepts. This section describes basic concepts, which is good for beginners, but may be 
skipped by more experienced Project Managers. 
 
Chapter 2 - Project Management Life Cycle: Provides an overview description of the project 
management lifecycle and draws the distinction between it and project process lifecycles for specific pro-
ducts and services. This destinction provides the flexibility for the project management methodology to be 
used generically across all projects, which will be further explored in Chapter 3. 
 
Chapter 3 - Making Project Management Scalable and Flexible: Provides the design description of the 
project management methodology with guideance to categorize projects into five levels to be both saleable 
for use for any size of project and flexible for use for any type of project. The Chapter also describes how 
to bridge the gaps between project lifecycle and process lifecycles described in Chapter 2.   
 
Chapter 4 – Project Management Guide and Life Cycle Stages: Provides a description of the project 
lifecycle. Specific templates are described that supplement the tasks and processes, including meeting 
agendas, deliverable templates, checklists, and forms. The Project Manager will find useful direction for 
what to do, when to do it, and how to do it, no matter what stage of the lifecycle the project is in. Each of 
the project stages is organized as follows: 
 

 Every Project Manager should have a clear understanding of this distinction because it explains 
how the project management methodology described within this document works for all types of 
projects gene-rically. The distinction between the project management lifecycle for specific 
products and services is des-cribed as an important distinction.   

 
 This Chapter can be used as a guide in managing, in relation to the project category and 

deliverables described in Chapter 3. Provides an overview of the starting, stage - 0, which usually 
occurs before a project has been assigned to a project team primarily for informational purposes. 

 

 Project purpose with a stage overview and description; 

 List of stage specific processes; 

 List of stage specific templates; 

 Project Stage Deliverables; 

 Project Stage Activities; 

 End-of-Phase Checklist. 
 
Management is the process of designing and maintaining an environment in which individuals, working 
together in groups, accomplish efficiently selected aims. These concepts are sometimes called the univer-
sality of management in which managers perform the same functions, as shown below: 
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1. The main managerial functions are: planning, organizing, staffing, leading, and controlling; 
2. Management applies to any kind of organization; 
3. It applies to managers at all organizational levels; 
4. Managing is concerned with productivity; that implies effectiveness and efficiency. 
 
Note: This guidebook is a basic and practical script intended to be both a “what to do” and a “how to 
do” guide for Project Managers through the project management life cycle phases. No process can cover 
every situation, so the Project Manager must be flexible and make good decisions based upon the 
situation in order the process doesn´t dictate or replace the use of the human brain, when the adjustment 
of the process if needed.  Don’t ever let the process or the project manage you. 
 

 
 

III. DEFINITION OF PROJECT MANAGEMENT: 
 
The Project Management Institute (PMI) defines it this way: Project Management is the application of 
knowledge, skills, tools and techniques to project activities in order to meet project requirements. Anoth-
er definition of project management could be stated simply as it is the process of bringing a project to a 
successful conclusion as efficiently and effectively as possible. It is a series of goal-oriented processes to 
produce a specific product or service. Specifically, it is concerned with getting an excellent job done:  
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 On time; 

 Within budget; 

 According to specifications and the quality needed; 

 Within the high levels of the customer satisfaction. 
 
A Balanced Project: 
 

 
 

The basic projects are typically defined using the three components of scope, time and cost. Quality is 
inside the intrinsic and extrinsic values. 
 

 Scope: Is the sum of all products and services to be provided. It includes all the work that must be 
performed to deliver the product or service (for example, tasks and activities) at the negotiated 
specification.   

 

 Time: Is the duration that is needed to complete all the associated project work (for example, 
calendar days, months or years).   

 

 Cost: Is the monetary value of the labor expended and all other direct charges that will be incurred 
during the project (for example, travel, hardware, and software). A triangular shape represents the 
relationships between scope, time, and cost. When the value of one side is changed, one or both 
of the other sides are almost always affected.  

 

 Quality: This new relationship is inside a “triple constraint,” illustrated above, when the 
relationships with all other three components are in balance with each other. 

 
1. Chapter 1: Basic Concepts: 

 
A project is a temporary endeavor undertaken to create a unique product or service. Temporary means 
every project has a definite beginning and definite end – the end being when the project’s objectives have 
been achieved. The client satisfaction, support  and maintenance results may be on-going. Unique means 
that the product or service is different in some distinguishable way from all similar products or services, 
that is, a product or service that has not been available before. 
 
a. Business Needs: Project management has become a popular means of addressing these issues. Its 
structured processes and powerful tools offer organizations more predictability, insight, and ultimately, 
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strategic control. To retain a competitive edge, companies need to improve their level of maturity in project 
management. 
 
b. Return on Investments: There is no such thing as “one size fits all” when it comes to project manage-
ment.  Every project has different constraints, requiring different levels of certainty when it comes to pre-
dicting scope, time and cost.  This is important because the amount of effort expended managing a project 
is directly related to the amount of certainty obtained.   
 
c. Horizon Lines: A project horizon line is a point in the future where you can identify, with reasonable 
certainty, the detailed sequencing of project activities. This portion of a project is considered somewhat 
predictable and stable. Beyond the horizon line lie activities that, based on the project’s current point in 
time, are unpredictable and dynamic.   
 
Every project has its own unique set of horizon lines. On a new product development project for instance; 
typically, the horizon lines are associated with the phases of the product development life cycle. However, 
horizon lines can also be located in the middle of phases due to the product type or its duration. The diffi-
culty in predicting a project’s scope, time, and cost at completion is directly proportional to the number of 
horizon lines within the project. 
 
d. Dynamic Modeling: Typically, when planning a project, a project template is generated first, defining 
one side of the triangle (scope – in the form of tasks) and then predicting the other two sides (time and 
cost). As the work begins, the realities must be recorded, and estimates to be completed, and should al-
ways be reevaluated for some subset of tasks. 
 
As a result, initial predictions may change. That's why the built initial model needs to be dynamic, so the 
designer can accommodate these types of changes frequently. This allows continuous updates to fore-
casts and "what if" scenarios, accompanied by other types of analyses. 
 
e. Baselines: A baseline is an agreement between a mediator, the client, and the project manager. It is a 
negotiated and agreed scope, addressing the time and cost of the project. These lines not only define the 
endpoint, but also define a path. Baselines are fundamental for project management, because they estab-
lish and maintain defined expectations for all shareholders associated with the project. 
 
When there is disagreement, the baselines are blocked in time and remain unchanged until another nego-
tiated agreement is established between the mediator, the client, and the project manager. Baselines are 
usually established at the end of the project planning phase and defined using an updated Go-on Charter, 
first written during the initial phase, when less is known about the details. The renegotiation process is 
known as the change control process. 
 

1.1. Management Process Groups: 
 
Horizon lines, the concept of dynamic modeling and baseline strategy are necessary to achieve positive 
results in a project management process. Typically, five individual groups of processes make up the high-
level project management process: 
 

 Initiating:  recognizes that a project or phase should begin and commits to do so. 

 Planning:  revises and maintains a workable scheme to accomplish the objectives of project. 

 Executing:  coordinates people and other resources to carry out the plan. 

 Controlling: ensures that project objectives are met by monitoring and measuring progress and 
taking necessary corrective action. 

 Closing:  formalizes the acceptance of the project or phase and brings it to an orderly end.  
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a. High-Level Management Process: The five process groups do not exist in isolation. Each one inter-
acts with one or more of the other process groups, based on the results they produce or the inputs they 
receive. Furthermore, the interaction continues throughout the life of a project, regardless of the product 
development life cycle phase. However, in real world, the true definitions are six basic processes: 
 

 Origination: All projects, products and services begin with sales, a customer contact, and then a bid; 

 Initiating: All projects, products and services begin with budget estimation; 

 Planning: All projects, products and services begin with a time scheduled program; 

 Executing: All projects, products and services begin the execution when very well defined; 

 Controlling: All projects, products and services must be controlled when in execution; 

 Closing: All projects, products and services must have a closing time definition; 
 
The project management process is the core of this project management methodology. It is the process 
that steers the project manager through the project management life cycle. During initial phases, innova-
tive and conceptual thinking are needed to comprehend needs and translate these into preliminary project 
plans and perhaps establish a monitoring project team.   
 

 
 
b. Project Phases: A collection of logically related project activities, culminate in the completion of a major 
deliverable. The word “stage” is used interchangeably with “phase” and means the same. 
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 Project life cycle: Collectively the project phases are known as the project life cycle; 

 Product and service life cycle: Natural grouping of ideas, decisions, and actions into product phases, 
from product conception to operations to product phase-out; 

 Management lifecycle: Defines how to manage a project, developing a product or controlling ser-
vices. It will always be the same, regardless of the project process lifecycle being used. 

 
1.2. Life Cycles - Phase Requirements: 

 
The Project Management Institute (PMI) is moving away from the definition of particular terms that charac-
terize “the project life cycle” to a reordering and redefinition as a “collection of phases whose numbers 
and names correspond with the needs of project performing organizations”. Different organizations have 
different needs; many project life cycles are similar (names, deliverables), but few are identical.   
 

 
 
a. Life Cycle Stages: Most projects have four, five or more phases, but some have as few as three four 
(e.g., one may treat functional design and detail design as separate phases or include both in a single de-
sign phase for new product development type projects). Understanding the concept (and the con-
sequences) is more important than any exact terminology, as illustrated in figure below: 
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During the course of a project, the project manager usually has less information concerning a project ini-
tially, but gains additional information as time passes. Related to the amount of uncertainty, evolves the 
principle that project planning is iterative and changes over time to build upon new information (less uncer-
tainty) to improve project results. The relationship of the amount of uncertainty can be viewed in terms of 
managing project risk, scope, and schedule. The amount of uncertainty changes through the course of 
a project life-cycle, as illustrated below:  
 

 
 
b. Benefits of Mature Project Management: The many benefits of mature project management include: 
 

 Products and services delivered closer to the predicted scope, time, and cost. 

 More trust in client relationships. 

 Better able to make strategic decisions at the organizational level. 

 Greater insight into the organization's activities. 

 Cleaner management of stakeholder expectations. 

 Better integration of work across departments. 

 Less unnecessary chaos for all team members. 

 Increased productivity. 

 Reduction in project time. 
 
c. Project Management and Information:  Many levels of information and flexibility are essential for 
project management. However, managers should also have good experience in general management of 
company organizations. 
 

 
 

The Project Management 

Body of Knowledge 
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Since projects are unique or temporary, involve various resources, project managers must focus on inte-
grating all of the various activities required to successfully complete the project. Most of the tasks per-
formed by a general manager or operations manager are repetitive, ongoing, and done as day-to-day ac-
tivities. The potential differences of project management in an organization can be seen below: 
 

Common Project Pitfalls Factors Affecting Project 
Success 

Benefits of Project 
Management  

Unclear objectives & changing 
Objectives 

Lack of coordination and rela-
tions 

Improved Control 

Lack of senior management  
support 

No adequacy of structure and  
control 

Improved Project  
Support Opportunities 

Lack of effective project  
integration 

Poor importance, and public 
exposure 

Improved Performance 

Inadequate funding Lack of criteria, salience, and 
consensus 

Better Customer  
Relations 

Change in business priorities Competitive and budgetary 
pressure 

Shorter Development 
Time 

Original assumptions invalid Low optimism,  
conceptual difficulty 

Lower Costs 

Ineffective team Lack of Internal capabilities Higher Quality &  
Reliability 

Lack of effective communication 
processes 

Board of directors too corpora-
tive and inefficient  

Oriented results 

Greater organizational  
complexity 

Lack of good relationship be-
tween departments 

Better Interdepart-
mental coordination 

 
2. Chapter 2 - Management of Project Cycles: 

 
There are two different life cycles that work in conjunction with one another throughout the course of every 
project. The tasks that must be completed to produce a product or a service have different project pro-
cess life cycles. Different project process or life cycles exist for specific products and services. For exam-
ple, the process life cycle to build a house is very different from the process life cycle to develop a soft-
ware package or develop a new product.   
 
a. Project Management Life Cycles: The management criteria will always be the same, regardless of the 
project process life cycle being employed. One of a Project Manager’s challenges is to understand how to 
align the specific production process life cycle with the project management life cycle. Production 
process tasks and project management tasks are concurrent and on-going, and can be associated by 
project management deliverables. The main phases are shown below:  
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b. Project Schedule: Contains both project process and project management tasks. Phases in the two life 
cycles may overlap, depending upon the project process being employed. The Project Team needs to be 
aware of the inputs and outputs of the first step life cycle and shape the next, as shown above: 
 

 Stage 0 - Project Origination: A customer needs to create a project, a product or develop a ser-
vice that can solve an internal problem or a business necessity, then; a proposal is submitted to a 
chosen Company for evaluation and selection process. Depending upon the standards and prac-
tices performed by the chosen Company, a time delay between the project’s proposal and selection 
and its actual initiation may occur. If the proposal is selected, a Project Team and a Project Man-
ager are assigned, and the project is authorized to proceed to Stage 1.  

