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INTRODUGTION

About

As organizations continue to move toward “project-based” management to get more
done with less resources, and as the demand for effective project managers continues
to grow, more and more individuals find themselves with the “opportunity” to man-
age projects for the first time.

In an ideal world, every new project manager candidate would complete certified
project management training programs and serve as an apprentice before starting
their first project manager opportunity, but...this is the real world. In many cases, a
quicker, more accessible, and more economical alternative is needed to guide this

audience in managing projects successfully the first time.
The Absolute Beginner’s Guide to Project Management is intended to provide this alter-

native with a helpful, fun, and informative stvle.

This Book

Let’s take a quick review of the objectives and approach of this book.

Obijectives

The objectives of this book include the following:

2 To be an easy-to-use tutorial and reference resource for any person managing
their first project(s)

® To teach the key concepts and fundamentals behind the project management
techniques
If these are understood, they can be applied effectively independent of toolset,
environment, or industry

& To reduce the “on-the-job” learning curve by sharing the traits of successful
projects and “lessons learned” from less-than-successful projects

B To balance the breadth of topics covered with adequate depth in specific
areas to best prepare a new project manager

® To review the skills and qualities of effective project managers
Emphasize the importance of project “leadership” versus just project “man-

agement”
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Approach

Consistent with the Absolute Beginner’s Guide series, this book will use a teaching style
to review the essential techniques and skills needed to successfully manage a project.
By “teaching” style, we intend the following:

B A mentoring, coaching style.

B Assumes that the reader does not have previous hands-on experience with
project management.

B Teaches the material as if an instructor were physically present.

W Task-oriented, logically ordered, self-contained lessons (chapters) that can be
read and comprehended in a short period of time (15-30 min).

B Emphasis on understanding the principle behind the technique or practice.

B Teaches the material independent of specific tools and methodologies.

® Teaches the material with the assumption that the reader does not have
access to organizational templates or methodologies.

R Provides a summary map of the main ideas covered at the end of each chap-
ter. Research has shown that this type of “mind-map” approach can drive

better memory recollection when compared to traditional linear summary
approaches.

OUT-OF-SCOPE

The scope of this book is clearly outlined in the table of contents, but as we will cover later,
it is always good to review what is out of scope to ensure understanding of the scope
boundaries. Since the field of project management is extremely broad, and we needed to
draw the fine somewhere, this book focuses on the proper management of a single project.

As a result, the following advanced project management subjects are not covered in this
book:

Program management

Enterprise portfolio management

Advanced project risk management topics

N

]

W Enterprise resource management

| ]

M Advanced project quality management topics
|

Advanced project procurement management topics

INTRODUCTION 3

who Should Read This Book?

i 's Gui ject Managem
bsolute Beginner’s Guide to Projec :
i . following categories:

her introductory project management books

ent is recommended for any person

who fits into one or more of the
& [ndividuals unsatisfied with ot
m Individuals new to project management, such as

Technologists

Knowledge workers

Students
Functional managers

i h as
;onals taking first project management assignment, suc

x Profess
Team leaders
Project coordinators

Project administrators

Project support

Functional managers
managers needing a refresher course

& Experienced project .
anagers with limited formal project m

anagement
w Experienced project m

education

How This Book Is Organized

This book has been divided into four parts:
g Part [, “Project Management [umpstart
our project management discussion an
ment learning curve, including an insightful

project managers.
& Part II, “Project Planning,” reviews

for your project.

" sets up the general framework for

d accelerates your project manage-
review of successful projects and

the processes that establish the foundation

reviews the processes that allow you to effectively

“Proj ntrol,”
e con project’s performance.

i d protect your
monitor, track, correct, an .
» reviews the key leadership and people-focused

«project Execution,
ot yo ess demands.

skills that you need to meet today’s busin
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Conventions Used in This Book

& At the beginning of each chapter, vou'll find a quick view of the major topics
that will be expounded upon as you read through the material that follows.

¥ The end of each chapter provides a list of key
mary map.

PART

points along with a visual sum-

E You will also find several special sidebars used throughout this book:

PROJECT
MANAGEMENT
JUMPSTART

tip
These boxes highlight spe-
aific techniques or recom-
mendations that could be

helpful to most project
managers.

-

note é‘

These boxes highlight

specific learning points or
provide supporting information to E
the current topic. '

i .7
’ Project Management Overview ... .... .-
R
The Project Manager . . .........--
r‘. /‘ g‘ Essential Elements for Any Successful Project . .27
caution!

These boxes highlight )
specific warnings that {L
the project manager

should be aware of.




IN THIS CHAPTER
Clarify what project management is and ;-
#is not” (it's likely more than you think)

Learn why projects are challenging to
manage

Understand why project management is the
key to the future growth of any organization

Learn why the future of project manage-
ment is bright and why becoming a
certified project manager may be a wise
career move

Review the latest trends in project manage-
ment that may impact your first opportunity

PROJECT MANAGEMENT
OVERVIEW

Since your perceptions surrounding project management will vary
depending upon work experiences, education, industry, and roles, it’s
important to establish some “common ground” before we venture
down the road of learning what a project manager must do to be suc-

cessful in his/her first opportunity.

This chapter provides the “common ground” by clarifying what consti-
tutes project management and why project management is important

to both your future and the future of your organization.
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What Is Project Management...Exactly?

ivfo io:xt l:;ekl:}zeor:z;t people, you .are “pretty sure” you know what projects are, and

A th,ere‘s 01:,: what prq;ed management is (and what a project manager

lets ot off Ckmfyys a varying amount of uncertainty in those perceptions. So,

rores of mm‘m o 1ng some key concepts. Project management is simply the

s demmiinen ging pro!ects (and you thought this was going to be difficult). While
Is not particularly helpful, it does illustrate three key points:

B Project m i “brai
} anagement is not “brain surgery.” Yes, it covers a vast array of sub-

jects, i
:ne tprocesse.s, skills, and tools, but the key fundamentals of project manage-
Nt are straightforward and are consistent across industries.

H To j
better understand pbroject management, we need to understand what a

project is. The nature of q proj ides insi
ject provides insights into the sco
lenges of project management, e and chal

| | 3 s j
0 better understand project management, we need to understand what i
I 1S

implied by the term managi i
. ging and how this compares agai iti
business management. ’ st fraditional

What Is a Project Exactly?

A project is the work performed b

Y an organization one ti i
outcome. By o E” time to produce a unique

e amd by e . we mean the work has a definjte beginning and a definite
que.” we mean the work result is different in one or more ways

anization has prod j
MG oo produced before. Examples of projects would

B Building a new house
8 Developing a new software application .,

® Performing an assessment of current manu-

facturing processes
Note

B Creating a new radio commercial

ThlS is in contrast to the operations of an organiza-
t.lon. The operational work is the ongoing, repeti-
tive set of activities that sustain the organization

'Examples of ongoing operations include the follow-
ing:

The Project
Management Institute
(PMI), the globally recognized stan-
dards organization for project
management, defines a project as
“a temporary endeavor to prod

® Processing customer orders

B Performing accounts receivable and
accounts payable activities

uce
. . a unique prod ice.”
B Executing the daily manufacturing orders T Procuetorseice AJ

CHAPTER 1 PROJECT MANAGEMENT OVERVIEW 9

To further explain the nature of projects (and project management) and how they
compare to the ongoing operations of an organization, please review the summary

in Table 1.1.

Table 1.1 Comparing Projects and Operations

Feature Projects Operations

Key Similarities  Planned, executed, and controlled Planned, executed, and controlled
Performed by people Performed by people
Resource constrained Resource constrained

Purpose Attain objectives and terminate Sustain the organization

Time Temporary Ongoing
Definite beginning and end points

Outcome Unique product, service, or result Non-unique product, service, or

result
People Dynamic, temporary teams Functional teams generally aligned

formed to meet project needs with organizational structure

Generally not aligned with
organizational structure

Authority of Varies by organizational structure  Generally formal, direct line
Manager Generally minimal, if any, direct authority
line authority

After learning more about the nature of projects, you are beginning to see the inher-
ent challenges involved with project management (and we will detail these out later
in this chapter). For now, let’s better define “project management.”

“Managing” Projects
What do we mean when we say “managing” projects?

M We mean applying both the science and art to planning, organizing, imple-
menting, leading, and controlling the work of a project to meet the goals and
objectives of the organization.

B We mean the process of defining a project, developing a plan, executing the
plan, monitoring progress against the plan, overcoming obstacles, managing
risks, and taking corrective actions.

B We mean the process of managing the competing demands and trade-offs
between the desired results of the project (scope, performance, quality) and
the natural constraints of the project (time and cost).

W We mean the process of leading a team that has never worked together
before to accomplish something that has never been done before in a given
amount of time with a limited amount of money.
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Sounds like fun, doesn't it? We will explain each of
these key aspects of project management in subse-
quent chapters, and we will discuss many of the
specific tasks and responsibilities pert’orrﬁed by the
project manager in Chapter 2, “The Project ‘ note
Manager,” but for now we just want to align our
general understanding of project management.

~p

An Academic Look

To further assist this alignment process, let’s look at
pbroject management from a more academic level.
The Project Management Institute (PM) defines tools, and techniques to project

project management as a set of five process groups activities to meet project require-
(refer to Table 1.2) and nine knowledge areas (refer ments.
to Table 1.3).

PMi definition of
project management—The
application of knowledge, skills,

Table 1.2 Description of Project Management Process Groups

# Process Group  Description per PMBOK 2000 Edition Common Terms

1 Initiating Authorizing the project or phase “preliminary planning”
2 Plamni “kicking off”
Planning Defining and refining objectives of the “defining”

proiect'and selecting the best course of action “developing the plan”
to attain those objectives “setting the stage”

3 Executing Coordinating the people and resources to

implement the plan gettine it doeper”

“getting it done”

' “coordinating”

4 Controlling Ensuring project objectives are met by
monitoring and measuring progress regularly
to identify variances from the plan so that
corrective actions can be taken

“tracking progress”
“keeping on course”

5 Closi izi i
osing Formal_lzu}g acceptance of project or phase “client acceptance”
and bringing to an orderly end “transition”
“closeout”

Figure 1.1 s.ummarizes the relationships among the project management process
groups, which is based on PMBOK 2004 Edition (Figure 3-2 page 40).