 
 Stage 1 - Project Initiation: The Project Team and the Project Manager start working with the Pro-

ject Sponsor or even the Client, to identify the necessary resources and core-team members need-
ed to further develop the key project parameters – Cost, Scope, Schedule, and Quality (CSSQ). 
The Project Team documents all procedures in the form of an initial Project Charter, based on the 
project proposal and the “business case” completed during the Stage 0.   

 
Note: The procedure may include plans for involving and communicating with all the parties and Managers 
that are affected by the project execution, as well as, the identification of an initial set of foreseeable risks 
that can threaten the project. At the conclusion of Stage 1, based on the initial procedures and planning 
documents, the “business case” is revised and re-evaluated, in direction of a decision that can be made to 
either halt the project or proceed to Stage 2.   
 

 Stage 2 - Project Planning: Builds the project schedule, refining CSSQ and the project plan deliv-
erables. A number of key elements can be added to the project plan, including project-specific 
items, such as a change control, acceptance management and issue management, as well as, ex-
ternally-focused items, such as organizational change management and project transition. The ini-
tial list of project risks can be augmented, and other detailed mitigation plans can also be devel-
oped. The final end of stage the schedule is called as Integrated Project Plan (IPP), since it con-
tains or makes reference to all of the various planning documents being used.  

 

Note: At the conclusion of Project Planning, the “business case” is once more revised and re-evaluated 
based on the completed planning documents and again, a decision can be made to either halt the project, 
or follow to adjust the necessary resources for Stage 3 (transition and deep implementation details may 
not be fully developed in this stage).  
 

 Stage 3 - Project Execution and Control: Is where most of the resources are applied. A signifi-
cant number of extended team members may join the project at the beginning of this phase. The 
primary task of the Project Manager during the Stage 3 is to enable the Project Team to execute 
the tasks according to the defined Project Planning, communicate with other Managers, and devel-
op the product or service the project is expected to deliver.   

 

Note: The Project Manager uses the processes and plans prepared during Project Initiation (Stage 1) and 
Project Planning (Stage 2) to manage the project, while preparing the organization and the communication 
system for the implementation of the product/service and for transitioning the product/service responsibility 
from the Project Team to the Production Organization. 
 

 Stage 4 - Project Closeout: The Project Manager evaluates the performance of the Project Team 
and the Production Organization. This may be accomplished primarily by soliciting feedback from 
the Sponsor or even the Client, Suppliers, Project Team members, Consumers and stakeholders. 
The primary purpose of this assessment is to document the best practices and lessons learned for 
use on future projects. Other key project processes may also be scheduled to enable the Produc-
tion Organization to compare and evaluate the performance measurements during execution. 
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2.1. Management of Project Life Cycle: 
 
The next section of this chapter contains a listing of the Project Management Life Cycle Templates used in 
a project. The templates can be considered to roughly equate to the project management deliverables in 
the consecutive order needed. However, not all these templates will be used for every project. There are 
many project templates available to make it easier for the Project Manager. The Project Management 
Life Cycle Templates, as shown below, lists templates according to their relative project management life 
cycle order, along with brief descriptions:    Origination 
 

 
 

2.2. Project Roles and Responsibilities: 
 
a. Project Team: Also called Core-team is a group of individuals responsible for planning and executing 
the project. It consists of a Project Manager and a variable number of Project Team members, depending 
upon the requirements of the project. Usually the project team consists of a group of specialized members 
to deliver specific tasks, according to the Project Schedule.  
 
Throughout this Guidebook, reference is made to specific roles that must be performed at various times 
throughout the life of the project. The following section provides an overview of the various roles that are 
required on projects. There are many groups of people involved in the project lifecycle. However, the size 
and direct make-up of the project team depends upon the unique requirements of each project. 
 
The Project Manager is the person who is responsible for ensuring that the Project Team completes all 
phases of the project, as sketched below. The Project Manager develops the Project Plan with the team 
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and manages the team’s performance of project tasks. It is also the responsibility of the Project Manager 
to secure acceptance and approval of deliverables from the Project Sponsor and Stakeholders.  
 

 
 
b. Extended Project Team Members: on larger projects, may also serve as Team Leaders, providing 
task and technical leadership are responsible for executing tasks and producing deliverables according to 
the a life cycle template, as indicated below. The levels of effort or participation should be always well de-
fined for them, as extended project team members must be programmed and added when necessary. 
 

Life Cycle Templates Description 

0. Project Origination:  

Business Case 
Defines the business need for the project and supports the 
Project Proposal with objective analysis of the costs and 
benefits of doing the proposed project. 

Proposed Solution 
Defines the solution for how the project’s product will sup-
port the organization’s business need and strategic plan. 

Proposal Decision Notice 
Identifies the decision of the Project. Selection Committee 
and communicates that decision to the Project Sponsor and 
other Stakeholders. 

1. Project Initiation:  

Project Charter 
Provides authority to establish the project.  It is the contract 
between the Project Team and the Project Sponsor. 

Initiation Kick-off Meeting Agenda Outlines a meeting agenda for an effective kick-off meeting. 

Scope Statement 
Documents the deliverables of the project, its results and/or 
quantifiable objectives. 
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Project Schedule Worksheet A preliminary high-level schedule of the entire project. 

Preliminary Budget Estimate 
Documents a preliminary estimate of the cost to complete 
the project. 

Project Status Report 
Written by the Project Manager, this report summarizes pro-
ject activity and is issued at pre-determined intervals (week-
ly, monthly) throughout the project. 

Project Communications Plan 
Defines how often information will be disseminated, includ-
ing the format and 
media to be used to reach the desired 

Project Plan 
The compilation of Project Initiation deliverables that ulti-
mately guides the execution and control of the project. 

Project Deliverable Approval Form 
Indicates Project Sponsor acceptance of deliverables at-
tached and approval to proceed. 

2. Project Planning:  

Project Planning Kick-off Meeting 
Agenda 

Outlines a meeting agenda for an effective kick-off meeting. 

Project Budget Estimate 
Refines cost estimates based on increased detail in Project 
Scope and Schedule. 

Project Risk Management Plan  

Project Quality Management Plan 
Identifies and documents all standards for each project de-
liverables. 

3. Project Execution and Control:  

Progress Report 
Produced by each Project Team member, this report docu-
ments time spent on tasks and provides estimates of time 
needed to complete tasks. 

Project Acceptance Form 
Indicates Project Sponsor or the Client acceptance of the 
project deliverables and approval to proceed to the next 
phase of Closeout. 

4. Project Closeout:  

Project Post-Implementation Survey 
 
Necessary tools for soliciting feedback on the project. 

Project Post-Implementation Report 
Needed feedback on project effectiveness, lessons learned, 
best practices and key project metrics. 

Project Repository Table of Contents 
A suggested list of project-related materials and actions to 
be maintained. 

 
All Project Phases (Stages) & Change Management: 
 

Project Scope Change Request 
Documents and defines requested changes to the project 
scope. 

Project Change Request Log 
Documented record of scope changes. 
 

1. Risk Management:  

Risk Identification List 
List of potential risks to the project that should be used for 
evaluation, programming and planning of difficult situations. 

Probability/Impact Analysis & PI (Pro-
ject Identification) Matrix 

Assessment tools to determine the risk severity, commonly 
used in risk management planning. 

Project Risk Control Log 
Ranks risks based on the likelihood and impact of other 
happened risk occurrences, and details risk mitigation plans. 

 

c. Project Sponsor: Is a manager with demonstrable interest in the outcome of the project, where he (or 
she) is responsible for securing authority and resources for the project continuation. Ideally, the Project 

http://www.pdhcenter.org/
http://www.pdhonline.org/


www.PDHcenter.org                                            PDHonline Course P221                                     www.PDHonline.com 

 

©2013 Jurandir Primo                                                                                                                                        Page 15 of 52 

 

Sponsor should be the highest-ranking manager possible, in proportion to the project size and scope. The 
Project Sponsor provides support for the Project Manager, approves major deliverables, and signs off on 
approvals to proceed to each succeeding project phase. The Project Sponsor may elect to delegate any of 
the above responsibilities.   
 
d. Performing Organization Management (POM): Are defined members of the management team that 
may exert influence on the Project Team and may be also affected the implementation of the project and 
final product. The committees that are formed to evaluate and select proposed projects for the Performing 
Organization(s) are comprised of members of the Performing Organization’s Management. It is possible to 
have several Performing Organizations overseeing projects, as when separate Business Units each partic-
ipate at some level of stakeholder project sponsorship. 
 
e. Project Proposal Team: is a group responsible for preparing the Project Proposal in the origin phase, 
organized by the Project Sponsor. The Project Selection Committee comprises members of the Performing 
Organization(s) Management team who meet on a regular basis to evaluate Project Proposals and select 
projects for initiation. They maintain the Project Proposal rating models and project selection criteria.   
 
f. External Customers: companies that are identified to need products or services in which the interested 
company becomes the vendor.   
 
g. Internal Customers: are business units that identify the need for products or services internally where 
a defined product or project will be developed. Since it is frequently not feasible for all the Customers to be 
directly involved in the project, the following roles are identified, as below: 
 

 Internal Customer Representatives: are members of the customer community (from organiza-
tions, government companies, business units, etc.) that are identified and made available to the 
project due their subject matter expertise. Their responsibility is to accurately represent their busi-
ness units’ needs to the Project Team, and to validate the deliverables that describe the product or 
service that the project will produce.   

 
 Customer Decision-Makers: are those members of the customer community designated to make 

project decisions on behalf of organization or major business units that will be affected by the prod-
ucts or services the project will deliver. They are responsible for achieving consensus of their busi-
ness unit on project issues and outputs, and communicating it to the Project Team. Consumers in-
clude all the people that will use the products or services, and the project development. Internal 
consumers to the organizations may also be customers.   

 
 Internal Stakeholders: are people that, in any way, are affected by the new products or services 

inside the Performing Business Organization. This may include the Project Team, the Performing 
Organization Management, customers, as well as, co-workers who will be affected by the change 
in their work practices, due the new products or services. 

 
 External Stakeholders: Are all people outside the Performing Business Organization also, in any 

way, affected by the outcoming of new products or services. Consumers are buyers of products or 
services, but may also be External Stakeholders. Vendors are the sales people that provide addi-
tional products or services inside an organization, but also may be External Stakeholders.   

 
3. Chapter 3 - Flexible and Scalable: 

 
The measure of project management presence lies in the deliverables that project managers produce; well 
managed projects are usually accompanied by documentation. Exceptions of course, are small projects 
where little, yet important, documentation is needed. The method provides a model to determine project 
management deliverables, but this is only just another tool. There is no method to determine the delivera-
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bles can cover every situation. The decision concerning what project management deliverables are need-
ed should be based upon more than model results.  
 

 Section 1: Determining Project Category: 
 
The Project Category Worksheet asks a set of questions in four categories: the strategic importance of the 
project, the business risks, the technical risks, and the size of the project. Differences between the Project 
Managers decisions and the Worksheet in regards to the project management deliverables should be ex-
plainable and defendable. The results of the worksheet will determine which of five categories the project 
belongs. In general, Category 5 projects are the most complex, difficult, risky, or strategic, while Category 
1 projects are the least, as explained below:   
 

Questions: Rank 

External Projects: 
Is this an external project? (no = 1, yes = 5)  

Is the project for a new customer? (no = 1, yes = 5)  
How strategically important is the customer? (1 to 5, 1 = low)  

Does the project address a new customer segment or market? (no = 1, yes = 5)  
How important are any external alliances to the company (1 to 5, 1 = minimal)  

How critical is the project to the customer (1 to 5, 1 = low)  
Internal Projects: 

Does the project create a new product for the company? (no = 1, yes = 5)  

Does the project create a new market for the company? (no = 1, yes = 5)  
To what extent does the project enhance the company’s competitive position?   