I

CHAPTER 1 PROJECT MANAGEMENT OVERVIEW 11

IGURE 1.1 . .
HOURELL - Monitoring and Controlling Processes
Project manage-
ment process

relationships.

Clmung
Processes

lmhaung
Processes

Table 1.3 Description of PMBOK Knowledge Areas

Knowledge
# Area Description per PMBOK 2000 Edition Common Deliverables
Project Processes required to ensure the elements of  Project Charter
Integration the project are properly coordinated Project Plan
Management Change Requests
Work Results
2 Project Scope Processes required to ensure that project Scope Statement
Management includes all the work that is required and Work Breakdown Structure
only the work that is required to complete Formal Acceptance
the project successfully
~ 3 Project Time Processes required to ensure timely Network Diagram
Management completion of the project Task Estimates
Project Schedule
4 Project Cost Processes required to ensure the project is Resource Requirements
Management completed within the approved budget Cost Estimates
Project Budget
S5 Project Quality Processes required to ensure the project will Quality Management Plan
Management satisfy the needs for which it was undertaken Checklists
Quality Reviews
6 Project Human Processes required to make the most effective  Role and Responsibility
Resources use of the people involved with the project Matrix
Management Organization Chart
Performance Evaluations
7 Project Processes required to ensure the timely and Communication Plan
Communications appropriate generation, collection, Status Reports
Management dissemination, storage, and ultimate Presentations
disposition of project information Lessons Learned
8 Project Risk Processes concerned with identifying, Risk Management Plan
Management analyzing, and responding to project risk. Risk Response Plan
Risk Log
9 Project Processes required to acquire goods and Procurement Plan
Procurement services outside the performing organization Statement of Work
Management Proposals
Contracts
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Again, depending on your experiences, you may not
have realized that project management consisted of
all this, and you may not actually perform all of

In addition to providing apparent value to any organization, project management
also offers tremendous value to each of us as individuals. At a personal level, the
value of effective project management

What Is the Value of Project
Management?

these activities as a project manager in your organ-

B Ensures that our work is put to the best use for the organization and properly

ization. However, it is important and helpful to note recognized N h
understand how big your playing field is when . 8 Provides a career path that offers unique, challenging opportunities on eac
learning something new. This book will not com- new project

pletely educate you on each of these process groups
nor each of the nine knowledge areas, but it will
provide you with the knowledge, essential tools and
“real-world” insights to make you effective in your
first project management opportunity.

Project management is
a broad field with great
potential for specialized and in-
depth study. There are entire
books and training classes focused
solely on advanced analysis of indi-

vidual process groups and knowl-
edge areas. ‘)
As operating environment for most organizations e e e e arrom— oo
continues to become more global, more competitive,
and more demanding, organizations must adapt. They must become more efficient,
more productive—they must “do more with less,” They must continually innovate.
They must respond rapidly to a fast-changing environment. How can they do this?
How can they do this in a strategic manner? How can they do this and still have the proper
management controls? They can do this with effective project management, The

strategic value points that effective project management can offer an organization
include the following:

B Provides a controlled way to rapidly respond to changing market conditions
and new strategic opportunities

B Maximizes the innovative and creative capabilities of the organization by
Creating environments of focus and open communication

W Allows organization to accomplish more with less costs

Enables better leverage of both internal and external expertise

B Provides key information and visibility on project metrics to enable better
management decision-making

B Increases the pace and level of stakeholder acceptance for any strategic

B Provides a career path that requires all of our abilities and knowledge,
including our management, business, people. and technical skills

B Provides a career path that is high in demand, and generally, an increase in
income - A

W Provides a career path that prepares you for organizational leadership posi-
tions

M Provides a career path that is recognized more each year as excelAle.nt prepafh
ration for CxO positions (as more CxO positions are filled by individuals wit
project management experience)

B Provides a career path that allows you to be on the front lines o.f stfate{glc
organizational initiatives and have major impact on the organization’s

future

Why Are Projects Challenging?

From what we've covered so far, from your own expe-
riences, or from your reading of trade publications, J

you likely have some appreciation for the difficulty t
of completing a successful project. While we no e
address many common challenges in more detail .
throughout this book, let’s review the key reasons
why projects are challenging to manage:

B Uncharted territory—Each project is
unique. The work to be done has never been
done before by this group of people in this
particular environment.

Stakeholder is the term

used to describe individuals

and organizations who are actively
involved in the project, or whose

B Multiple expectations—Each project has ;i may be impacted by the
change multiple stakeholders that each have their execution or completion of the
B Reduces financial losses by “killing off” poor project investments early in own needs and expectations for the project. project.
their life cycles
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. .
Communication obstacles—Due to natural organizational boundaries,

‘-Dn?munlcation channels, and team development stages, communication of
£roject information must be proactively managed to ensure proper flow.

'Bolancing the competing demands—Every project is defined to produce
-7i€ or more deliverables (scope) within a defined time period (time), under
ta .approved budget (cost) with a specified set of resources. In addition, the
2zliverables must achieve a certain performance level (quality) and meet the
:?proval of the kev stakeholders (expectations). Each of these factors can

¢ ect the others, as Figure 1.2 and Figure 1.3 illustrate. For example, if addi-
“onal functionality (scope, quality) is desired, the time and/or cost (resources

r.«eded) of the project will increase. This is a key focus of an effective project
manager.

CHAPTER 1 PROJECT MANAGEMENT OVERVIEW 15

manage overlaps in organizational approval
and authority domains, contend with compet-

ing priorities for shared resources, deal with
annual budget cycles that may not be
aligned with the project’s funding needs,
and ensure that the project is aligned with
the focus of the organization.

Collaboration—Depending on the strate-
gic level and scope of your project. your
project team will consist of stakeholders
across the organization from different func-
tional areas that are likely not accustomed
to working together. For project success,

note

The competing project
demands are often referred
to as the triple constraint of proj-
ect management. Time and Cost
(or Resources) are always two sides

”GM
f"."";:;r:;if”” these different stakeholders must learn to ~ of the triangle. Depending on
""l'iitionall work tog‘ethe.r and to understand the othe‘rs where you look, the third side is
Mudel), This 1, Perspectlves in o‘rder to make the b.est deci- either Scope, Performance, or
W ummarne. sions for the project. Often, the project man-  Quality. In either case, it's the
the. Yﬁlarionsh,‘;. ager plays a key facilitating role in this “output” of the project.
Detwaen the 'W’ collaboration process. Additionally, many recent varia-
‘1t competin,, Estimating the Work—Estimating project  t1ons of this model have included
demands of work is difficult, yet the time and cost the additional demand of Client
Ptomeets. Scope dimensions of the project are built upon Expectations. J
HGURE these work effort estima?es. (Fiven the facts
. ”mlﬁ, that the work of thfe project is often unique (never been done before at all,
vl 'h_man%\’”“l never been done. w1Fh these tools, a.nd/:f)r never been‘ don.e by these people), .
estern modey and mo.st organizations do not xtnamtam accurate hlStOI:lC-Ol r'ec.ords on previ-
Thi- figure w,“‘ ous projects (that may have ?m}lgr work corgponents), it is difficult to acct_l-
WS the o, rately estimate the effort for individual work items, not to mention the entire
Honahips project. For the entire project, you need to anticipate the quantity and sever-
Pelween the ot ity of the issues and obstacles that are likely to surface. We'll cover this in
Uty Competiny, more detail in Chapters 7, “Estimating the Work,” and 14, “Managing Project
nmands of Risk.”

Profecys,

Scope/Quaiity

Growing Demand for Effective Project

a Cu 3 - .
0 ltlng Edge—Orten, projects have a strategic, innovative focus. As a result M ana g ers?
¢y will often deal with new, leadin ; '
f g edge technologies. In these cases, the *
lojec . 4 .
'ln '(lt ¢t has more risks, more unknowns, and is much more difficult to esti- With the value that project management offers any organization, it is easy to under-
ate
¢ accurately. stand why more and more industries are adopting project management as the way
to do business. As a result, if you check nearly any recent hiring survey or “hot”
careers forecast, you will find project management near the top of this list.

a0 ani i ts— dd . coming natural communica
, rg 1zational llllp(lC s—In addition to overcomi g tural ica-

f :
n obstacles created by the project structure, the project manager must also

\ | B
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Trends

With the business trends of global competition
and increased worker productivity continuing for .
the foreseeable future, the demand for successful , tlp
project managers will only increase. Even in
industries and organizations that are experienc-
ing staff reductions, the individuals who have
the knowledge, the people skills, and the man-
agement competence to solve problems and get
projects done will be the individuals most valued
and retained by the parent organization.

Please refer to the PMP
Exam Cram 2 book (ISBN:

0789730375, Authors: Greg

Horine and David Francis) for

more information on the
PMP certification process.

In addition, many organizations have either
compliance or competitive drivers requiring
them to make process improvements to meet process standards set forth by acts of
Congress (Sarbanes-Oxley act), government agencies (such as the federal Food and
Drug Administration or Environmental Protection Agency), industry standards bod-
ies (such as International Organization for Standards). or industry process models
(such as Six Sigma Quality Model, or the Capability Maturity Model Integration for
software engineering or project management). In all these cases, effective project
management is a requirement to ensure these process improvements are made, sus-
tained, and can be repeated.

As the demand for effective project managers continues to grow and organizations
continue to experience varying degrees of success with project management, more
organizations are requiring their project managers to be certified. Specifically, they
are requesting PMI's Project Management Professional (PMP) certification. Much like
a master’s of business administration (M.B.A.) degree does not guarantee a person
can run a profitable, growing business, the PMP certification does not guarantee a
person can successfully manage a project. However, it does provide assurance that
the individual does have a baseline level of knowledge and experience.

in Project Management

In addition to the focus on organizational process improvements, there are other
trends in business and project management that a first-time project manager is
likely to encounter (that they may not have just a decade or less ago).

B Managing Vendors—With the increased outsourcing of non-core activities,

more projects leverage one or more vendors (suppliers) to get work done.
More on this in Chapter 21, “Managing Vendors.”
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@ Risk Management—Coinciding with the focus on enterprisewide proFess
improvements and in response to past project experiences, r_nore 9rgax.uza-
tions are placing additional emphasis and formality on thelr.prolect'nsk
management processes. More on this in Chapter 14, “Managing Project
Risks.”

® Quality Management—Much like the factors driving the emphasis on risk
management, the link between rigorous quality management procedures and
improved project management practices continues to strengthen. More on
this in Chapter 15, “Managing Project Quality.”

B Managing Virtual, Cross-Functional and Multi-Cultural .Tea.ms——
With the continuous advancements in workgroup and communications tools,
the increased integration of processes within an organization, and the contin-
uous drive for increased organizational efficiencies, it is very likel)./ that )four
project team will consist of members from different physical lo-canons (vir- ‘
tual), different functional departments (cross-functional), or d)ffere'nt culture's'
(multi-cultural. global). More on this in Chapter 20, “Managing Differences.

B Change Agent—Since most projects represent a “change” to bu.siness as
usual, the project manager is expected to play a key role in leadmg the stake-
holders through the change and acceptance process. More on .this 1:1 Chapter
16, “Leading a Project,” and Chapter 18, “Managing Expectations.

B Servant Leadership—Due to a lack of formal authority; the need tc.> .unc%er-
stand the requirements of all stakeholders; and the importance of facilitation,
collaboration, and managing expectations; there is a growing awareness that
a servant leadership style is paramount for effective project management.
More on this in Chapter 16.

THE ABSOLUTE MiNiMum

At this point, you should have a high-level understanding of the following:
B The elements of project management.
W The common challenges of managing projects.
B The value of effective project management to an organization.
W The merits of project management as a career choice.
B The latest business and project management trends that may impact your
first opportunity.

continues
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In addition, I recommend the following online resources for insightful articles on
project management:

B www.pmi.org

www.gannthead.com
http://www.niwotridge.com/
http://www.maxwideman.com/pmglossary/
http://projectmanagement.ittoolbox.com/
www.pmforum.org

wWww.pmousa.com

www.cio.com

The map in Figure 1.4 summarizes the main points we reviewed in this chapter.

Uncharted temtory
Multiple sets of expectatons

Communicanon obstacies

Balancing competing demands

Cutting-edge technology
challengg M —————

Qrganizatonal impact

Project vs operations
Detne project
Cerne managing
EM gefirtion ———\ What is project
Acadermic faok mw

Cross-funcoonal collaboration

Estimating unknown wor

Frofect management process groups

Business omers

Compliance anvers.

Rapid response aby-, smln R
i g
1 l Core organzational comoetency

PMI certrfication

1A .
e, the innovative and creative capabiite s

Accomplish more with less cost

Better leverage of expertise Organizational process improvements

Risk management

Organizational

Enable better decision-making
Better change managemen:

Better portfolio management

Managing virtual. cross-functional, and mutti-cuttural teams

. Change agent
hatenent of work etorts with organizationat goals

Work with unique. challenging appartunities
it
' Wurl ewires all of our abilies and knowledge Personal
High demand career
Preparation for leadership positions

FIGURE 1.4

Pro
9t management overview.

IN THiS CHAPTER

Review the different roles played by the pro}-
ect manager

Review the key skills every project manager
should possess

Learn why some project managers are much
more successful than others

Understand the common mistakes made by
many project managers

THE PROJECT MANAGER

As we reviewed in Chapter 1, the project manager has many activities
to perform, challenges to overcome, and responsibilities to uphold over
the life of a project. Depending on your individual experiences, your
industry background, and the manner in which project management
has been implemented, this review may have been quite enlightening

to you.

To ensure that we have a common understanding on what a project
manager does, we'll review the different roles a project manager plays
over the life of a project, and we'll discuss the prerequisite skills that are
needed to perform those roles. Most importantly, we'll accelerate your
learning curve by sharing the characteristics of successful project man-

agers and the common mistakes made by many others.
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One Title, Many Roles

You've likely heard many of the analogies before to describe the role of project man-
ager—the “captain” of the ship, the “conductor” of the orchestra. the “coach” of the
team. the “catalyst” of the engine, and so on. There’s truth and insight in each of
the analogies, but each can be incomplete as well. To gain better understanding of

what a project manager does, let’s briefly discuss each of the key roles played by the
project manager:

@ Planner—Ensures that the project is defined properly and completely for suc-
cess, all stakeholders are engaged, work effort approach is determined,
required resources are available when needed, and processes are in place to
properly execute and control the project.

B Organizer—Using work breakdown, estimating, and scheduling techniques,
determines the complete work effort for the project, the proper sequence of
the work activities, when the work will be accomplished, who will do the
work, and how much the work will cost.

8 “Point Man”—Serves as the central point-of-contact for all oral and written
project communications.

B Quartermaster—Etnsures the project has the resources, materials, and facili-
ties it needs when it needs it.

B Facilitator—Ensures that stakeholders and team members who come from

different perspectives understand each other and work together to accomplish
the project goals.

B Persuader—Gains agreement from the stakeholders on project definition,
success criteria, and approach; manages stakeholder expectations throughout
the project while managing the competing demands of time, cost, and qual-
ity; gains agreement on resource decisions and issue resolution action steps.

B Problem-Solver—Ultilizes root-cause analysis process experience, prior proj-
ect experiences, and technical knowledge to resolve unforeseen technical
issues and to take any necessary corrective actions.

® “The Umbrella”—Works to shield the project team from the politics and
“noise” surrounding the project, so they can stay focused and productive.

B Coach—Determines and communicates the role each team member plays
and the importance of that role to the project success; finds ways to motivate
each team member; looks for ways to improve the skills of each team mem-

ber; and provides constructive and timely feedback on individual perform-
ances.

“The Bulldog”—Performs the follow-up to ensure that cormmitments are
maintained, issues are resolved, and action items are completed.

B Librarian—Manages
involved in the project.

responses to those risk events in advance.

develops corrective actions; reviews quality of
ect deliverables.

B Salesman—An extension of the Persua .
focused on “selling” the benefits of the projec

overcome project challenges.

Key Skills of Project Managers

While there is a broad range of skills needed to '
effectively manage the people, process, and techr.u-
cal aspects of any project, it becomes clear there is
a set of key skills that each project manager should
have. While these skill categories are not ne?essar‘
ily exclusive of each other, let's group tl.wm into -
five (5) categories to streamline our review and dis-
cussion:

1. Project Management Fundamentals—
The “science” part of project management,
covered in this book, including office pro-
ductivity suite (such as Microsoft Office,
email, and so on) and project management
software skills.

2. Business Management skills—Those
skills that would be equally valuable to an
“operations” or “line-of-business” manager,
such as budgeting, finance, procurement,
organizational dynamics, team develop-'
ment, performance management, coaching,
and motivation.

3. Technical Knowledge—The knowledge.
gained from experience and competence in
the focal area of the project. With it, you
greatly increase your “effectiveness” as a

a “change agent,” and inspiring team members to meet project
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all information, communications, and documentation
H “Insurance Agent"—Continuously works to identify risks and to develop

" i against the plan:
" ice Officer”’—Consistently measures progress .
e econ both project processes and proj-

der and Coach roles, but this role is
t to the organization. serving as

goals and

nhote

While there is consen-

sus that the disciplines and
techniques used in project man-
agement can be applied in any
industry, there is no consensus on
whether individual project man-
agers can be effective in a differ-
ent industry.

There is no doubt that the more
knowledge and experience that a
project manager has in the subject
matter area of the project, the
more value that he/she can offer.
However, depending on the size of
the initiative and the team compo-
sition, a project manager with dif-
ferent industry experience can
bring tremendous value if they are
strong in the other four skill cate-

_/

gories.

.

L——lf
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5. Leadership Skills—Thjs category

I
thlfnoTN, I lfnow...aﬁer reading this, you are probab]
inking either one or more of the following: ’
B “You must be kidding! ! need to pe good in

“Waitl Te
® “Wait! I've been On pro‘acts before, and ['ve

N “Wait, You must be kidding! 1f anyone was

iject manager. You have more credibil-
'1ty, and you can ask better questions, va].
idate the estimates and detail plans (;f
'team members, heip sojve technical
Issues, develop better solutions, and serve
more of a leadership roje,

Actve histening is one of

[N

. (;ommunication Skills—Since commu-
nication is regarded as the most impor.
tant project management skj)} by PMI, |
felt it was important 1o separate these'
.out Skills included in this category would
include all written cornmunicotior; skills

tive prcect managers.

skills, presentation skills —a
: , iils and the most valuabl

: e
Ing can be defined as - really listening™

em
pathy, and the desire to connect with the Speaker

overlaps with some of the others and
dset” required for project management
such as interpersongl and general “peo-

focuses on the “attitude” and “min
However, it also includes key skills
ple” skills, adaptabilitv flexibility

()“e[ltﬂtioll, allalyl!Cu. 3}\1“5 I)IOble”FSOIVl“g Skl“S and t e ab ly
’
. ’ h ili o keep

all those aregs to mancge a project?”

yet to see a project manraq
:arager wh
e g 0 could do

‘ The specifi i
w IC combina-
o otill:ecll(:r:ln all tilose areas, they'd be a Cx0O tion of skills that a"ebma
pany. required for g project manager to
be successful on a given project

To help answer all of e will vary deper g on the siz
thes questions i d d ! e
. , please under- [ i i
stand two Important observations: al: vl ature of thI j e
d € project. For

1. Many proje
L ;'p jects are not successful. example, as a general rule, on
- 10U do not need to get an, “p~ in all of these frger P rects, technical know.

categories to be successful as q project elge vl be less | Porant that
anager competence in th i
€ other four skill
m Categories.

- A ot .
i it o i

the secret Weapons of effec

e v -
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The key is that the project manager has the right mix of skills to meet the needs of
the given project. In addition, a self-assessment against these skill categories will
allow you to leverage your strengths, compensate for your deficiencies, and focus

your self-improvement program.

Qualities of Successful Project Managers

Given the many roles played by a project manager, the broad range of skills needed,
and the inherit challenges in successfully delivering a project, we need to find ways
to accelerate the learning process. Two key ways to accelerate our learning: under-
standing the qualities of successful project managers and understanding the com-
mon mistakes made by project managers.

Successful project managers do not share personality types, appearances, or sizes,
but they do share three important features.