To what extent does the project facilitate the company’s strategic direction? 

 
 Section 2:  Business Risk Ranking: 

 

Questions: Rank 

Does the company have experience with this type of project?  

Does the customer organization or culture impose a risk?  

Do the communications between the customer and the company impose a risk?  

Is the schedule inflexible, imposing a risk of slippage?  

Does our level of confidence in the proposal scope present a risk?  

Do the pricing or budgetary factors impose a risk?  

Is this an overseas project, where cultural and legal issues may impose a risk?  

Do the contract terms impose a risk?  

Is there any third-party involvement that imposes a risk?  

Do customer expectations exceed either development or delivery technology capabilities?  

Enter the highest ranking of business risk  

 
 Section 3:  Technical and Management Risk Ranking: 

 

Questions: Rank 

Are the project scope and objectives clearly defined?  

Does staffing the project impose a risk?  

Do the experience and capabilities of the project manager impose a risk?  

Does the project require significant coordination with different parts of the customer organ-
ization? 

 

Does the estimating process impose a risk?  

Does new technology impose a risk?  
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Does the use of a new development environment impose a risk?  

Does a lack of skilled resources impose a risk?  

Does the physical separation of project members or the team from the customer impose a 
risk? 

 

 

 Section 4:  Project Size Ranking: 
 

Questions: Rank 

Is the project class size based on the hours of effort?  

Is the project class size based on the budget?  

What is the higher of the two values?  
 

 Section 5:  Project Category Summary: 
 

Questions: Rank 

Does the highest rank enter in a strategic importance?  

Does the highest rank enter in a business risk?  

What is the higher of the two values?  
 

3.1. Project Strategy Worksheets:  
 

Project Managers will complete the strategic worksheet to determine the project size and then gain project 
sponsor approval as an appropriate check-and-balance procedure to determine the project management 
deliverables required for the project. The Project Category Worksheet is used to determine the project sec-
tions, as described below: 
 

 Section 1: Strategic Importance Ranking: presents a series of questions intended to determine 
the strategic importance of the project to the company. First, determine whether the project is ex-
ternal or internal, and then answer the questions for the appropriate type of project.   

 
For each “yes/no” question, enter a rank of 1 if the answer is no, and 5 if the answer is yes. For the 
other questions, determine the rank on a scale from 1 to 5. The interpretation of the scale is given 
in each question. Once the rankings are complete, scan down them and enter the highest value in 
the last row. If the highest strategic importance ranking is 4 or 5, the project can be considered 
strategically important. 

 
 Section 2: Business Risk Ranking: is used to determine the business risk ranking which presents 

a series of questions related to the business risk surrounding the project. For each question, de-
termine the degree to which the answer reflects a risk on a scale from 1 to 5 where 1 is minimal 
risk and 5 is extreme risk. 3 is moderate risk. Once the rankings are complete, scan down them 
and enter the highest value in the last row. 
 

 Section 3: Technical and Management Risk Ranking: is used to determine the technical and 
management risk ranking.  It presents a series of questions related to the technical and manage-
ment risk surrounding the project. For each question, determine the degree of risk on a scale from 
1 to 5 where 1 is minimal risk and 5 is extreme risk. 3 is moderate risk. Once the rankings are 
complete, scan down them and enter the highest value in the last row. 

 
 Section 4: Project Size Ranking: is used to determine the project size ranking. This section is 

completed by referring to categorizations of project size based upon effort and budget derived from 
the Project Size Master Table, explained below. Enter the project classes for hours and, if applica-
ble, budget as derived from the Project Size Master Table.  
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 Section 5: Project Category Summary: is a summary of the preceding four rankings. Enter the 
highest ranking from each checklist into the corresponding row. At the bottom, enter the highest of 
the four rankings.  This is the project category, which ranges from 1 to 5. 

 
As a final step, conduct a “sanity check” of the results. In particular if all the rankings but one are 
low, perhaps the classification is biased by one factor.  In such a case, reduce the project category 
accordingly. This process is not intended to be rigid; its purpose it to provide guidance to help as-
sess the significance of a project and the corresponding degree of project management that needs 
to be applied. 

 
3.2. Project Size Ranking Master Table: 

 
In the hours of effort column, look down the hours column of the Project Size Ranking Master Table. The 
number at the extreme left side of the row is the project category which should be used and entered on the 
checklist presented in Section 4: Project Size Ranking. In the following illustration, the smallest project 
took 100 hours and produced $10.000 revenue, while the largest ones took 12.000 hours and produced 
$2 million in revenue. Extrapolating, the incremental amounts are shown in the table. The highest “Hours” 
or “Budget” category number will determine the overall project size category, as the example shows below: 
 
Assuming a project estimated at 7.000 hours will produce revenues of $1.7 million dollars. Evaluating the 
columns, the first number in the hours column that is bigger than 7.000 is in the row labeled “3”, and the 
first revenue amount greater than the project’s revenues is in the row labeled “4”. Therefore, this project is 
in class 3 for effort and class 4 for revenue. Projects that are larger than the largest amount in the column 
are in category 5 and those that are smaller than the smallest amount are in category 1.   
 

Project Size Ranking Master Table Hours Revenue 

 The smallest project undertaken: 100 $10.000 
1  3.075 $507.500 

2  6.050 $1.005.000 
3  9.025 $1.502.500 

4 The largest projects undertaken: 12.000 $2.000.000 
 

3.3. Project Management Deliverables: 
 
Deliverables are documents used to help determine the extent of the expected project. Determination of 
what deliverables are mandatory and what categories provides the scalability feature of the management 
methodology. Depending upon the size of the project, the plan alone may consist of several documents 
devoted to such issues as the schedule, the budget, staffing, communications, or risks. 
 
The project category specifies which project management deliverables are required. A Project Manager’s 
job is to control the project to achieve successful results. In order to accomplish this, one of the project 
management activities is to produce documents. Plans, status reports, meeting minutes, and issues 
logs are all part of the process. The reason to standardize these forms, as much as possible, is so they 
bear resemblance to one another across projects.  
 
Obs.: Many people claim about standards as being bureaucratic and it is true that they can lead to an ad-
ministrative tangle that chokes progress, but when they are regarded as tools to simplify effort, they are 
invaluable for two reasons. First they serve as a checklist, acting as a reminder towards aspects of plan-
ning or reporting that may have been overlooked.   
 
a. Project Charter: The project charter is a document that presents the project scope and overview.  It is 
first created during project initiation and is used to guide project planning, as well as, to provide its reader 
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with a basic understanding of the project. As will all project management deliverables, the project charter is 
subject to revision as the conditions that it describes change.   
 
b. Constraints: Constraints are generally unfavorable to a project. That is, if a constraint proves to be 
true, the project suffers, if it is not true, the project benefits. The purpose of defining constraints is to be 
able to define approaches to mitigating them. 
 
c. Assumptions: Assumptions are generally favorable to a project. That is, if an assumption proves to be 
true, the project benefits, if it is not true, the project suffers. The purpose of defining assumptions is to be 
able to challenge them and to develop contingency plans should they prove to be invalid.   
 
d. Project Satisfaction Criteria: The project satisfaction criteria are a documented listing of four or five 
criteria to use to measure whether or not the project was successful. Generally, the customer and the pro-
ject manager sign the form at the start of the project to indicate agreement on the criteria, and both sign at 
the completion to indicate that the customer has conveyed the ratings to the project manager.  
 
e. Scope Statement: The scope statement provides a general description of the sum of the products and 
services to be provided by the project. It provides a common understanding of the project scope among 
stakeholders. The scope statement may also make explicit some exclusion that, based on the audience, 
would be assumed to be part of the project.  
 
f. Scope Management Plan: The purpose of the scope management plan is to describe how the scope of 
the project will be managed. It includes a list of factors that could lead to changes of scope, mechanisms 
for detecting scope changes, and procedures for changing scope. 
 
g. Work Breakdown Structure: A Work Breakdown Structure (WBS) is “A deliverable oriented grouping 
of project elements which organizes and defines the total scope of the project.” Presented as a hierarchical 
breakdown, each descending level represents an increasingly detailed definition of a component. Graph-
ically, it is a tree structure in which the elements at a lower level consist of all the activities needed to com-
plete the higher level. The process of WBS construction is time consuming: it can take hours for even a 
relatively small, simple project and for large, complex projects days and weeks may be required.   
 
h. Activity Definitions: An activity definition is a description of an activity or work package. There are two 
main purposes for the activity description: to document the activity for each team member and to serve as 
a quality check on the WBS.  Every input must be an output from a previous activity or come from a source 
outside the project, and every output must be an input to another activity or a project deliverable. Inputs 
that have no source or outputs that have no destination are usually indications of missing activities.   
 
i. Activity Dependencies: Dependencies between activities are relationships indicating the activities that 
must precede or follow other activities. There is no template for dependencies because they are shown on 
other deliverables such as a Gantt chart or a network diagram like Microsoft Project Scheduling. 
 
j. Activity Estimates: Activity estimates are of two types: duration and effort. Effort gives the amount of 
efforts that an activity will take, while duration give the elapsed time that an activity will require. There is no 
template for this deliverable because the durations and effort estimates are part of the project plan and are 
developed in project management software such as Microsoft Project. 
 
An effort estimate for an activity is the amount of work needed to complete that activity, expressed in time-
related terms such as work hours or work weeks. The estimate is independent of the number of people 
who will be working on the activity or the percentage of their time that will be committed.  At its simplest, if 
an activity will take four weeks’ effort, then completing it will take one person four weeks, two people two 
weeks, and one half-time person eight weeks.  
 

http://www.pdhcenter.org/
http://www.pdhonline.org/


www.PDHcenter.org                                            PDHonline Course P221                                     www.PDHonline.com 

 

©2013 Jurandir Primo                                                                                                                                        Page 20 of 52 

 

k. Project Schedule: The project schedule is required for all projects, but will vary in degree of formality 
from a list of activities with completion dates prepared on a word processor, to a detailed schedule pre-
sented in Microsoft Project. For our purposes, these activity definitions are activities in Microsoft Project 
Scheduling (Ms Project), defined in continuation - Project Management – Part 2. 
 
l. Schedule Management Plan: The schedule management plan presents the major milestones, factors 
that could lead to changes in the schedule, that are mechanisms, for detecting changes and procedures 
for changing he plan. The Schedule Management Plan may be a separate document or may be embedded 
in the whole Project Plan. 
 
m. Resource Requirements: Resource requirements consist of list of the skill sets that the project re-
quires and the dates on which they will be needed. There is no template for this deliverable because the 
format is variable. It may be a resource map from a project management software or a list prepared on a 
word processor or spreadsheet.    
 
n. Cost Management Plan: Presents the project costs along with factors that could lead to increased 
costs, mechanisms for detecting cost changes, and procedures for changing the plan. Cost Estimates form 
the budget of the project and are captured on cost estimate worksheets. The Cost Management Plan may 
be a separate document or embedded in the whole Project Plan. 
 
o. Project Plan: Is the central planning document and the culmination of the planning and scheduling pro-
cess. While it is common for project managers to refer to the project schedule as their plan, the schedule is 
properly just one part of the plan. The choice is up to the project manager, but in general, these and other 
components will be separate documents only for large projects. The sum total of the project plan is often 
called the Integrated Project Plan (IPP). 
 
p. Quality Management Plan: There are some basic aspects of quality management that should be pre-
sent in all projects. Whether or not there is a quality control department, the managing quality is also the 
project manager’s responsibility, also defined in the continuation of this Guidebook - Part 2. 
 
q. Role and Responsibility Assignments: It is included in the project plan. Role and responsibility as-
signments dictate the responsibilities of each team member or stakeholder for each activity. Some project 
processes that the project management methodology will integrate with already have pre-defined roles and 
responsibilities outlined, such as the Value Creation Process (VCP) and Program Management System 
processes for new product development. 
 
r. Staffing Management Plan: Project staffing follows the process of resource leveling, which is intended 
to ensure that team members are occupied to the maximum extent.  At its simplest objective, the staffing 
plan is a report taken from a project management software, when someone work (he or she) is required 
availability, and when he or she will no longer be needed on the project.   
 
s. Organization Chart: On large projects, it is desirable to prepare an organization chart for the project 
showing each team member and the team reporting and responsibility structure. This is a standard, hierar-
chical chart similar to corporate organization charts. Its value is twofold: It documents where each person 
fits into the project – something that is not always apparent on large projects – and it forces the project ma-
nager to think about how the team should be organized.   
 