1. They excel in at least two of the five key skill categories (Project Management
Fundamentals, Business Management Skills, Technical Knowledge.
Communication Skills, Leadership Skills) and are either “good enough” in the
other categories or staff their teams to compensate for their deficiencies.

2. They avoid the “common” mistakes described in the next section.

3. They bring a mindset and approach to project management that is best char-
acterized by one or more of the following qualities:
B Takes Ownership—Takes responsibility and accountability for the
project: leads by example; brings energy and drive to the project; with-
out this attitude, all the skills and techniques in the world will only get

you so far.

B Savvy—Understands people and the dynamics of the organization;
navigates tricky politics; ability to quickly read and diffuse emotionally
charged situations; thinks fast on the feet; builds relationships; lever-
ages personal power for benefit of the project.

B “Intensity with a Smile”—Balances an assertive, resilient, tenacious,
results-oriented focus with a style that makes people want to help; con-
sistently follows up on everything and their resolutions without “annoy-
ing” everyone.

B “Eye of the Storm”—Demonstrates ability to be the calm “eye” of the
project “hurricane”; high tolerance for ambiguity; takes the heat from
key stakeholders {CxOs, business managers, and project team); exhibits
a calm, confident aura when others are showing signs of issue or proj-

ect stress.
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H Strong customer-service orientation—Demonstrates ability to see
each stakeholder’s perspective; ability to provide “voice” of all key

stakeholders (especially the sponsor) to the project team: strong facilitq-

tion and collaboration skills; excellent “active” listening skills.

B “People-focused”—Takes a team-oriented approach: understands thaqt

methodology. process, and tools are important, but without quality
“people” it’s very difficult to complete a project successfully.

1 Always keeps “eye on the ball"—Stays focused on the project goals
and objectives. There are many ways to accomplish a given objective,
Especially important to remember when “things” don’t go as planned.

B “Controlled passion”—Balances “passion” for completing the project
objectives with a healthy “detached” perspective. This allows him/her to
make better decisions, to continue to see all points of view, to better
anticipate risks, and to better respond to project issues.

8 “Healthy paranoia”—Possesses a “healthy paranoia” toward the
project. Balances a confident, positive outlook with a realism that
assumes nothing, constantly questions, and verifies everything.

H “Context” understanding—Understands the “context” of the proj-
ect—the priority that your project has among the organization'’s portfo-

lio of projects and how it aligns with the overall goals of the
organization.

B “Looking for trouble”—Constantly looking and listening for poten-
tial risks, issues, or obstacles; confronts doubt head-on: deals with dis-
gruntled users right away; understands that most of these situations are

“opportunities” and can be resolved up-front before they become full-
scale crisis points.

15 Common Mistakes of Project Managers

While we will review many of the common errors made in each of the fundamental
areas of project management throughout this book (so you can avoid them), under-
standing the most common project management mistakes will help focus our efforts
and help us to avoid the same mistakes on our projects. The following are some of
the most common mistakes made by project managers:

o CHArieR 2 - ..~ PRC AN ¢

ject is ali i ani-
Not clearly understanding how or ensuring the project is aligned with org
1. Notc

zational objectives. . "
2. Not properly managing stakeholder expectations throughout the proj
. No

y_. " i ccess criteria
3 Not gaining agreemem (]Hd “buy-in on plO]eCt 90015 Ond su
. o)

from key stakeholders.

4. Not dev91opl!lg a leohstlc Schedule that lIlC1udeS 0“ WOrk efforts, tQSk depex 1d-
encies bottom-up eSn"late5. Q“d le\’eled 05519n€d resources.
v

» and acceptance on the project schedule.
ho is responsible for what.

e the scope of the project.

5. Not getting “buy-in .
6. Not clearly deciding and communicating w

7. Not utilizing change control procedures to manag' o
8. Not communicating consistently and effectively with all key s

. No
9. Not executing the project plan.

10. Not tackling key risks early in the project.

i i lans
11. Not proactively identifying risks and developing contingency p

(responses) for those risks.

i i ight time.
12. Not obtaining the right resources with the right skills at the rig

13. Not aggressively pursuing issue resolution.

initi ent.
14. Inadequate requirements definition and managem

15. Insufficient management and leadership of project team.

THE ABSOLUTE MiNIMUM

At this oint, you Sho\]ld have a hl”h-leve ur 1derstar ldl] I.g Of the ‘Onowulg.
P , Y

B The different roles played by the project manager _—
m The five key skill areas every project manager should ma

® The common qualities of successful project managers

# The common mistakes made by project managers

p -
The mop m Flgure 2.1 Su“una“zes the main oints we IEVleWed n this dlapte!
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The Project manager overview.

Project management fundamentals

Business management tundamentals
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Communication skifls

Leadership skills

1. Not ensurng project s aligned with orgarkzatonal

2. Not property manageg stakeholder expectadons throughout the
Proway 4

3. Not gaining “buy-n” on project goals and success Crtena

4. Not developing a reastc schedule

5. Not gettmg buy-in” on the project schedule

6. Lack of clear roles and responsibilities

d
%
s
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-
15 common | -
mistakes

7. Not utilizing change control procedures

8. Not communicating consistently and effectivety

9. Not executing the project plan

10. Not tackling key nisks earty in the project

11. Inadequate risk management

12, Not obtai t
ining the nght resources with the right skits at the ight tme

13. Not aggressively pursung issue resolution

4.0
4 q! definition and

TTTT

15. insufficient team management

Learn what comptlsan 'suu:sﬁful proled .
_Understand the common chamcte:istles of -
“troubled” projects .
Review the common characteristics of sucs
cessful projects ‘ ‘
Learn which tools are indispensable to most
project managers

ESSENTIAL FLEMENTS FOR
ANY GUGGCESSFUL PROJECT

In this chapter, we want to continue the accelerated learning aporoach

we started in the previous chapter. Anytime that you are learning a rew

field, especially one that is as broad as project maragement, one of the

most effective ways to reduce your learning curve and focus your man-

tal energies is to understand what ' ‘successful” people do in the field,

and, equally important, understand what “not to ¢o.’

With this philosophy in mind, we will take a step uo in this chapter and

look at “projects” as @ whole and not just the project manager positon.
We will review the leading causes of “troubled” projects, and we'll dis-

cuss the common principles, techniques, and tools underlying most sJc-

cessful projects. With this fo

the purpose and the value of the funda
s a result, be much better positioned for success on your ini-

undation in place, you vl better understand

mentals covered in the rest of -his

book, and a

tial project management assignment.
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What Exactly Is a “Successful” Project? Learning from Troubled Projects

You would think it would be relative]

y straightforward Scri i
successful project. Well, let's just say ot e the altributes o

this endeavor has k
oot Broject ! u S ept more than a few “spin
15" “politicians,” and history revisionists” employved throughout organi '

across our great land. ations

. Why is this the case? There are several reasons for this.
a l‘l;hszx;e n:z (tlhl:tclsvoefr:,xnlrx(;ém;l harmony of what comprises project success metrics,
process many s,m;:ld(]]e;d }r]r::nag:ment e.ducational source and organizationq]
. ‘ a slightly different definition of project success,
many projects, the acceptance and success

criteria i
or agreed to by all key stakeholders. e never established

B In othe " proj
T cases, a “cancelled project may be a “successful” project if there was

a plan for one or more “go/no-go” decision points.

From a utopian, academic standpoint, the “

! ultimate” Ji i
defined as a project s ate” successful project would be

Before we review the common traits of many successful projects, there's a lot to be
learned from “less than successful” projects. From my experience, the reasons for proj-
ect troubles can be generally classified in two groups: organizational-level issues and
project-level issues.

One of the key differences in the two groups is the level of control that the project man-
ager has over these factors. For project-level issues, the project manager has tremen-
dous influence on these matters. In most cases, the project manager can either avoid
the issue or take action to resolve it if it does occur. For organizational-level issues, the
project manager cannot generally “fix” the problem, but the project manager can cer-
tainly have influence on them by asking the right questions, anticipating the associ-
ated risks and issues, focusing extra efforts to compensate for the issue, and developing
contingency plans to minimize the impact on the project.

Also, please note that these issues are not exclusive. In most cases, there is overlap, and
if you have one of these factors present in a project, you will generally have others.
Table 3.1 summarizes these issues, gives specific examples of each and notes what type
of issue it is (organizational, project, or both).

® Delivered as promised—pro
a Comptetod & :ﬁm nse: .Prolect produced all the stated deliverables. Table 3.1 Common Reasons for Troubled Projects
-time— s
B Completed within & dro;ect completed within the approved schedule. Reason Example(s) Type Key Learning Point
udget—Proj et 2
B Deli . get—Project completed under the approved budget. Project not Project not aligned with business Org. Verify alignment before project
ivered quallty—Proiea deliverabl aligned unit or organizational goals; kicks off

: es met all functionaq])
and quality specifications, performance

B Achi igi
ieved original purpose—The project achieved its original goals, objec-

Lack of

Project not aligned with other projects
Insufficient funding; Org.

management Insufficient resources;

Understand project impact of
organizational structure;

e and purpose. rt I t resolved E i t
B Met . suppo ssues not resolved; nsure proper senior mgmt
h all stakeholder expectations— Senior mgmt performance criteria not involvement in project organization:
€ complete expectations of each key aligned with project success criteria Advocate PMO and Steering
stakeholder were met, including all client Committee structures
acceptance criteria, and each key stake- 2 ti Lack of Purpose and goals not clear; Both Gain acceptance of project purpose,
holder accepts the project results without p stakeholder “Trust” relationship not established; goals, and success criteria up front;
reservation, ’ “buy-in” Inadequate communications; Ensure all stakeholders are
B Maintains “win-win" ~n excellent technique js Mismatched expectations; identified and consul_ted;
lati i n to «dentify, document All stakeholders not involved Constantly communicate and
relationships—The needs of the project &\ ew, and approve alny cri validate understanding
are met wi “ ” ' N .
: t w1t}.1 a. people focus” and do not tera that will be used to Inadequate Inactive, unengaged sponsor; Org. Educate the sponsor on their roles
Tequire sacrificing the needs of individual measure the success of the project Lack of leadership; and responsibilities;
sponsor Ethical issues; Gain formal authorization of project

team members or vendors. Participants
on successful projects should be enthusi-
astic when the project is complete and
€ager to repeat a similar experience,

P-oject during the project
cefinition and planning
processes.