t. Project Team Directory: This is simply a listing of each stakeholder with phone, fax numbers and email 
addresses. It should include all project stakeholders including key members of the customer team. The 
directory is especially valuable for external projects. 
 
u. Communications Management Plan: The communications management plan identifies all forms of 
com-munication that will be used during the project. For each communication device, such as a written 
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report, a meeting, or a newsletter, the plan will indicate the intended audience along with the purpose, me-
dium, and frequency of the communications. 
 
v. Procurement Management Plan: Is typically required for construction projects in which procurement is 
a major activity, but for many type projects, such as with IT projects, procurement is not usually significant 
enough to warrant its own plan.  
 
x. Risk Management Plan: The risk management plan presents the project risks and the events that will 
indicate that the risk can materialize or is about to do so, the actions to be taken to respond to it, and plans 
to be executed. The risk management plan may be a separate document or it may be embedded in the 
whole project plan. Risk Management Process is explained in Chapter 4. 
 
z. Risk Categorization: Includes an analysis of both potential problems and opportunities, reflecting the 
position that most risks endanger a project, some arise from a failure that should be quick recognized and 
responded to change management. Despite this, the primary focus of risk categorization must be on situa-
tions that negatively affect a project, as shown in example below: 
 

Project Categories Impacted by Risks: 

 
 

3.4. Definition of the Scope: 
 
a. Scope Change Requests: One of the mechanisms needed to manage a project scope is a change 
request form that allows making changes, only submitting a request. The Formal Acceptance of the Project 
integrates the completion acceptance to be given for a phase of the project, or the project itself.    
 
b. Project Records: Project managers are responsible for maintaining the project records, which at a min-
imum should include the project proposal and contract; the project plan and supporting documentation; 
change requests, approved and rejected, along with a log of the requests; project status reports; the pro-
ject issues log; minutes of meetings; memos, letters, and e-mail; useful project background information; 
and technical information relevant to the project manager.    
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c. Input to Performance Appraisals: One of the motivations of any good company is to seek constant 
improvements in the performance of its people, and for this reason performance review feedback should 
be given by the project manager for the project team, and by the team for the project manager. The Issues 
or Actions Log is defined to help a project manager capture issues for follow-up or small action items not 
found in the project schedule. 
 
d. Project Time Sheets: Team members are required to enter the time they spent on activities into the 
electronic time sheet system to capture actual activity costs, and together with the Performance or Status 
Reports, include the depth of information on the status reports that may vary according to the size and 
complexity of the project.   
 
e. Lessons Learned: Lessons learned should be captured at the end of each stage of a project and when 
the project is finished. The project team and manager will have acquired some more knowledge about 
what works and what doesn’t.   
 
f. Project Archives: At the close of each project, the files and records of the project should be archived. At 
a minimum, the archives should include the project proposal and contract, the project plan, project change 
requests, status reports, the issues log, legal documentation such as the contract or letter of authorization 
to proceed formal acceptance, and lessons learned.   
 
g. Meeting Agenda: There are two tools that are essential in managing meetings: a clear agenda and 
serviceable minutes. The agenda should be prepared in advance and distributed to the participants unless 
the meeting is repetitive, such as a weekly team meeting, where the agenda rarely changes. Those meet-
ings that are not documented may not be held, since cannot be evidences. 
 
h. Project Handover Form: The project handover form is a document that is useful when a project is 
handed off from the project manager to the recipients of the product at the end of the project.  
  

4. Chapter 4 – Life Cycle Stages: 
 
This Chapter provides guidance for the Project Manager to be guided on how to conduct a project through 
its entirety, or go to the specific stage of the project to reference how to manage through a particular pha-
se. A summary of how this Guidebook can be used, as follows:  
 
a. Processes List: The three major processes in this phase of the project management lifecycle are:  
 

 Develop Project Proposal: where the initial project parameters are defined; 

 Evaluate Project Proposals: where cost/benefit analysis is performed, and the projects are evalu-
ated against a set of specific business criteria;  

 Select Projects: where a consensus is reached on the project’s feasibility and relative importance 
in comparison to other proposed projects, and a decision is formally made. 
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b. Origin of the Processes: 
 

Stage 0 – Origin: 
   

 Stage 1 – Initiation:    

   
Develop Project Proposal:  Initiate the Project 

Develop Business Case  Identify Project Sponsor 
Develop Proposed Solution  Identify Project Team 

Feasibility Study  Review Historical Information 
  Establish Project Repository 

  Develop Initial Project Charter 
   

Evaluate Project Proposals:  Approve the Project Charter: 

Present Project Proposals  Gain Project Charter Approval 
Screen Project Proposals   

Rate Project Proposals   
   

   
   

Select Projects:  Conduct Kick-Off Meeting: 
Prioritize Project Proposals  Project Kick-Off Meeting 

Choose Projects   
Notify Project Sponsors   

   
   

 
4.1. Stage 0 - Project Origination: 

 
The purpose of Project Origination is to evaluate projects proposed for the next planning cycle and to re-
ach a consensus on the projects to be selected. During this phase, the strength of a project’s Business 
Case is tested, and the viability of the Proposed Solution is explored. The Project Proposal process may 
actually be part of the budget cycle, serving as the justification for budget requests. In this case, Project 
Proposals may need to be created a full budget cycle prior to the project’s anticipated initiation.   
 
Other factors that impact Project Origin include environmental health and safety requirements, governmen-
tal regulations, and legislative requirements. Each organization has its own approach to green-lighting de-
sired projects. The approach outlined below is only one of many possible variations of the evaluation and 
selection process.  
  

 The deciding body must have enough information about the merits of the project’s Business Case 
and the viability of its Proposed Solution to make a meaningful evaluation;  

 The competing projects’ merits must be evaluated and compared using a consistently applied 
methodology; 

 The selection process must take into consideration the project’s fit with the organizational mission 
and strategic plan. 

 
a. List of Roles: the following roles are involved in carrying out the processes of this phase.     
 

 Project Sponsor; 

 Project Proposal Team; 

 Project Selection Committee. 
 

Selection Criteria 

Project Selected 

Proposal Decision Notice 

Evaluation Criteria 

Evaluation Ratings 

Project Proposal 
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b. List of Deliverables: the assigned members of the Performing Organization Management prepare and 
review Project Origination deliverables. 
 

Project Origination tasks and their deliverables (or outcomes): 
 

Processes Tasks Task Deliverables 

Develop Project Proposal 

Develop Business Case Business Case 

Develop Proposed Solution Proposed Solution 

Feasibility Study 
Project Technical 
Understanding 

Evaluation Project Proposals 

Present Project Proposal 
Project Proposal  
Understanding 

Screen Project Proposals 
Proposals Removed from  
Further Consideration at  
present time 

Rate Project Proposals Evaluate Ratings 

Select Projects 
Prioritize Project Proposals Prioritized Proposals 
Choose Projects Select Projects 

Notify Project Sponsor Proposal Decision Notice 

 
 Project Proposals: The initial Business Case for the project is formulated, and all information re- 

quired for project selection is formalized in the Proposed Solution. The tasks to develop those doc-
uments should be performed not consecutively with feasibility study, but concurrently, with one 
document informing and influencing each other. 

 
 Business Cases: Provides information necessary to support the decision to launch the project at 

the end of Project Origin and to continue in subsequent phases. The cost of implementing the solu-
tion must be estimated and compared to the benefits gained, and justification for the potential pro-
ject should also depend on whether the project is consistent with the organization’s mission. 

 
 Proposed Solutions: Defines the optimal solutions to address that need, and describes how the 

solution fits into the organization’s strategic plan. The basis of time and cost estimates for the Pro-
posed Solution (expert judgment, availability of historical data on similar projects, etc.), as well as 
the accuracy of the estimates (+/- 100%, +/- 50%, etc.), should be documented. Some initial risk 
factors should be considered, along with strategies for mitigation.   

 
 Strategic Plans: Include items as a description of the product, the benefit to the performing organ-

ization, alignment with the organization’s mission and strategic plan, a high-level estimate of the 
required resources, costs and timeframes, and any other information specifically required by the 
Performing Organization for selection consideration. 

 
 Project Proposals Evaluation: Presents an approach to rating competing proposals in a methodi-

cal, impartial fashion; the results are indispensable to the success of the subsequent project selec-
tion process. The entire process of maintaining a listing of potential projects, evaluating them for 
strategic fit, and selection is called “Project Portfolio Management.”   

 
 Project Rating Matrix: generally performed by the executive management or by a group designat-

ed by the executive management (usually called a Project Selection Committee or Project Approval 
Committee). The group may meet on a regular or needed basis to perform this function, or the rat-
ing of proposals may be an integral part of the organizational strategic/tactical planning and budg-
eting process.   
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Sample Project Rating Matrix: 
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 Present Project Proposals: Should be based on the Proposed Solution and the Business Case, 
but it can take many forms, from a formal slide presentation to an informal run-through of existing 
material.  The objective is to allow the decision-makers to interact with those who best understand 
the business reasons for the initiative, within all Proposed Solutions. 

 
4.2. Stage 1 - Project Initiation: 

 
Development of the Project Charter is a pivotal starting point for the project, establishing the project defini-
tion that will serve as the foundation for all future efforts. The start of this process is marked by the Project 
Kick-off Meeting, in which the Project Manager presents the Initial Project Charter. Successful projects 
begin with a detailed project definition that is understood and accepted by Stakeholders.   
 
As part of Project Initiation, an initial Project Plan is developed, which comprises the Project Charter, with 
Cost/Scope/Schedule/Quality (CSSQ) documents, and preliminary Risk Identification. Potential problems 
are identified so that they can be addressed early in the project.  
 
Even during the Project Initiation, a high-level Project Schedule (see MS Project) is developed as a road- 
map to more detailed Project Planning and Project Execution and Control. This high-level schedule will be 
refined during Project Planning, and will serve as the primary source of information regarding project sta-
tus and progress.   
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Initiation Chart of Processes, Tasks and Deliverables: 
 

Stage 1 - Initiation  Stage 2 - Planning 

   
Initiate the Project  Prepare for Project Planning 

Identify Project Sponsor  Create the Project Plan Shell document 
Identify Project Team  Orient new Project Team members 

Review Historical Information  Kick-Off Project Planning 
Establish Project Repository   

Develop Initial Project Charter   
   

Approve the Project Charter  Perform Planning Activities & Detail the 
Project Plan 

Gain Project Charter Approval  Scope Planning 
  Scope Definition 

  Define Acceptance Management Process 
  Refine Project Charter 

  Schedule Activities & Tasks 
  Budget Project 

Conduct Kick-Off Meeting  Quality Planning 
Project Kick-Off Meeting  Human Resource Planning 

  Communications Planning 
  Risk Management Planning 

  Change Control Planning 
  Implementation Plan 

  Establish Baseline 
   

  Confirm Approval to Proceed 
  Gain Approval Signature from Project  

Approver(s) 
 

a. List of Processes: This phase consists of the following processes: 
 

 Project Preparation: where the Project Sponsor and initial Project Team are identified and work 
with the Project Manager to create the Project Charter. 

 CSSQ (Define Cost/Scope/Schedule/Quality): the Project Team defines the scope and identifies 
the preliminary budget, high-level schedule and quality standards to complete the project. 

 Risk Identification: the Project Team begins to identify and document any risks associated with 
the whole project. 

 Initial Project Plan: the Project Team identifies all Stakeholders and documents their involvement 
in the project, develops means of communicating with them, and compiles all documentation creat-
ed during Project Initiation to produce the Initial Project Plan. 

 Approval to Proceed to Next Phase: the Project Manager reviews and refines the Business 
Case, secures resources required for Project Planning and prepares the formal acceptance pack-
age for review and approval by the Project Sponsor. 

 
b. List of Project Initiation Tasks: This phase defines the following processes: 
 

 Project Charter;    

 Initiation Kick-off Meeting Agenda;   

 Scope Statement; 

Initial Project Charter 
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 Preliminary Budget Estimate; 

 Assumptions Checklist; 

 Constraints Checklist; 

 Project Satisfaction Criteria. 
 

Project Initiation Tasks and Their Deliverables: 
 

Processes Tasks Task Deliverables  

Prepare for the Project Identify Project Sponsor Project Sponsor 
Identify Initial Project Team Project Team 

Review Historical Information Information Reviewed 
Develop Initial Project Charter Initial Project Charter 

Conduct Project Kick-off Meeting Kick-off Meeting 
Establish Project Repository Project Repository 

Define CSSQ Define Project Scope Scope Statement 
Develop High-Level WBS & 

Schedule 
High-Level WBS & Schedule 

Identify Quality Standards Quality Management Plan 
Establish Project Budget Preliminary Budget Estimate 

Perform Risk Identification Identify Risks Risks and Impacts 
Risk Identification List of Risks 

Develop Initial Project Plan Identify & document stakeholder 
involvement 

Description of Stakeholder in-
volvement 

Develop Communications Plan Communications Plan 
Compile All Information to Pro-

duce the Initial Project Plan 
Initial Project Plan 

Confirm Approval to Pro-
ceed to the Next Phase 

Review/Refine Business Case Refined Business Case 
Prepare Formal Acceptance 

Package 
Approval Form 

Gain Approval of Project  
Sponsor 

Approval Form approved 

 
c. List of Roles: The following roles are involved in carrying out the processes of this phase.   
 

 Project Manager 

 Project Sponsor 

 Project Team Members 

 Customer 

 Customer Representatives 

 Stakeholders 

 Performing Organization 
 
d. List of Deliverables: Fall into three categories of importance and formality: 
 

 Phase: Main deliverables approved by the Project Sponsor or a designated alternate that allows 
the project to proceed to the next phase. 
 

 Process Decisions: Drafts of major deliverables or minor deliverables that may or may not require 
a formal sign-off but nevertheless must be reviewed by Project Team members, Customer Deci-
sion-Makers, and the Project Sponsor. 
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 Tasks: Drafts of process deliverables or works-in-progress verified within the Project Team, and 
may or may not be reviewed by the Project Sponsor or Customer Representatives.   

 

 Project Preparation: The Project Manager must ensure that the Performing Organization’s expec-
tations and all available project information are effectively conveyed to the Project Team. This can 
be done collaboratively with the Performing Organization’s management team. 

 

 Project Team: Names of the individuals needed to complete Project Initiation tasks will be docu-
mented in the Project Charter with definition of the skills required to perform the complete project. 
After team members are identified, the Project Manager should provide them with a project orienta-
tion and review with individual team members their current and future roles on the project.   

 

 Project Charter: Is a document with critical success factors, which define and secure commitment 
for the resources required to complete the Project Initiation. The charter also documents the pro-
ject’s mission, history, background and describes the business problem the project is intended to 
resolve. Information compiled during Project Origination is applied in the development of the Pro-
ject Charter. The Project Charter contains the following sections; background; objective; critical 
success factors; required resources; constraints and authority; 

 

 Kick-off Meeting: Is the event that formally marks the beginning of the project assembling the en-
tire Project Team and the Customer Team. It is most likely the first opportunity for the Project 
Sponsor to discuss his/her vision of the project, demonstrates support, and advocate project suc-
cess. The Project Team members are introduced to each other and given the opportunity to dis-
cuss their areas of expertise and how they will contribute to the project.  

 

 Project Repository: Creates a central point of reference for those developing project definition 
documents and provides an audit trail documenting the history and evolution of the project. All rele-
vant project-related material, documents produced, decisions made, issues raised and corre-
spondence exchanged must be captured for future reference and historical tracking, kept as hard 
copy in a binder or notebook, or electronic files and email folders. By the end of the project, a pro-
ject repository may include the following materials:  

 

 Project Proposal and supporting documentation, including the Business Case; 
 Project description/definition documents such as the Project Charter, the Cost, Scope, Schedule 

and Quality (CSSQ), and the Project Plan; 
 Any working documents or informal documents defining CSSQ of the project; 
 Project Schedules (baseline and current); 
 Project financials; 
 Project Scope changes and requests log; 
 Project Status Reports; 
 Team member Progress Reports and monthly timesheets; 
 Action Items - Issues log and details (open and resolved); 
 Project acceptance documentation; 
 Product Information; 
 Risk identification/model documentation and Risk Management plan; 
 Change Management Plan and Change log; 
 Audit results, if encountered; 
 Correspondence, including any pivotal or decision-making memos, letters, email…etc.; 
 Meeting notes, results, and/or actions. 

 

 Schedules: Depending upon the size of the project, the plan alone may consist of several docu-
ments as the schedule, budget, staffing, communications and risk documents. The project’s deliv-
erables, results and critical success factors, also defines what is out of scope.   
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 High-Level Project Work Breakdown Structure (WBS) and Life Cycle: Should be reviewed and 
approved by the Project Sponsor and Customer Decision-Makers. The WBS and Schedule will be 
refined and completed during the Planning Phase.   

 
High-Level Work Breakdown Structure (WBS) and Life Cycle: 

 

 
 

 Quality Management Plan: Implements quality standards and detailed documents, based on the 
needs of the project. Structured tools or checklists can be used to ensure that all quality measures 
have been considered.  It may be a complex, industry-standard tool, or a simple “To Do” list.   

 

 Quality Standards: Quality standards should be identified and documented, to determine if deliv-
erables are being produced to an acceptable quality level. Additional information discovered when 
defining your project approach (e.g., your materials acquisition strategy) that is above and beyond 
that contained in the scope statement may aid in identifying quality standards. Research of past 
projects that implemented similar quality standards can also be helpful.  

 

 Project Budget: The budgeting tools may be simple spreadsheets or complex mathematical mod-
eling tools and the Project Manager should always keep notes on how this preliminary budget was 
derived. Cost estimating checklists help to ensure that all preliminary budgeting information is 
known and all bases are covered. Methods by which staff and products are acquired may directly 
affect the budgeting process. The Project Manager needs to be aware of existing resource acquisi-
tion policies, guidelines, and procedures.  
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 Preliminary Budget Estimate: Is a preliminary estimate of the cost to complete the project. 
 

 CSSQ (Cost, Scope, Schedule, and Quality): Is project’s quadruple constraints and the main 
purpose is to define the project scope; develop the high-level schedule; identify the quality stand-
ards; establish the project budget. 

 
e. Project Plan Documents Summary: All documents started during Initiation will be refined and elabo-
rated upon during the Planning phase, as illustrated below: 
 

Project Plan Documents Summary: 
 

Documents to be Created in  
Project Initiation 

Documents to be Created  

Preliminary Project Charter Refined Project Charter 

Initial Project Scope Statement Refined Project Scope 
Project Schedule Worksheet (High – Level 

WBS & List of Tasks) 
WBS & Project Schedule 

Project Quality Management Plan Refined Project Quality Management Plan 
Preliminary Budget Estimate Project Budget 

List of Risks Risk Management Plan & Risk Log 
Description of Stakeholder Involvement Refined Description of Stakeholder  

Involvement 
Communications Plan Refined Communications Plan 

 Scope Management Plan with Change Con-
trol Process 

 Acceptance Management Process 

 Issue Management and Escalation Process 
 

 Initial Project Plan: Is a collection of information used to describe the environment that will govern 
the project. The Project Plan is an evolving set of documents - new information will continue to be 
added and existing information will be revised during Project Planning. 

 

 Communications Plan: The communication process must be bi-directional. The Project Manager 
must provide details to the team and the stakeholders regarding the communications he/she ex-
pects to receive, and document these requirements in the plan and determine the best and most 
cost effective way in which the requirements can be met, and record the information in a formal, 
approved document. 

 

 Develop High-Level Schedule: Means determining the start and end dates for all tasks required 
to produce the project’s product, and the project management deliverables. This information still 
provides insight into preparing the first draft of a Project Schedule.  
 

 Work Breakdown Structure (WBS): Is a very useful work product that a Project Manager should 
create to facilitate development of a Project Schedule. The WBS is not static - the Project Manager 
should work with the Project Team during each project lifecycle phase to refine the WBS and use it 
as input to refining the Project Schedule.   

 

 Document Stakeholders' Involvement: All stakeholders involved on the project should be identi-
fied. In defining the high-level schedule for CSSQ, a preliminary list of roles required for the project 
should be produced. This list may be useful when creating the list of documents needed to perform 
the tasks leading to the desired project outcome and the responsibilities for each role. The earlier 
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the Project Manager can identify stakeholders cooperation, the better are the chances of good in-
fluencing for the work.   

 

 Information to Produce Initial Project Plan: Every information may be refined and supplemented 
in project phases as the Project Team becomes more knowledgeable about the project and its def-
inition, since the Project Plan is not a static document; it requires iterative refinement. Consists of 
the following information; project charter; CSSQ; list of risks; description of stakeholders involve-
ment; communications plan. 

 

 Risk Identification: The Project Team should always try to anticipate any possible events, obsta-
cles, or issues that may produce unplanned outcomes during the course of the project. Techniques 
and tools available to identify risk include: brainstorming, fish bone diagrams and risk checklists. 
Risks to both internal and external aspects of the project should be assessed using various risk 
identifying techniques as defined according to the project environment. 

 

 End-of-Phase Checklist: This check list is a spreadsheet to ensure that all requirements of the 
phase are met. As each item is completed, should be indicated its completion date. When an item 
is not elected to be complete on the checklist, indicate the reason and describe how the objectives 
of that item will be met.  

 

Item Description 
Category Level Completion 

Date Comments 
Reason for NOT 

Completing 1 2 3 4 5 

 
Prepare for the Project: 

        

Identify and assign the  
Project Manager 

        

Identify and appoint the  
Project Sponsor 

        

Identify Project Team  
Members 

        

Identify Customer  
Representatives 

        

Review historical  
Information: 

        

Document how issues were 
resolved and decisions 
made 

        

Review Project Charter  
template 

        

Work with Project Sponsor 
and Project Team to gain 
consensus on project  
expectations 

        

Write the Project Charter 
document 

        

Schedule time and location 
of Kickoff meeting 

        

Invite appropriate  
Attendees: 

        

Prepare meeting  
presentation and agenda 

        

 
 

http://www.pdhcenter.org/
http://www.pdhonline.org/


www.PDHcenter.org                                            PDHonline Course P221                                     www.PDHonline.com 

 

©2013 Jurandir Primo                                                                                                                                        Page 33 of 52 

 

Item Description 
Category Level Completion 

Date Comments 
Reason for NOT 

Completing 1 2 3 4 5 

Define CSSQ:         
Write the Project Scope 
Statement 

        

Create preliminary list of 
roles and skills required 

        

Complete the Project 
Schedule Worksheet 

        

Create High-Level Schedule         

Identify organization’s exist-
ing quality standards, if any 

        

Identify and document  
quality standards for each 
deliverable 

        

Develop staff and materials 
acquisition plans 

        

Estimate costs of all  
resources 

        

Calculate the preliminary 
project budget estimate 

        

Perform Risk Identifica-
tion: 

Category Level Completion 
Date Comments 

Reason for NOT 
Completing 1 2 3 4 5 

Solicit input on risk identifica-
tion from Project Team,  
Project Sponsor, and  
Customer Representatives 

        

Analyze scope, charter, his-
torical information 

        

List all risks identified         

Confirm Approval to Pro-
ceed to Next Phase: 

        

Review and refine the Initial 
Business Case 

        

Review all other deliverables 
from Project Initiation 

        

Obtain buy-in from other 
managers 

        

Organize deliverables into 
package 

        

Prepare formal approval 
form 

        

Present approval package to 
Project Sponsor for  
signature 

        

Resolve any issues         
Update package as needed 
to resubmit to Project  
Sponsor 

        

Get Approval Signature:         
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4.3. Stage 2 - Project Planning: 
 
The main purpose of Project Planning is to define the exact parameters of a project and ensure that all the 
pre-requisites for Project Execution and Control are in place. Project Planning builds upon the work per-
formed during Project Initiation and all information to produce the Initial Project Plan.  
 
As referenced above, the Work Breakdown Structure (WBS) is a very useful work that should be always 
created to facilitate development of a Project Schedule. The project definition and scope should be always 
validated with the appropriate Stakeholders, starting with the Project Sponsor and Customer Decision-
Makers. The list for Stage 2 - Project Planning is: 
 

 Project Planning Kick-off Meeting Agenda; 
 Communication Plan;  
 Cost Estimate Worksheet; 
 Project Estimating; 
 Cost Management Plan; 
 Project Plan; 
 Scope Management Plan. 