Not handling organizational issues;
Not supportive of project management
process

and the project manager position;
Understand sponsor’s motives
and incentives
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(continued)

Example(s)

Management does not require or
allow time for proper planning;
Incomplete scope or deliverables list;
Incomplete “work” identification;
Lack of detailed schedule:
Inadequate risk identification;
Assumptions not documented;

Lack of schedule and budget
contingency

Scope of work increases without
proper schedule, budget, or
resource adjustments;

Changes occur to deliverables, schedule,
or budget without proper notification

and approval

Missed stakeholder expectations;
Increased costs or missed deadlines

due to re-work;

Lack of smooth transition from one

phase to another

Inability to measure project status
and probability for success;
Inability to review project at key
points to make go/no-go decisions

Effort spent resolving technical issues
drive missed schedules and increased

costs;

Unproven technology does not meet

user expectations

31

Key Learning Point
Plan for the “disruptive” deployment
period;
Utilize pilot approaches to minimize
impact
Educate senior mgmt on the value of
proper planning;
Use standard methodology for
project planning;
Gain formal acceptance of Project
Plan before proceeding;
Develop realistic project schedule and
budget, as well as tools and
processes to keep updated;
Identify and document project risks
and mitigation strategies

Utilize formal change control
procedures to properly assess and
communicate any change to the
scope, schedule, budget, and targeted
project deliverable

Type

Both

Project

Ensure success criteria is established

Both
during planning phase;
Define user acceptance criteria for
project deliverables;
Define exit criteria for project phases
Both Establish and execute periodic status

meetings and reporting (weekly in

most cases);
Review project at scheduled intervals

against established criteria to deter-
mine if project should progress into
next phase

Structure project to deal with high
risk technical challenges early in the
project;

Prove the technology before making
additional investment;

Leverage technical expertise to sup-
port team capabilities

Project

3. ABSUiu it BLGINNER'S G
Ve BLGINNER'S GUIDE TO PRO
JECT MANAGEM
ENT
Table 3.1 (continued)
Reason Exa
eason Example(s) o
Too many Conﬂictiinéxi’rgljé;cit goals; . Type  Key Learning Point -
project Lack o : ! Org. R h ced f Per pro -
sponsors Politi f ownership; 9 elates to the need for proper project™
o olitical bate, alignment and clear roles ang et 4
o e responsibiliti
. ent work efforts; i
i?er;ty o: Micsod deadlines ; Both Use Responsibility Matrix to clari
respos;bi]‘t_ Lower team morqle: roles and responsibilities; vl
ties - Delayed issue resolution Re‘;ew roles and responsibilities l’;agi?;lgte
with each individuq- P
oo I . Validate ions |
| nconsistent. 1 €Xpectations in advq
Communica. existens oo 'completg, or non- Project Develop q j -
com . us information o key P a project Communications
f)roliect ety Plan that is acceptable to gl
nadequate trackin itori ey
of profoe brograes g and monitoring Establish tracking and monitorip
Not li i : & . . g
oot 1sten1r?g to stakeholder concerns C ecfmmsms dhng P oning:
o eedbacs ; onstantly seek questions and
Ot using proper medj e
: lums for certain :
&rgsgt commaniema ;Ienrderstand each stakeholder's Lack of
ges are not clear o oy e
frequently T occur too Clearly set ¢ Control
. ontext of each message control
Du i
o re;l(t]okbudget reduction measures Org. Devel "
Sgres rt et pressures, management bue(‘ilﬁA (:P complete. detailed profect
s to j o
eSn'mamdpcvf)rsfgrm project at or below Con?mz,nicate a i
ssociated risks:
Resource L f oprove o | s
o ' negotia i
conpira oy kr:t dedicated team Mmembers; Org. Devel 9 N o
sch);dilzzrces not available when Ga;,r? :c? pmtments prce Plan: e
mmitments from Reg
Managers; ource
ftt:coumge centralized organizationq] Inadequate
| ucture for resource planning/
naFIGQuate Lack of leadership:- pevment ek
project Inexper; n Both o au o
monager mangenenced Or untrained project edrgam‘zanonal commitment to PM
cor ucation;
.~ Ineffechs project manager Use of PM mentorship programs
Nderestimate  Not under i
! stand
change impact effects on both i t‘he e o9 o rofect
and peoi ] €Xisting processes proce owners 1y npnd business el
introducp debt at the “change” roc o TS 1o champlon the new e
Not e e 1 y the Project will have; I};voﬁfs' iti e
o “iira);l g(:sparmg Or planning undexsiac;gjd]tﬁo?al e aders o
eir need
solicit their support; Handro
:?Jan for the necessary communicq-
1ons and trainin, (chan
ment plan) ? 9¢ manage-
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Learning from Successfy| Projects

A
A

BSCLUTE BEGINNER'S OolDE TO PROJECT MANAGEMENT

After reviewing what makes q project successful
anq the common ills that befall many “troubled”
'p'rO]ECtS, vou likely have a good sense of the qua]
mes. and traits shared by most successful proj?ects -
While no two projects are ever the same, and .
every project has its own unique set of chq-
lenges, there is q common core of principles that
successful project share. By understanding thes:

a new project manager can better prioritize and'
better focus his/her Project management efforts

These qualities ar.
€ generally true abo
projects: ut successful

caution

A good project manager
can stifl end up manag-
ing a “troubled” project.
Sometimes, your best
project management work
may be in minimizing the damage
from a “troubled” project.

W Project is aligned with organizational goals,
B Project has effective Management support
B Project has effective leadership.

the project.
W There is an investment made in proper planning

® The project scope, a
- approach, and deljv .
upon during planning, verables are clearly defined and agreed

& Each stakeholder q
nd team member’s role
' S -
communicated ang wp (s} and responsibilities are clearly

A high priority
. gf1 priority is placed on accurate and complete work effort estimat
P . es.
A realistic schedule s developed and agreed upon S
B The proj '
project team has g strong results-focus and customer-orientation

[ | Pr0]eCt C 7] -
Olnlllunlcatlolls Qare consistent e“eCthe and iOCused on ulldel
Stalldulg.

B Project iss
. j ‘ ues and subsequent action items are aggressively pursued
€re is a strong sense of collaboration and teamwork .
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B Expectations and changes surrounding scope, quality, schedule, and cost are

closely managed.
B Project resources are skilled and available when needed.
W Project team proactively identifies risk and determines mitigation strategies to

reduce project exposure.
W Project team anticipates and overcomes obstacles to ensure project meets

objectives.

Essential Project Manager Toolkit

While there are many facets of project management and many lessons to be learned
from both troubled projects and successful projects, there is an essential set of tangi-
ble tools that any project manager needs to have to best manage any project. Table

3.2 lists these essential tools and why they are important.
The important principles to remember regarding project management tools are as

follows:
B Any planning document needs to be reviewed and agreed to by appropriate

project stakeholders and team members.

B Separate documents are not always needed. Smaller projects might combine
relevant information (especially “plan” documents) into a single “grouped”

document.
M The essential tools represent the key information and thought processes that

is needed to effectively manage the project.

Table 3.2 Essential Project Manager Tools

Tool Description . Value ~  ~ Notess
Project Authorizes project and Provides official notice May not always be a
Charter the project manager to the organization formal document;
At a minimum, get an
email notification
Project Defines project purpose, Key for managing Core tool
Definition objectives, success criteria, expectations, controlling
Document and scope statement scope, and completing
other planning efforts
Requirements Defines the specifications  Key for managing Core tool
Document for product/output of the  expectations and

project controlling scope
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Table 3.2 (contir&ued)

Tool

Project
Schedule

Status Reports

Milestone
Chart

Project
Organization
Chart

Responsibility
Matrix

Communi-
cation Plan

Quality
Management
Plan

Staffing
Management
Plan

. Description

Shows all work efforts,
properly estimated. with
logical dependencies,
assigned to responsible
resources scheduled
against a calendar

Periodic reviews of actua]
performance versus
€Xxpected performance

A summary of the
detailed project schedule
showing progress against
key milestone

Shows all project
stakeholders and the
working relationships
among them

Defines all project roles
and indicates what
responsibilities each role
has

Defines the how, what,
when, and who regarding
the flow of project infor-
mation to stakeholders

Defines the approaches
and methods that wil]

be utilized to manage the
quality levels of project
processes and results

Lists how project resources
will be acquired, when
they are needed, how
much they are needed,
and how long they will

be needed

Vglug

Key for directing all
project team work efforts;
Key for managing
€Xpectations;

Allows for impact and
what-if simulations when
things change

Provides essential
information to
stakeholders:

Allows for timely
identification of
performance variances

Allows stakeholders to
see high level project
progress on one page

Allows team members
to get a better
understanding of project
project roles and
organizational dynamics

Key for managing
expectations;
Establishes
accountability

Key for managing
expectations;
Establishes buy-in

Key for managing
€Xpectations regarding
quality, performance,
and regulatory
compliance matters;
Impacts work efforts
and project schedule
Establishes accountability
Key for building
schedule;

Key for properly
managing resources

"0 PROJECT MANAGEMENT

Notes
Core tool

See Chapter 10,
“Controlling a Project,”
and Chapter 17,
“Managing Project
Communications,” for
more details

Detailed schedule roll-ups
can be difficult to reqd
and interpret;
Incorporate into Status
Report

On smaller projects, may
be combined with project
plan or project definition
document

On smaller projects, may
be combined with project
plan or project definition
document

On smaller projects, may
be combined with project
plan or project definition
document

On smaller projects, may
be combined with project
plan or project definition
document

May also include role
profiles, rates, training
needs;

On smaller projects, may
be combined with project
plan or project schedule

Table 3.2

Tool
Risk Response
Plan

Project Plan

Deliverable
summary

Project Log

Change
Request Form

Project
Notebook

CHAPTER 3 ESSENTIAL ELEMENTS FOR ANY SUCCESSFUL PROJECT

(continued)

Description

Lists each identified risk
and the planned response
strategy for each

Formal, approved
document that is used to
manage project execution

Defines and lists all
deliverables to be
produced by the project

Captures essential
information for each
project risk, issue, action
item, and change request

Captures essential
information for any
requested change that
impacts scope, schedule,
or budget

Used by project manager

Value )
Cc;mmunicotes potential
issues in advance

Proactive measures help
reduce impact to project

Includes all other
supplemental planning
documents;

Key output of project
planning

Key to managing
expectations; N
Ensures proper visibility,
tracking, and reporting
of targeted deliverables

Ensures proper visibility.
tracking, and reporting
of items impacting the
project

Allows change item to
be properly assessed and
communicated before
action is taken

Part of managing

to maintain official record project information

of important project

documents and deliverables

35

Notes

On smaller projects, may
be combined with project
plan or project definition
document

On smaller projects, may
be combined with project
definition document

May be combined with
status reports

Core tool

Core tool

Electronic and/or
hardcopy versions

THE ABSOLUTE MINiMUM

At this point, you should have a solid understanding of the following:
' s e
B What defines a successful project and why it is not always easy to measur

i to
B The common reasons why projects get in trouble and what you can do

avoid them

. iects
M The key principles that serve as the foundation for most successful proje

i rtant
B The essential project management tools and why they are impo

i i i i is chapter.
The map in Figure 3.1 summarizes the main points we reviewed in this chap

ST -+




Dekvered as promised
Completed on trme
Campeted wittin buaget
Deivered qualty

Arwved onginal purpose

—_———— A

et sizwenolder expectations

Sinwin relatonships

Project not akg ea

Lack of management support

Organ 2amndi-ieve
INATEQUALE [ et SDO8.