 
Planning Chart of Processes, Tasks and Deliverables: 

 

Stage 2 - Planning  Stage 3 - Execution & Control 
   

Prepare for Project Planning  Launch Project 
Create the Project Plan Shell document  Orient Extended Team Members 

Orient new Project Team members  Review Outputs of Project Planning 
Kick-Off Project Planning  Kick-Off Project Execution & Control 

   
   

Perform Planning Activities and De-
tail the Project Plan 

 Manage Project Execution & Con-
trol 

Scope Planning  Manage Project Scope 
Scope Definition  Manage Project Schedule 

Define Acceptance Management Pro-
cess 

 Implement Quality Control 

Refine Project Charter   

Schedule Activities & Tasks  Manage Project Budget 
Budget Project  Monitor and Control Risks 

Quality Planning  Manage Change  Control Process 
Human Resource Planning  Manage Acceptance of Deliverables 

Communications Planning  Manage Issues 
Risk Management Planning  Execute Communications Plan 

Change Control Planning  Manage the Project Team 

Implementation Plan  Manage Project Implementation 
Establish Baseline   

   
Confirm Approval to Proceed  Gain Project Acceptance 

Gain Approval Signature from Project 
Approver(s) 

 Conduct Final Status Meeting 

  Gain Acceptance Signature from 
Project Approver(s) 

Integrated Project Plan 

Approval 
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The Initiation deliverables – CSSQ and Initial Project Plan – are further developed, enhanced, and refined, 
until they form a definitive plan for the rest of the project.  Additional Project Team members are brought 
on board and familiarized with the project objectives and environment, and additional resources are ready 
to be brought in following the finalized staff and material acquisition plans. This phase consists of the fol-
lowing processes: 
 

 Project Planning Kick-off: The Project Manager conducts a meeting to formally begin the Project 
Planning phase, orient new Project Team members, and review the documentation and current sta-
tus of the project. 

 

 CSSQ: The Project Team refines the cost, scope, schedule and quality components of the project 
to more accurately reflect the additional information learned about the project. 
 

 Risk Assessment: The Project Team and Project Manager review the list of risks identified in Pro-
ject Initiation, identify new risks, evaluate each risk based on the likelihood of its occurrence and 
magnitude of its impact, and develop a plan to respond to each risk. 

 

 Project Plan: Additional management procedures (Change Control procedure) and plans (e.g. 
Risk Management Plan, Scope Management Plan) are developed and all updated documents cre-
ated during Project Planning are compiled into the Project Plan to be utilized in Project Control.  

 

 Approval to Proceed to Next Phase: The Project Manager reviews and refines the Business 
Case, secures resources required for the Project Execution and Control phase and prepares the 
formal acceptance package for review and approval during a Stage Gate Review by the Project 
Sponsor and possibly a decision making body such as a Project Approval Committee. 

 
Project Planning Tasks and Deliverables: 

 
Processes Tasks Task Deliverables 

Conduct Project Plan-
ning Kick-off 

Orient New Project Team Members Team Members Oriented 
Review Outputs of Project Initiation 

and Current Project Status 
Project Outputs Reviewed 

Kick Off Project Planning Kick-off Meeting Agenda 
and 

Kick-off Meeting Notes 

Refine CSSQ Refine Project Scope Scope Statement 
Refine WBS & Schedule WBS & Schedule 

Refine/Define Quality Standards and 
Quality Assurance Activities 

Quality Management Plan 

Refine Project Budget Project Budget 

Perform Risk Assess-
ment 

Identify new Risks & Update existing 
Risks 

Risk Log 

Quantify Risks Risks Log 
Develop Risk Management Plan Risk Management Plan 

Refine & Finalize Project 
Plan 

Develop Scope management Plan with 
Change process 

Scope Management Plan 

Refine Communications Plan Communications Plan 

Establish Time and Cost Baseline Time and Cost baselines 
Confirm Approval to 
Proceed to the Next 

Phase 

Review/Refine Business Case Refined Business Case 

Prepare Formal Acceptance Package Approval Form 

Gain Approval of Project Sponsor Approval Form approved 
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a. List of Roles: The following roles are involved in carrying out the processes of this phase, such as, 
Project manager; Project sponsor; Project team member; Customer; Customer decision-maker; Customer 
representative; performing organization management; other stakeholders. 
 

 Refine Project Scope: it is important to remember that refinements to the Project Scope must in-
clude discussions and interviews with the Customer and other appropriate Stakeholders. The 
scope document, therefore, will reflect a mutual agreement between all parties. This process in-
cludes a description of the means by which scope will be managed and how changes to scope will 
be handled. The Project Change Control Process Guide and Procedure is intended to make this an 
easier process to follow by standardizing it across projects.   

 

 Refine Project Schedule: Deliverables illustrated in the Work Breakdown Structure should be bro-
ken into smaller components. A good rule of thumb to follow is the “eighty-hour rule”: if the task re-
quires more than two weeks duration to complete, it should be broken down further. This provides 
a solid basis for estimating level of effort, task planning, assignment of work, and measurement of 
performance in Project Execution and Control. The Project Manager must recognize the links 
among tasks to be defined as below:   

 
 Mandatory dependencies: Inherent to the type of work being done and cannot be changed, no 

matter how many individuals are working on a task or how many hours are allocated to a task. The 
Project Manager must recognize mandatory dependencies since they will dictate the way certain 
pieces of the schedule will need to be structured. 

 
 Discretionary dependencies: Defined by the Project Team, for example, may be required to use 

an in-house “best practice” to complete an activity that forces other activities to be completed in a 
specific sequence. 

 
 External dependencies: May be dependent upon an outside vendor delivering a piece of equip-

ment. This is something neither the Project Team nor the Customer can control, but it must be de-
fined and considered when revising the schedule. 

 
b. List of Deliverables: Project deliverables in this phase is inside three categories of importance and 
phase deliverables are the major deliverables commonly signed by the Project Sponsor. Sometimes a des-
ignated alternate to Project Management allow gaining approval to proceed to the next phase. 
 

 Process deliverables: Drafts of major deliverables or minor deliverables that may or may not re-
quire a formal sign-off but nevertheless must be reviewed by Project Team members, Customer 
Decision-Makers, and the Project Sponsor.  

  

 Task deliverables: Drafts of process deliverables or works-in-progress that are verified within the 
Project Team, and may or may not be reviewed by the Project Sponsor or Customer Decision-
Makers. Each task culminates with the production of one or more tangible deliverables, which al-
lows the Project Manager to monitor project progress using concrete and real results.   

 

 Project Planning Kick-Off: It ensures that the project remains on track and focused on the original 
business need. New Project Team members are thoroughly prepared to begin work, the current 
project status is reviewed, and all prior deliverables are re-examined. All deliverables produced 
during Project Initiation are used in Project Planning. 

 

 Kick-Off Project Planning: A meeting is conducted to kick off Project Planning. At this meeting 
the Project Manager presents the main components of the Initial Project Plan for review. To high-
light the Project Planning kick-off includes: 
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 Introduction of new team members; 
 Roles and responsibilities of each team member; 
 Restating project background and objective(s); 
 Most recent Project Schedule and timeline; 
 Identified risks; 
 Communications plan; 
 Current project status, including open issues and action items. 

 

 New Project Team Members: Is to enhance the ability of new team members to contribute quickly 
and positively to the project’s desired outcome. The Project Manager (or Team Leader, if appropri-
ate) must convey to each new team member, in a one-on-one conversation, what his/her role and 
responsibilities are related to the project.   

 

 Review Outputs of Project Initiation and Current Project Status: This is a checkpoint process, 
which has been produced to analyze what will most likely be refined as Project Planning takes 
place. It is especially useful for any new members joining the team during this phase.   

 

 CSSQ: Each section of the CSSQ, during Project Planning, will be refined, as more information be-
comes known about the project. The CSSQ is not static and some of the components will continue 
to change throughout the life of the project.   

 
c. Project Schedule Revision: 
 

 Calendars: the hours and days when project work is allowed, including seasonal restrictions, holi-
days, labor contract restrictions, and vacation or training schedules.  

 

 Constraints: completion dates for project deliverables mandated by the Project Sponsor, Custom-
er, or other external factors, which will most often be known early in the project and there may be 
financial, legal, or other constraints that help dictate a project’s timeline. 

 

 Refine Quality Standards and Assurance: specific types of deliverables are performed by a sep-
arate Quality Assurance Department. If an organization does not have the luxury of a Quality As-
surance Department, the required activities will need to be performed by designated Project Team 
members or Customers. Examples of quality assurance activities include: 

 
 Collecting project documentation; 
 Conducting audits; 
 Verifying business requirements; 
 Performing testing. 

 

 Refine Project Budget: All costs must be considered including the cost of human resources, 
equipment, travel, materials and supplies. The following project components must be taken into ac-
count the schedule created during Project Initiation has been revised during Project Planning to in-
clude more detail and greater accuracy regarding project activities, tasks, and durations.  

 

 Staff Acquisition: The Project Manager must identify additional staffing requirements.  Strategies 
defined in Project Initiation need to be changed accordingly.   

 

 Resource Requirements and Costs: At this point in the project, a more detailed understanding of 
the resources required to perform the work and their associated costs is most likely known and can 
be used in refining the budget. 
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 Materials Acquisition: If changes have occurred, the product acquisition strategies need to be 
changed accordingly. The Project Manager must update the Project Schedule to include all tasks 
needed to acquire equipment, materials, and other non-human resources.   
 

 Preliminary Budget Estimate: The more detailed cost estimates its better for the project defined 
in the Project Schedule. The Project Manager can use cost estimating checklists to ensure all pre-
liminary budgeting information is known and all bases are covered. 

 

 Cost Management Plan: On large projects Project Team may want to implement this plan to clari-
fy how costs will be managed in a project.   

 

 Project Budget: It includes the cost of all required human resources, equipment, travel, and sup-
plies, and the anticipated timing of expenditures. 

 
d. Perform Risk Assessment: The goals of Risk Assessment are to predict the likelihood that a risk will 
occur, to quantify its potential impact on the project, and to develop plans for risk management. Risks doc-
umented during Project Initiation should be reassessed during Project Planning. 
 

 Risk Management Plan: Each case will require a decision by the Project Team. Since each risk 
may have more than one impact, the Risk Management Plan must describe the actions to be taken 
to avoid, mitigate or accept each risk impact, including contingency plans. It should also specify the 
individuals responsible for the mitigation actions or contingency plan execution.   

 
Risk Management Key: 

 

 
 

 Risk Management Log: Attention should be directed to those risks most likely to occur, with the 
greatest impact on the outcome of the project. On the other hand, a conscious decision can also be 
made by the Project Team to accept or ignore certain risks. These decisions must be documented 
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as part of the Risk Management Plan, for subsequent re-evaluations. Then, the Risk Management 
Log will be recorded, as shown below: 

 
 Category: Scope, Cost, Schedule, Quality, Management, Resources; 
 Description: Concise  description of the risk identified; 
 Risk Probability: 1-Very Unlikely, 2-Somewhat Likely, 3-Likely, 4-Almost Certain; 
 Risk Severity: 1-Low,  2-Medium, 3-High, 4-Very High; 
 Frequency of Occurrence: Infrequent, Frequent, One Time, The Date; 
 Mitigation Plan/ Contingency Plan Scheduled Actual Date: Actual date of actions. 

 

 Quantify Risks: There are many tools available to quantify risks as shown above. The Project 
Team members evaluate each risk identified in terms of occurrence and magnitude of impact upon 
the project, process called as “Probability and Impact Analysis.”  There are four levels of severity 
determined from multiplying the risk probability to its impact: low, medium, high, and very high, as 
identified in figure below. These measurements are used as input into the Risk Management Log 
for further analysis when determining how the risk threatens the project. This will vary depending 
upon the specific project. 

 
e. Communications Management Process: As a project progresses, certain events may occur that alter 
the way information is accessed or change communication requirements. For example, a change in per-
sonnel may dictate a change in the frequency of communications, determined that any portion of the plan 
is no longer applicable, the Project Manager must develop appropriate revisions to the plan. 
 

 
 

 Communications Control: Depending on the project, communications may be very informal or 
highly sophisticated. When deciding how to manage communications on a project, a Project Man-
ager solicits information from the Project Team and Stakeholders and together they decide: 

 
 Information Collected: How project information will be collected and stored, and what procedures 

will be followed to disseminate the information. If an electronic filing structure will be used, some-
one must be responsible for its setup and maintenance. 
   