Too many proect sponsas

Resourte contts

Poor communcations
Lack of change conty Project-ieve! 15sues
Unforeseen technkal ditcuties

Lack of buy-

Lack of clear roles and responsiidr-ss

Inagequate proect manage* Muti-ieve: ssues

Underestimating change impact

tradequate piannig

Lack of compietion critena
Inadequate progress trackinz

Prorect man3sa=ent fundamentals

Not
»
Defining 2

| praject

wial

Essential
elements

successful
projects

Lessons from
troubled
projects

Business manaz:ment fundamentats —
rmicalsrowes Essential

Zmmunication skilis

Leadership skils V4

PM toolkit

1. Organzaton

a

2 Slakeholdels/
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1.1 Abgned wit organzatonal goalg

1.2 Effectve management support

21 Agree on the dupse. guals. ang
the objectves o he ivoect

2.2 Share a cormwr vsion of the.

e

3. Panning

Lessans from
successful
projects

FIGURE 3.1

Essential elements for any successful project overview.

4. Expectations

6. Project
management

N

2.3 Share reahsi exectabons of
the project resuls

3.1 The profect scope approach,
and delrverawes are Clearty dehne
and agreeq 00N gunng plancwng

32 There is an ~estment made m
proper plannryg

3.3 High pnonty dace o0 accounts.
and compiete won, 0t estrmates

34 A realistc schedue s developed
and agreed .0on

Stakehoider expeciatons

Constantly ma~aged and
validated thro.gho.: ™e project

4.3 Role(si and responsidiites are deaty
COMMUNICatE? ant uNdersiood

4.4 Changes sum>unaing scope, quaity,
schedule. anc 0st e closely Managed

5.1 Strong resutis-vacus ana cuslomer
orientation

5.2 Strong sense o* col.acoration and
teamwork

5.3 Proactively ige"mhes ns« and
determines m.zratio” strategies

5.4 Anticipates anz veromes
obstacles

Project resou~z3s ar< s<ived ana
available whe~ ~2e0%3

6.1 Project has effeTive w2adership

6.2 Progress is mezsures consistently
from the cure~ nasene

6.3

Project issues and suasequent action
tems are aggressively pursued
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Project communcations are
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Defining a Project . . . .- .- oot

Planning a Project . . . . - . oot

Developing the Work Breakdown Structure . .65

Estimating the Work .. ..o v ereee o
Developing the Project Schedule .. .. ..

Determining the Project Budget .. ... .-

consistent, eftective. and focused
on “understana: g™
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IN THIS CHAPTER

Understand the importance of defining a
project correctly

Learn what questions must be answered to
properly define a project '

Understand how defining a project relates to
planning a project

Review the essential elements for a Project
Definition document

Learn how to determine if a project has
been properly defined

DEFiNING A PROJEGCT

The journey begins...

The first stop on our journey down Project Management Boulevard is
also the most important, because it builds the foundation for all other
project management activities and sets the stage for our eventual proj-

ect success (or failure).

The irony of this is that depending upon your organization and industry,
you (the project manager) may be the primary agent in getting this done,

or you may not be involved at all until after project definition is complete.

In either case, you need to know how to properly define a project and
how to evaluate if a project definition performed by others is complete

before starting any detailed project planning efforts.

With all this in mind, we will review the critical importance this step
plays, the key guestions that must be answered and agreed upon, the
“must-have” elements of your Project Definition document, and the

success criteria for the project definition process.
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Setting the Stage for Success

Pick your cliché of choi

3 ce here: “getting every,

oo no i g vone on the same page,” “singin,

ot o gt:zok,' dancing to the same beat.” “pointed in the same digecgof;o:n
g the picture.” They all apply, and they all communicate the impor-’

nc ge ¢} he ke Ct rtic p ntst gree on the answers to these seven
tance of tting the Yy project participants to a

I
basic pIO]eCt definition qUeSuOnS‘

B Practically, the work to properly define a proi-
ect is often not trivial. In fact, many process-
focused and disciplined organizations
handle "project definitions” as separate
projects. Common examples include busi-
ness case development projects, cost-benefit
analysis projects, selection projects, and

note

1. Why are we doing this? (Purpose)
assessment projects.

2. Wh izati
at organizational level goal(s) does this project support? (Goals and

Objectives) @ Historically, people have learned that A5 with all project man

detailed project planning and general proj-
ineffici 4 difficult agement processes, the
ect management are inefficient, an ifficu time and rigor invested <hould be

. How do i : .
es this project fit with the other projects that are going on? (Scope
at best, if project definition 18 not performed.  onastent with the size and risk

Project Context, Project Dependencies)

® Financially, effective execution of the project level of the project.
definition process enables the organization
to leverage portfolio project management

. What is the ex jl
xpected benefit from this proj
ect? (E i
Case, Value, Success Criteria) P (Expected Benefis Business

As a general guidefine, 20% of

5. What are we going to do? (Scope)
the total project duration should

6. Who is impact i
pacted by this and who must be involved? (Stakeholders) processes. This should allow the organiza- _ E
7. How will we know when we are done or if th i tion to better invest their limited resources be invested in definition and plan- |
he project was successful? (Success into initiatives that offer the greatest return ning activities. j

Criteria)

I,

Gaini g consensus on p

ning c hese questions i$ paramount to a ationa

| ) ! nt tom naging the organiz i

evel factors that get pr]eCts m tIOUble (SUCh Qas Qliglllllellt with OngHIAZQtl‘ nd
on a

management Support) and to i ect level factors that lmpact pl() ect
controllmg ke pro'

' y | level facto i j

success: stakeholder eXpeCtQtiOnS and SC()pe anOgement

PORTFOLIO PROJECT MANAGEMENT

Portfolic project management s a management practice that brings riger and diligence to
tion process. it is a management practice that allows executives 10 make
ects to fund, gives them visibility to alt targeted enter-
lifecycle, and applies a consistent set of performance
ormance. It as a management practice

the project defini
H petter decisions regarding which proj
ow Does = . prise projects throughout the project
Deflnlng d PrOJeCt Relate tO PrOject metrics and criteria to better compare project perf

Pla n nlng? that attempts to bring an end to projects that are not organizationally aligned, not priori-
ome of the key benefits of this

tized, not resourced properly, and not monitored closely. S

Many people think of “defini I
of “defining a project” as part of the project planning process approach to an organization include

and they are correct. It i
. It is the first st it ic s )
tion for several reasons: ep. However, it is important to make the distinc- W Requires each potential project to be fully defined up front.
W Logistically, before you devel B Engages the executives in the project selection and prioritization process, using a
need to know the p};rame:e op addetaxled and complete project plan, you consistent, objective approach.
eters an i ) ! . .
m Politically, you need to k boundaries for the project. B Ensures that individual work efforts are prioritized and focused on most important
’ 0 know the key stakehold i i
the project mission (proj ers are all in agreement with projects.
project purpos fecti - L ) . o .
before proceeding forward purpose, goals, objectives, and success criteria) B Maintains executive visibility on targeted projects. This helps maintain organiza-
' tional alignment.

B Allows executives 1o identify “troubled” projects earlier. This provides them more
llocate valuable resources much quicker.

options, and it allows them to re-a
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Project Definition Document

VYe’ve referred to “gaining consensus” and “get-
ting agreement” on the answers to the important
project defining questions several times. How do
you do this? You write them down and get every-
one to formally sign off on this document. We
will refer to this document as the Project Definition
(:locument. In this section. we will review both the
“must-have” elements and “good to have” ele-
ments of the Project Definition document.

Required Elements

First, let's review the must-have informational
elements that should be included in your project
definition document.

N Purpose—This section should answer the “Why?"”
muni i .
nicate the expected business value. It should reference the organizational

objective being supported, the busi i
priority level , usiness problem being solved, and its relative

B Goals and Objectives—This section is
derived from the Purpose and communi-
cates the targeted outcomes for the proj-
ect. It should answer the “What are you
going to accomplish?” question.

W Success Criteria—Closely related to
Goals and Objectives, this section should
list the measurable, verifiable results that
will determine the success level of this
project. This section is often referred to as
Critical Success Factors too.

B Project Context—Documents how this
project relates to other projects within the
Product program and/or within the organ-
Ization as a whole. This section should
also describe how the project fits within
the organization and business process

flow.

Wi

[V

¢
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caution

There are many different
names for the Project
Definition document.
Some of the most com-
mon alternative names are
Project Brief, Project Charter, Project
Inttiation, Scope Statement, and
Statement of Work.

We are using Project Definition,
because this term best describes the

\ Purpose of the document.

question and clearly com-

tip
Whenever you are defining
whatis “in scope”, it's a
good idea to note what

related work is “out of
scope.”

This will help clarify under-
.standmg and expectations regard-
ing project scope.

As a rule, any work item that is
related to your defined scope that
someone could assume is
included, but is not, should be
\hsted as "out-of-scope.”
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B Project Dependencies—Closely related to Project Context, this section

clearly documents any dependencies that could impact the results or success

factors of this project.

B Scope Specifications—Clearly designates the organizational. process, sys-

terns, and functional specification boundaries for the project. Should be high-

level breakdown of the Goals and Objectives.

B Out-of-Scope Specifications—To better communicate what is considered to

be “in scope.” it is recommended that you clearly indicate the high level work
items that are related (or associated) to this initiative, but that are not of this

project

® Assumptions—This section clearly communicates the underlying basis or

things to be considered true in regards to any other aspect of this document.
In most cases, the Scope, Out-of-Scope, Assumptions, and Constraints section

combine to clearly define what work will be
performed by this project.

B Constraints—This section lists any business
event, schedule, budgetary, resource, or tech-

nical factor that will limit the options avail-
able to the project.

B Risks—This section will list any uncertain

event or condition (risk) that, if it occurs,
could have a negative impact on one or
more project success criterion (schedule,
budget, quality, and so on). For each risk, it
is good to list the related causes, the per-
ceived negative impacts. the likelihood it
will occur, and the planned response strat-
egy and action items. See Chapter 14,
“Managing Project Risks,” for more details.

B Stakeholders—This section lists all of the

individuals, business units and organiza-

tions involved in the project, the role(s) each

is expected to play, and an indication of
how they relate to one another. A Project
Organization chart and a Stakeholder-Role
Description Table is highly recommended
here.

L)

note

To expedite the process
of getting agreement on
the project definition document,
walk through an initial draft that
you develop with the stakeholder
group rather than starting with a
blank slate.

The process of project definition
and project planning is @ process
of iterative refinement (or what
PMI refers to as progressive elabo-
ration), so your draft will help facil-
itate the discussions, negotiations,
and modifications that need to
occur amongst the stakeholders. ‘,
e

o fﬁ Ny
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B Recommended Project Approach—To better describe the intent of the ini-
tiative, this section highlights the recommended approach to getting the work
of the project done and why it was selected over any other options. This section
should note anv key strategies, methodologies, and technologies to be used.

Additional Elements to Consider

These are informational elements that may not always apply. but if appropriate, are
recommended additions to Project Definition document.

B Alternative Project Approaches—This section lists the approach details
for any alternatives that were considered.

B Organizational Change Issues—Since most projects result in a change to
the status quo, and the most common oversight in projects is not adequately
realizing, planning, and preparing for the “change” impact to current cus-
tomers. business processes. and personnel, it is highly recommended that this
area be a focus from the start of the project.

M Policies and Standards—Given the priority that standardization, compli-
ance, process improvement, security and quality have in most organizations,
it is highly recommended that any policy, regulation, or standard that will be

applied to the project or the results of the project be identified from the start
of the project.

B Preliminary Cost, Schedule and Resource Estimates—Generally, there
is some preliminary “ballpark” expectation for the cost, timing, and resource
needs of this project. In many cases, these will be noted as
either project objectives or as project constraints. The most
valuable information here is not necessarily o
the date or the dollar amount, but an
explanation for what is driving the figures H -
presented. caUtlon e

The Project Definition

document is a “living”

B References to Supporting
Documents—For any situation, where d 4 should
the results of a preliminary or related proj- bocun;ertn:n § f?ut th
ect served to define the need or details for N UP a e. to reflect the

. . . evolving circumstances,
this project, always include a reference to ) .

. issues, and needs surrounding the

those supporting documents. Common project
examples would be a Business Case, Cost- ’
Benefit Analysis, Assessment Results,
Requirements Document, and Business
Process Engineering Studies.

Changes are okay. The changes just
need to be announced, reviewed,

and approved by the relevant stake-
holders.
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Project Definition Checklist

Here's a checklist that can help you to determine if your project is deﬁ_ned properly
ad if you are reudy to proceed to the next iteration of detailed planning. If )./ou find
(tlhat yczlur project islnot properly defined, you have the following options available to
™ i to next
8 Resolve any gaps with appropriate stakeholders before moving on
i during the
W If the project has already been defined, work to resolve these gaps during
detail planning phase. | ' .
m If gaps cannot be resolved, then handle as project risks or issues (whichever is
appropriate for the specific gap).

W s it clear why this is project is being
undertaken?

tip
For anyone who has not
attended a Goal Setting 101

course, let’s do a quick
review of SMART goals.

m Is there a clear picture of the desired
results of this project? Ry o

B s there a clear picture of how this project
fits within the organizational landscape?

m Do you understand who is funding the

ject initiative? .
S Actually, I've seen two dif-
ferent definitions of SMART
goals, and they both apply:

W Is there a gap between available and
needed funds?

B s the gap between the current state and
the desired future state clearly docu- b Sefinition #1—SMART gogls are
mented and understood? Specific, Measurable, Achievable,

i ime-based.
B Has the expected “change impact” on Rewarding, and Time-b

existing business processes, customers, Sys-

Definition #2—SMART goals are
temns and staff been clearly documented?

specific, Measurable, Agreed-To,
® Have the success factors been identified? Realistic, and Time-based.

? they SMART?
Are they complete? Are they perhaps, the acronym should be

SMAARRT. For projects, the sec-
ond definition is more important
due to the “Agreed-To" element.

W Have any future state performance targets
been defined as success factors? Are they
SMART?
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Project Approach

8 Does proj indi : s ;
project scope indicate boundaries between impacted processes, systems, B Does the recommended approach explain why it was selected over the alter-

and organizations? .
9 ns: natives?

&I i . .
project scope defined clearly enough to show when scope creep is occur- B Are the proposed technologies, strategies, and methodologies documented?

ring?
B Have any external process or system interfaces that will be impacted by this
project been identified? Other
W Has the process workflow between business units or business functions been ® Are the project definition elements documented?
properly considered? B s the Project Definition document under configuration
W Have the organizational and geographic boundaries been clearly defined? management (version control)?
B Does project scope include related items that are out-of-scope? ® Have high level risks and planned Caution
) ) i ified?
a 1‘306.5 project scope include any other organizational or technology-based ini- responses been identified:
tiative that is needed to fully support the project objective? W Has preliminary timeline and budget been | As with all project docu-
F oroi : . ? i
B If project scope includes any requirements, have the requirements been prop- :;Leipﬁ;i;hj oscuii):rile?:l% reasons and hm;r:sa, Vrcjyk iosi;en:::;
erlv validated? u )
B Hav . . changes to the Project
ave any and all project constraints been identified? Definition document and
B Have any and all project assumptions been identified? Acceptance that you have proper backLips of it.
B Are there any known policies. regulations, or standards that will apply to this B Have all stakeholders reviewed, agreed Your Configuration Management
roject (such as proc i i ; upon, an roved the Project Definition ) -
f))n)l? ( procurement. quality, security, regulatory compliance, and so dp a ??app ) Plan (discussed in Chapter 12,
' ocument: “Managing Project Deliverables”)
B Has the project and the project manager will document this.

been officially authorized?

Stakeholders
B Has the project sponsor been identified and engaged?
8 [s each impacted business unit and business process step represented on the mE ABSOLUTE MiNiMUM
project team?
_ h At this point, you should have a solid understanding of the following:
s each customer ;
B Are all stakehold group represented on the project team? B A properly defined project will greatly increase the odds for project success.
re all stakeholders identified i j izati
' i .erltlfled in a project organization chart? B The project and the project manager position should be officially announced
B Are the reporting relationships indicated in the project organization chart? and formally authorized to proceed.
W Are project roles described and assigned to each stakeholder? B The key project manager tools for defining a project are the Project Definition
8/ Have we identified which stakeholders will form the core management steer- document and a Project Organization Chart.
ing committee? M The key skills used by the project manager when defining a project are facili-
B Have we identified which stakeholders will need to review and approve any tation, interviewing, negotiation, and general interpersonal skills.
requested change to the project definition? . tinues
: . continu

The British Council
P.O. Box 10i3

Addis Ahaba ,
Ethiopia l
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n The !’roject Definition document should clearly communicate why the project  '
is Penng undertaken, how it fits within the organization, what it will accom-
phs.h, the boundaries for the project work, who will be involved, and how
project success will be measured.

B The Project Definition document is a living document throughout the project
However, any change to the document mu .
- ’ st be approved by th
original stakeholders. o yhesomesetel
B All stakeholders in the project must be identified.

| All major stakeholders must approve the Project Definition document.

The map in Figure 4.1 summarizes the main points we reviewed in this chapter.

e BT T s Tt % MR e
R AR L oA ek T 8 v
L R

Purpose
Goats and objectives

Success criteria

Sets stage *> success

I

Project context
Project dependencies.

Ensure alignment with organizaona' goals

|

Ensure manageme™: support bo

Manage stakebolder eas<tations — o e
Controt pro-ect scope { .
N ssumptons
First step of project plannrg 0-cess Pfol ect \___Cﬂs
Establishes boundaries for detz d.anning N MIS tll deﬂniﬂon \_H‘S“S
e\ separate document N
Definition work Can be a sepaate project A M.'“oﬂ S e
improve effectivenass of detar d:anning A m dm“ Anemnative approaches
Leverage portfolio project mgr 2-acess y plamlllly ' ; Organizational change issues
" Policies and standards

1. Why are we 53 this?

5 s
2 w.mar organizationa! ‘evel goals) does this project suopon?

Preliminary cost, schedule. and
resource specifications
References to supporting documents

Resotve any gaps before moving on
to the nexi phase

Work to resolve gaps during the
detail planning phase

I How does this project fit with the other proes ™at
are going on? )

4. What s the expected benefit from the d-oject? N7 Kﬂ
3 Whois impacted by this and who must be moveq? y q"esﬁons

6. how will we know when we are done roect
orif the
successful? P vas
7. What are we going to do?

If gaps cannot be resolved, then
handie as project risks or issues

TN

General

Scope
Stakehoiders

Project approach

!

FIGURE 4.1

Defining a project overview,

A

IN THIS CHAPTER

Understand the key principles of effective
project planning

Learn the important questions that project
planning should answer

Understand that a project plan is not a
Microsoft Project file

Review the essential elements for a project
plan

Learn how to develop a project plan

Learn how to avoid the common project
planning mistakes

TPLANNING A PROJECT

The journey continues...