 Internal Stakeholders: Communication channels currently established in the organization should 
be used. The distribution structure for External Stakeholders must take into account how the par-
ticular Stakeholder group will be affected by this project.  
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 Information Sources: Information requiring communication comes from different sources. Some-
times it is already documented in hard copy or electronic form, but sometimes it is conveyed during 
formal meetings, informal gatherings, or simple conversations. Some sources of project information 
that may require communication include; Status meetings; Status reports; Memos; Newsletters; 
Executive correspondence; Meeting notes; Executive meetings; Steering committee meetings. 

 
 Establish Time and Cost Baseline: Using the Project Schedule (Microsoft Project), a baseline is 

captured, the time and cost baseline becomes part of the Project Plan. As the project progresses, 
subsequent schedules may be compared to the baseline version to track project performance. 
When the baseline is revised as a result of scope change, the Project Team should be sure to save 
the original for historical purposes. 

 

 Project Implementation and Transition Plan: Must include all the necessary activities to perform 
and procedures to follow to ensure a smooth and satisfactory hand-off and is a part of the overall 
project plan. When planning the implementation and transition, the Project Team must consider the 
impact the resulting product will have on the Performing Organization and Consumers.  
 

 Project Manager Tasks: Needs to define and document a plan to implement the product, and 
should consider, to ensure the organization will be ready to receive the product may include acquir-
ing the necessary physical space, installing appropriate software, obtaining the appropriate building 
permits, etc. How and when the Customer will test and accept the product and confirm and author-
ize its implementation. The plan must define which of the Customer(s) require training, the level of 
training necessary, who will provide the training, and when it will occur.   

 

 Revise Project Plan: Is the main deliverable of the Project Planning Phase, incorporating the re-
vised outputs of all other Project Planning components. The document should now be thorough 
and accurate enough to be used as the main guide to follow during Project Execution and Control. 
At the end of Project Planning, the Project Plan should contain the following: 

 
 Project Charter; 
 CSSQ (Cost, Scope, Schedule, Quality); 
 Risk Management Log 
 Description of Stakeholder Involvement; 
 Communications Plan; 
 Change Control Process (outlined in the Scope Management Plan); 
 Time and Cost Baseline. 

 
4.4. Stage 3 - Project Execution and Control: 

 
The main purpose of Project Execution and Control is to develop the product or service that the project 
was commissioned to deliver. Typically, this is the longest phase of the project management lifecycle, 
where most resources are applied. Project Execution and Control utilizes all the plans, schedules, proce-
dures and templates that were prepared and anticipated during prior phases.   
 
a. List of Roles: The following roles are involved in carrying out the processes of this phase. The detailed 
descriptions of these roles can be found in the Stage 2 – Project Planning. The Project Execution and 
Control differs from all other phases in that, between phase kick-off and project acceptance, all processes 
and tasks occur concurrently and repeatedly, and continue almost the entire duration of the phase. Thus, 
the earlier concept of a “process deliverable” is not applicable to this phase, and even task deliverables 
are mostly activities, not products.   
 

 Manage Project Execution: The purpose of Manage Project Execution is to manage every aspect 
of the Project Plan as work is being done to make certain the project is a success. This process is 
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performed concurrently with the Manage CSSQ and Monitor and Control Risks processes.  The 
tasks in this process are performed concurrently and repeatedly as various aspects of the product 
of the project are constructed, tested, and accepted. 

 
Project Execution & Process Diagram: 

 

Stage 3 - Execution & Control  Stage 4 - Closeout 
   

Launch Project  Conduct Post-Implementation 
Review 

Orient Extended Team Members  Solicit Feedback 

Review Outputs of Project Planning  Conduct Project Assessment 
Kick-Off Project Execution & Control  Prepare Post Implementation Re-

port 
  Archive Project Information 

   
   

Manage Project Execution & Control  Perform Admin Closeout 
Manage Project Scope  Provide Performance Feedback 

Manage Project Schedule  Archive Project Information 
Implement Quality Control   

   
Manage Project Budget   

Monitor and Control Risks   
Manage Change  Control Process  Archived Project Repository 

Manage Acceptance of Deliverables   
Manage Issues   

Execute Communications Plan   
Manage the Project Team   

Manage Project Implementation   

  Project Completion 
   

Gain Project Acceptance   
Conduct Final Status Meeting   

Gain Acceptance Signature from Project 
Approver(s) 

  

 

 Records: The conclusion of this phase arrives when the project installation is fully developed, test-
ed, accepted, implemented and transitioned to the Performing Organization. Accurate records need 
to be kept throughout this phase. They serve as input to the final phase, Project Closeout. This 
phase consists of the following records: 

 
 Project Execution and Control Kick-off: when the Project Manager conducts a meeting to for-

mally begin the Project Execution and Control phase, orient new Project Team members, and re-
view the documentation and current status of the project. 
 

 CSSQ: implementation of Quality Assurance and Quality Control processes according to the Quali-
ty standards, and control and manage costs as established in the Project Budget. 

 
 Monitor and Control Risks: when the Project Team utilizes the Risk Management Plan prepared 

in previous phases, and develop and apply new response and resolution strategies to unexpected 
eventualities. 

Approval 

Project Documents 
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 Manage Project Execution: when the Project Team must manage every aspect of the Project 
Plan to ensure that all the work of the project is being performed correctly and on time.   

 
 Gain Project Acceptance: when the Project Manager, Customer Decision-Makers and Project 

Sponsor acknowledge that all deliverables produced during Project Execution and Control have 
been completed, tested, accepted and approved, and the project has been successfully transi-
tioned to the Performing Organization. 

 

 Change Control Process: During Project Planning, the Project Manager, Project Sponsor, and 
Customer agreed on a formal change control process that was documented and included in the 
Project Plan, and sometimes in a separate Scope management Plan. The change control process 
(See the Project Change Control Process Guide and Procedure) describes: 

 
 The definition of change and how to identify it; 
 How requests for change will be initiated; 
 How requests for change will be analyzed to determine if they are beneficial to the project; 
 The process to approve or reject change requests; 
 How funding will be secured to implement approved changes. 

 

 Project Execution: The need for change is usually discovered during Project Execution, as actual 
task work is being performed. It is during Execution that the Project Team may discover their origi-
nal effort estimates were not accurate and will result in more or less effort being required to com-
plete their work. It is also during Execution that the Project Sponsor or Customer may realize that, 
despite their best efforts to thoroughly document the Project Scope, the product being produced is 
not exactly what they need.  It is the responsibility of the Project Manager to keep a close watch on 
factors that could introduce potential “scope creep” and take proactive steps to prevent it from oc-
curring, or to manage it as it occurs. 

 

 Project Acceptance: The purpose of Project Acceptance is to formally acknowledge that all deliv-
erables produced during Project Execution and Control have been completed, tested, accepted, 
and approved by the project’s Customers and the Project Sponsor, and that the product or service 
the project developed was successfully transitioned from the Project Team to the Performing Or-
ganization. Formal acceptance and approval also signify that the project is essentially over, and is 
ready for Project Closeout. A final review will be conducted during a Stage Gate Review, where the 
project stage will either be approved to move into the Closeout phase of the project or not be ap-
proved.  A project can also be redirected, with new objectives. 

 

 Final Status Meeting: Once the product of the project has been successfully transitioned to the 
Performing Organization, the Project Manager should prepare the final status report and conduct 
the final status meeting. The Project Schedule must be up to date for all completed project and pro-
ject management lifecycle phases. This is the final opportunity for all participants to confirm that the 
product of the project has been successfully developed and transitioned. Any outstanding issues or 
action items must be transitioned from the Project Team to the Performing Organization.  

 
4.5. Stage 4 - Project Closeout: 

 
The main purpose of the Project Closeout is to assess the project and derive any lessons learned and best 
practices to be applied to future projects. The review may start with a survey designed to solicit feedback 
on the project from the Project Team, Customers, Consumers and other stakeholders. Once feedback has 
been collected and evaluated, an assessment meeting is conducted to derive best practices and formulate 
lessons learned to inform future efforts.   
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a. List of Roles: The following roles are involved in carrying out the processes of this phase.  The detailed 
descriptions of these roles can be found in Stage 2 – Project Planning Project Manager. 
 

Project Closing tasks and their deliverables (or outcomes): 
 

Processes Tasks Task Deliverables 
Conduct Post Implementation 

Review 
Solicit Feedback Post-Implementation Survey 

Conduct Project Assessment Project Assessment Meeting 
Prepare Post Implementation 

Report 
Post Implementation Report 

with Lessons Learned 

Perform Administrative  
Closeout 

Provide Performance Feedback Performance Reviews 
Archive Project Information Archived Project Repository 

 
b. List of Deliverables: The major outcome of this phase is the Post-Implementation Report, which for-
malizes the feedback received from all involved parties, and identifies best practices and lessons learned 
or even more importance is the transfer of lessons learned and best practices from the Post-
Implementation Report to an organizational repository of project management data. 
 

 Best Practices: Ideally, the best practices and lessons learned should be stored in a centralized 
organizational repository, facilitating access and retrieval by managers of future projects. Project 
Closeout ends with administrative conditions providing feedback, updating the skills inventory, cap-
turing key project metrics, and filing all pertinent project materials into the project repository. This 
phase consists of the following processes: 

 
 Post-Implementation Review: where the Project Manager assesses the results of the project by 

feedback from team members, customers and stakeholders, best practices and performance pat-
terns, and communication plans that results in the form of a Post-Implementation Report.   

 
 Administrative Closeout: where the Project Manager formally closes the project by providing per-

formance feedback to team members, and archiving all project information. 
 

 
 

http://www.pdhcenter.org/
http://www.pdhonline.org/


www.PDHcenter.org                                            PDHonline Course P221                                     www.PDHonline.com 

 

©2013 Jurandir Primo                                                                                                                                        Page 44 of 52 

 

 List for Stage 4: The list for Project Closeout is; Project Acceptance Form; Project Post-
Implementation Survey; Post-Implementation Report; Project Repository Table of Contents; Project 
Archives. 

 

 Archive Project Information: As the project progressed, the purpose of the repository was to cre-
ate a central point of reference for all project materials to be used by anyone involved in the pro-
ject.  Once the project comes to an official close, the repository provides an audit trail documenting 
the history and evolution of the project. A hard copy repository should be archived in a designated 
documentation area.  When the project is officially closed, the project repository should include the 
following materials: 

 
 Project Schedules: retain all copies electronically, but only include the baseline and final schedule 

in the hardcopy repository;  
 Project financials: scope change log and requests and status reports; 
 Project acceptance documents; 
 Project Deliverable Approval Forms; 
 Risk Management Log; 
 Audit results, correspondence, including any pivotal or decision-making memos, letters, email, 

meeting minutes, notes, etc.; 
 Final Project Acceptance Form, with approvals ; 
 Post-Implementation Report. 

 

 Administrative Closeout: The purpose is to perform all administrative tasks required to bring the 
project to an official close. Feedback documentation should be prepared and reviewed with the in-
dividual team members first. Following this performance discussion, the documentation is submit-
ted promptly to each Project Team member’s immediate supervisor to be used as input to perfor-
mance appraisals. The performance feedback mechanisms (appraisal forms, project exit inter-
views, etc.) specific to the Performing Organization should be used.  

 
Closeout Process Diagram: 

 
Stage 4 - Closeout 

 
Conduct Post-Implementation Review 

Solicit Feedback 
Conduct Project Assessment 

Prepare Post Implementation Report 
Archive Project Information 

 
Perform Admin Closeout 

Provide Performance Feedback 

Archive Project Information 
 

 
 

 
 

 

 End-of-Phase Checklist: This checklist must be used throughout Project Closeout to help ensure 
that all requirements of the phase are met. As each item is completed, also indicate its completion 
date. Use the Comments column to add information that may be helpful to you as you proceed 

Archived Project Repository 

Project Completion 
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through the project. If you elect NOT to complete an item on the checklist, indicate the reason and 
describe how the objectives of that item are otherwise being met. 

 

 
 

Item Description 

Category Level Completion 
Date 

Com-
ments 

Reason for NOT 
Completing 1 2 3 4 5 

 
Solicit Feedback: 

        

Prepare surveys         
Distribute or review surveys with 
appropriate participants 

        

Gather survey results         
Review and analyze survey results         

Summarize feedback for presenta-
tion at Project Assessment Meeting 

        

 
Conduct Project Assessment: 

        

Schedule Project Assessment  
Meeting 

        

Select and invite appropriate  
meeting participants 

        

Review and distribute survey  
summary results 

        

Gather notes and meeting results 
for inclusion in Post-Implementation 
Report 

        

Use survey feedback and meeting 
results to identify lessons learned 
and best practices 

        

Document each lesson learned         
Document best practices         

Develop action plans to implement 
lessons learned and best practices 

        

 
Prepare Post-Implementation  
Report: 

        

Gather summarized survey feed-
back, notes from Project Assess-
ment Meeting, lessons learned and 
best practices 

        

Present or distribute report to Per-
forming Organization Management 
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Item Description 

Category Level Completion 
Date 

Com-
ments 

Reason for NOT 
Completing 1 2 3 4 5 

 
Update Skills Inventory and Pro-
vide Performance Feedback: 

        

Establish skills inventory system, if 
one does not exist 

        

Update skills or add skills to invento-
ry system for each Project Team 
member 

        

Write performance feedback on 
each Project Team member 

        

Discuss performance feedback with 
each Team member 

        

Forward feedback to team  
member’s immediate supervisor 

        

 
Archive Project Information: 

        

Gather all project information         
Archive information in project  
repository 

        

Locate hardcopy repository in  
designated documentation area 

        

CELEBRATE: 
Your project is complete. 
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IV. GLOSSARY: 
 
A: 
Acceptance Management: This process is defined and included in the Project Plan. The approval at each 
stage means that the deliverable(s) for that stage are completed to the satisfaction of the Customer. In 
order for a deliverable to be considered “complete” and “acceptable”, it is measured against a pre-
determined acceptance criterion. 
Accessibility: Access to information and data for Customers with disabilities comparable to that accorded 
Customers who do not have disabilities.   
Activity: Is equivalent to a process and is a piece of work accomplished during a project. A process can 
be broken down into tasks. 
Attribute: A data element that holds information about an object (entity). 
Audit: See Project Audit. 
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B: 
Baseline: An initial measurement that can serve as the basis for future comparisons. Applies to the Pro-
ject Schedule. 
Benchmark: A standard against which measurements or comparisons can be made. 
Best Practices: Certain procedures recognized during the course of the project by the Project Manager, 
Project Sponsor, or Project Team, that, when exercised, improved the production of a deliverable, stream-
lined a process, or ways to improve standardized templates, etc. These best practices must be document-
ed and shared with other Project Managers so that they can be repeated. 
Brainstorming: A technique used to stimulate creative thinking and overcome problems. Team members 
gather in a room and offer ideas for solutions to a problem(s). No idea is rejected no matter how absurd or 
impractical. Often a practical solution surfaces and a decision is reached by group consensus. 
Business Rules: Practices associated with certain business processes that are required by regulation, 
law, accounting controls or business practices. Rules should be defined in as much detail as possible us-
ing techniques such as structured English. 
Business Continuity Planning/Disaster Recovery (BCP/DR): Process of developing advance arrange-
ments and procedures that would enable an organization to respond to a disaster and resume its critical 
business functions within a predetermined period of time, minimize the amount of loss, and repair or re-
place the damaged facilities as soon as possible.   
Business Process Re-engineering (BPR): A technique used to optimize organizational processes. 
 
C: 
 
Capability Maturity Model (CMM): A description of the stages through which software organizations 
evolve as they define, implement, measure, control, and improve their software processes. This model 
provides a guide for selecting process improvement strategies by facilitating the identification of current 
process capabilities and the issues most critical to software quality and process improvement. 
Change Control: A plan for handling changes to a project aimed at minimizing the negative effect on a 
projects outcome. Change is defined as any adjustment to any aspect of the Project Plan or to any already 
approved deliverable(s). 
Charter: See Project Charter. 
Client-Server: A system architecture where a host computer or ‘server’ provides data and services to re-
questing or ‘client’ workstations. 
Configuration Management: A discipline applying technical and administrative direction to identify and 
document the functional and physical characteristics of a system component, control changes to those 
characteristics, record and report change processing and implementation status, and verify compliance 
with specified requirements. 
Constraint: Something that establishes boundaries restricts limits or obstructs any aspect of the project. 
CSSQ: The interdependent quadruple constraints of the project (scope, cost, schedule and quality), repre-
sented by project scope, project budget, project schedule, and quality management plan. 
Consumer: See Roles and Responsibilities, Section 1 Introduction. 
Cost/Benefit Analysis: A comparison of the cost of the project to the benefits it would realize, to deter-
mine whether the project or portion of the project should be undertaken. 
Critical Success Factor (CSF) Interviewing: A process in which a series of strategic questions are 
asked to identify what objectives and goals need to be met in order for the project to demonstrate success. 
Customer: See Roles and Responsibilities, Section 1 Introduction. 
Customer Representatives: See Roles and Responsibilities, Chapter 2. 
Customer Decision-Makers: See Roles and Responsibilities, Chapter 2. 
 
D: 
 
Database: An integrated collection of data (entities and attributes) organized to avoid duplication of data 
and allow for easy retrieval. 
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Data Flow Diagram: A picture diagramming how data flows through a system. It depicts the external enti-
ties (which are sources or destinations of data), the processes which transform that data, and the places 
where the data is then stored. 
Data Dictionary: Reference material that describes and defines each piece of data used in a system.  
This may include entity and attribute definitions, discuss relationship characteristics and provide sizing in-
formation. 
Decision Trees: A branching chart showing the actions that occur from various combinations of conditions 
and decisions. 
Defect: A flaw in a system or system component that causes the system or component to fail to perform 
its required function. 
Defect Tracking: The process of ensuring that all test cases have been executed successfully. If cases 
have not executed successfully and defects have been identified, a log is generated to track the defects so 
that the Project Team can correct them and perform a retest. 
Deliverable(s): A product or service satisfying one or more objectives of the project. 
 
E: 
 
Effort Estimate: An estimate of the amount of effort necessary to perform each project task. 
Encryption: The coding of data either at its source or as part of a data stream to prevent unauthorized ac-
cess to the data. For example, information transmitted over a telecommunications line is scrambled at one 
end, and unscrambled at the other. 
External Stakeholder: See Roles and Responsibilities, Chapter 2. 
 
F: 
 
Flowchart: A graphical representation of the flow and interaction of a process or system. 
Functional Decomposition: Process of dividing higher level functions into sub-functions and processes. 
 
G: 
 
Gap Analysis: See Matrix Diagram. 
Graphical User Interface (GUI): The front-end of an application through which the user interacts with the 
system by utilizing buttons, the mouse, drop down menus, etc.  
 
I: 
Internal Stakeholders: See Roles and Responsibilities, Chapter 2. 
Issue Management and Escalation: A process for capturing, reporting, escalating, tracking, and resolv-
ing problems that occur as a project progresses. 
 
M: 
 
Matrix Diagram: The matrix displays requirements down the left side of the grid, while processes or data 
elements are tracked across the top of the grid. A checkbox at the intersection of a requirement and a pro-
cess or data element to indicate that the requirement has been successfully accounted for in a deliverable. 
Microsoft Project: A software program, developed and sold by Microsoft, designed to assist a project ma-  
nager in developing a plan, assigning resources to tasks, tracking progress, managing the budget, and 
analyzing workloads. 
Mission: The mission of the organization is the development of the business case, when it will explain 
how the expected outcome of the project supports the organization’s mission. 
 
O: 
 
Outsourcing: The practice of contracting out a project, a portion of a business, or an IT operation. 
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P: 
 
Parallel Testing: The concurrent testing of both the current and new system, with identical data to com-
pare the outputs for consistency and accuracy. 
Performing Organization: See Roles and Responsibilities, Chapter 2. 
Phase: The end of a project phase usually coincides with the approval of a major deliverable. Inter-
changeable with the word “Gate” as used in the Guidebook. 
Post-Implementation Report: The report documents the successes and failures of the project and pro-
vides a historical record of the planned and actual budget and schedule. It also contains recommendations 
for improvement to be used by other projects of similar size and scope. 
Process: A series of tasks performed to bring about a result. 
Process Flow Diagram: A diagram used to analyze the flow of a process, find problems, create solutions, 
and measure efficiency. Symbols are used in a visual representation that can quickly point out delays, un-
necessary events, and other problem areas. 
Project: A temporary endeavor undertaken to create a unique product or service. 
Project Audit: A process designed to ensure that the Quality Assurance activities defined in Project Plan-
ning are being implemented and to determine whether quality standards are being met. 
Project Lifecycle: A collection of phases whose number and names are determined by the control needs 
of the Performing Organization. 
Project Management: Direction and coordination of human and material resources for a project using 
management techniques to achieve cost, scope, schedule, quality, and customer satisfaction objectives.  
Project Manager: See Roles and Responsibilities, Chapter 2. 
Project Repository: A collection or archive of all information and documents from the project. 
Project Sponsor: See Roles and Responsibilities, Chapter 2. 
Project Team: See Roles and Responsibilities, Chapter 2. 
Proof-of-Concept: A technique used to confirm the feasibility of one or more components of the technical 
solution, helps to minimize cost by ‘testing the waters’ first on an idea or a design.  
Prototyping: The process of building a small working version of a system design as a means of hedging 
risk, and attaining Customer buy-in. Prototyping can provide a better understanding of Customer require-
ments, validate those requirements, and sometimes perform as a proof-of-concept tool. 
 
Q: 
 
Quality Assurance: Evaluation of project performance on a regular basis to ensure that the project will 
satisfy the established quality standards. 
Quality Control: Monitoring of project results to ensure compliance with the appropriate established quali-
ty standards and to eliminate causes of non-compliance. 
Quality Standards: The criteria established to ensure that each deliverable created meets a certain level 
of standard improvements commonly agreed between the Customer and Project Manager. 
 
R: 
 
Risk: An anticipated event with the potential to positively or negatively affect the project. 
Risk Assessment: A process to identify which risks are likely to affect a project, documenting them, and 
determining which require a mitigation plan. 
 
S: 
 
Six Sigma: Six Sigma is a concept, a subject whose basic goal is to focus on the basic steps and analy-
sis. Six Sigma also is a level of quality applied to variations in any process. Sigma, the Greek letter “σ” is 
the symbol in statistics used for standard deviation, a measure of variation in the distribution of values. 
Skills Inventory: A record of the skills learned and used on the project by the Project Team. 
Stakeholders: See Roles and Responsibilities, Chapter 2. 
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Storyboarding: A technique used to aide in the brainstorming process. Ideas are written down on cards 
and posted immediately on a wall by the participants. Once all the ideas are posted, several passes of 
categorization take place.   
Strategic Plan: A formal document produced by the Performing Organization outlining organizational 
goals and direction over a designated period of time. The Strategic Plan drives the proposed solution de-
veloped during Project Origination. 
Supply Chains: The movement and storage of raw materials, work-in-process inventory and finished 
goods from point of origin to point of consumption. 
 
T: 
 
Task: A single piece of work itemized in the Project Schedule where effort and resources must be applied. 
Test Cases: Individual test scenarios that may be executed singularly or in combination to test modules or 
strings of modules.  Test cases should be developed by the Project Team to test what is expected, as well 
as what should not be expected. 
Test Plan: A series of test cases that when compiled into a whole constitute a testing plan for the Project 
Team to follow. A well-formulated test plan should ensure that all internal components and system inter-
faces operate as they should according to the Functional and Technical Specifications.  
Total Quality Management (TQM): A set of guiding principles that represent the foundation of a continu-
ously improving organization. The application of quantitative methods and human resources to improve the 
materials and services supplied to an organization, all the processes within an organization, and the de-
gree to which the needs of the Customer are met, now and in the future. 
 
U: 
 
Unified Modeling Language (UML): Is a modeling language used to define a system prior to construc-
tion, much like a blueprint is used prior to building a house. It allows the Project Team to specify, visualize, 
and document an application, including its structure and design, in a way that meets all of the user busi-
ness requirements.   
 
V: 
 
Value Systems: A value system includes all of the supply chains of an organization's suppliers, the organ-
ization itself, the organization's distribution channels, and the organization's downstream buyers and so on 
until the product or service has reached the end of its useful life. 
 
W: 
 
Walkthroughs: A technique for performing a formal review which takes place at review and inspection 
points throughout the lifecycle being utilized, to observe and verify what has been accomplished. 
Work Breakdown Structure (WBS): A grouping of project elements or components which defines the 
total project scope. A WBS is deliverable-oriented and each descending level represents an increasingly 
detailed definition of a component. 
Work Flow Diagram: A graphical representation of the organization’s workflow. Which is helpful when 
documenting the current working model and when looking for opportunities to improve a process. 
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