As is true with defining a project, project planning is essential for proj-
ect success. In defining a project, we ensure that we agree on what we
will do and who will be involved. In planning a project, we focus on
hovs the work will be done. This involves poth how the deliverables will
be developed and how the project will be managed. Thus, project plan-
ning involves the traditional areas of work tasks, resources, schedule,
and costs, and it also sets the stage for managing project changes, proj-
ect communications, project quality, project risks, project procurement
activities, and the project team. Each of these factors directly impact
stakeholder expectations and our ability to successfully control and exe-

cute the project.

Unfortunately, there are many misconceptions about project planning,

and often it is performed incompletely or incorrectly.

____.r—'-—'—‘



Key Project Planning Principles

they have witnessed has violated
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Wit'h this in mind, we wil] review the key principles of
l[;)rolect pla.nnmg, how to properly plan a project, the -
ey planning questions that must be answered and 4

agreed upon, the “must-have” elements of your

Project P
j lan document, and the success criteria for note

the project planning process.

While most reasonabie people will, at leqst,
acknowledge there s value to “

emotionally committed” to the practice. Why is

this? Generally,

planning” at a logi-
cal level, many of those same people are less than

A planning technique ]

. that is often used to deal
with the "realities” of planning

project work is called rolling waye
planning. Rolling wave planning ig

it is because the “project planning”

one or more of

the following key project planning principles.

FIGURE 5.1
Highlights the
interactions
between the
planning, exe-
cuting, and con-
trolling project
management

processes,

® Purpose—The purpose of project planning

Is to develop a plan that enables the project
to be executed and controlled, as shown in
Figure 5.1.

a technique that plans work details
only for the next project phase.
The planning for the subsequent
phases is kept at a high level. As
part of the closing process and
review of the current phase, the
work details for the next phase are

Sy
=
Ns

8 Multiple passes required—Project plan-

ning is not a one-time activity performed
f]t the beginning of q project. For starters
1t generally takes severa] iterations to getl
to a comprehensive plan given the multi-
tude of inputs that must be integrated and
the number of stakeholders that need to
agree on the plan. In addition, as things

TR e evmctutt s g

then planned out. J

caution¢

A Microsoft Project file
(or anything else resem.-
bling a project schedule,
timeline, or WBS) is not a
project plan.

A project plan will generally refer-
ence other documents and supple-
mental plans, including a WBS ang

project schedule.
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happen and we learn more, plans will
need to be adjusted and details ironed
out as the project moves along.

A project £-an s all-
encompassira docume-:
that is used as the basis “2-

controlling ard executing &
project

A project plan is NOT a Microsoft
Project file—Before we go any further.
let’s make sure we are clear on a few key
terms. A project plan is not a project
schedule or a Work Breakdown Structure
(WBS). A project plan is all-encompassing
document that is used as the basis for
controlling and executing a project.

Give me one—The planning exercise and

the planning team must have control over one of the traditional project suc-
cess factors (scope, time, cost, or performance). Senior management can set
all but one of these factors—just not all of them.

‘“Proactive” project management—_Etffective planning enables a “proac-
tive” project management approach. Before the execution of the project gets
underway, we ask the questions and determine the approaches we will take
to manage the project and stakeholder expectations regarding project com-
munications, stakeholder responsibilities, quality management, risks,
responses to specific performance variances, procurement management, and
project team management.

“Stay down from the mountain”—Project planning is not the time for
the top-down, Mount Olympus appreach to management. Project planning is
the time for questions, facilitation, interaction, and feedback.

Specifically, you need to conduct a stakeholder analysis on all of your manage-
ment and customer stakeholders to validate the project definition elements.
understand their expectations and com- ‘
munication needs, and to review proce- e -
dures for dealing with critical issues, - tip
risks, change requests, and performance

Change control, comr _ni-

variances.
cations, risk, and qualit,
project management are
excellent examples of prcac-
tive project managemer:

In addition, the team members who will
be doing the work should be heavily
involved in defining and estimating the
details of the work to be performed. We
address this further in Chapters 6 and 7.
This approach leads to a better definition
of the work required and a higher com-
mitment level toward scheduled work

The team approach tc c-oj-
ect planning greatly increases
their acceptance and commit~ent
level to the project plan.

assignments. N
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Important Questions Project Planning Should

Answer

Thi . .
tehmktof project planning as a process of “asking questions” and working with yoy
am to “ vers.” i .
f get the answers.” While the process of defining a project answers some k
undamental questions to get us started such as i

® Why are we doing this project?
W What is the project supposed to accomplish?

W Who are the key stakeholders? The sponsor? The customers?

It is the f i ing” j
. needir;)(cjess o; detail planning” q project that allows us to answer the questions
ressed to implement and mang j i
ge the project. These im i
f portant questions
n(icus on both th.e work to produce the targeted deliverables and on the work to
anage the project. Some of these key questions include the following:

B How exactly will the deliverables be produced?

B What work tasks must be performed to produce the deliverable?

B Who will do the work?

R What other resources (facilities, tools) will we need to do the work?
B Where will the work occur?

® How long will it take to do the work?

® When will the work be done?

B How much will this project cost?

| | WhClt SklllS skill le\‘els and ex i
, ' erienc () ole? hen do
need t}lelll. P e are needed f r each r le? w

W When do I need each resource? How do I get resources?
W Who is responsible and accountable for what?

B How will changes be controlled?

B How do I ensure acceptable quality in
deliverables and in the process?

8 How will | keep stakeholders informed,

get their feedback, what mediums are Always get sign-off from
best? #  appropriate stakeholders to

confirm agreement and

B How will I track issues? How will critical understandi
erstanding.

issues be escalated?

B How do we handle variances? What is
the threshold for senior management?
What communications need to occur?

CHAPTER 5 PLANNING A PROJECT 53

M What risks exist? What are our response strategies?
B How will version control be conducted?
8 How will project information be maintained, secured?
B How will [ manage the project team? What training needs exist? How will
their performance be evaluated? How will I orient any new team member?
B If we are leveraging external resources (vendors, suppliers), how do we man-
age their performance?
B How will project performance be measured and reported?
B And ultimately, do I have a plan that will allow me to execute and control
this project?
As we determine these answers, we capture them in the project plan. We can then
review the project plan with our key stakeholders to ensure we have agreement and
understanding. Let’s next step through a typical project plan and review what each
section is for and how we go about getting this information.

Building a Project Plan

The first step in building a project plan is to validate the elements of the project defi-
nition document. Depending upon the length of time between acceptance of the
project definition and the start of detail planning, you may need to confirm that
there have been no changes in the purpose, objectives, success criteria, and scope of
the project with your key stakeholders.

B Validate project definition—This section should reference the project defi-
nition document and includes all required elements of a project definition
document. The key task here is to re-validate the business case for the project.
This is especially important if there has
been a time lag between project defini-
tion and detail project planning, or if the
planning exercise results in time and cost
estimates significantly greater than origi-
nally estimated during project definition.

tip

.

As you visit with stake-
holders during detail plan-
ning, make sure to validate

B Determine what needs to be done—
This section should provide any addi-
tional details regarding the project

their project definition under-
standing and expectation.

approach (how this will be done), the tar-
geted deliverables that will be produced,
and all of the work that is required to
complete the project. This process is
explained in greater detail in Chapter 6,
“Developing a Work Breakdown Structure.”

Re-confirm that the busi-
ness case for the project is still
valid after the detailed project
planning exercise is complete.
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This section normally refers to a list of

deliverables and to the WBS, -

tip
To simplify the review
process and to minimize

N Determine acceptance criteria—This
information can be part of other compo-
nents, such as deliverables list, WBS, proj-
ect approach, or quality management
plan, and may not be its own section.
However, to validate that all required
work has been identified and to improve
the quality of work estimates, it is best to
clearly document (somewhere in the proj-
ect plan) what the acceptance criteria is
for each deliverable and for each project
phase.

quently in its own document.

Common examples are assump-

project schedule, requirements,
project organization chart, and
responsibility matrix.

® Determine resource needs—Based
upon the tasks and activities that need to
be performed, determine the type and
quantity of resources needed. Resources
include people (roles), facilities, and tools. These resource needs should be
determined when developing the WBS with the team members who will be
doing the work.

To assist the acquisition and management of these resources, all resource
needs should be documented (resource management plan). For people
resources, document the role description and the prerequisite skills, skill lev-
els, and experience,

As part of the scheduling process, the timing of resource needs should be
noted and finalized in the resource management plan. A sample resource
management plan is illustrated in Figure 5.2.

&8 Acquire resources—After the resource needs are documented, you can now
begin the process of acquiring those resources. The key questions to be
answered here are

B Will I be able to get the “quality” of resource requested?

® Will [ be able to get this resource in-house or will I need to obtain it
from an external supplier/vendor?

future document modifica.

tions, capture any informa-

tion that is shared, needs to
be reviewed separately, or
is likely to be updated fre-

tions, WBS, communications plan,

FIGURE 5.2

Basic example
of a resource
management

plan.
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B Will the resource be available when needed?

B How will this impact my cost estimates and budget?

Developer | R Alexander

Team Training Projected Start | Projected Roli-off | ~ Porcent
Role Member Noeds Dase Date Afocation
* Advanced
Technical | g Gates Enterprise Web 6/1/2004 1013012004 80
Leader Development
Business * Process Modelin_g 1000
Pro::ess S Jones « Power PowerPoint |  6/1/2004 10/30/2004 o
Leader User
* Advanced .
Lead L Gregory Enterprise Web 6/15/2004 10/30/2004 100
Developer Development J]‘
tead E Michaei  |* Ratonal Test 6/1/2004 10/30/2004 100
Analyst Studio
Test QVictoria  |* Advanced Load 6/15/2004 l 10/30/2004 100%
Manager Testing [
* Accelerated 0O 77152004 ‘ 9/30/2004 100%
:
|

Development

Estimate the work—After we know what all of the work activities arfe, and
we know what level of resource will be doing the work, we can now estimate
the effort and duration for each activity. Due to the cﬁtical importance and
difficulty of this step, we review this in greater detail in Chapter 7,
“Estimating the Work.” . )
Develop the schedule—Now that we understand th? ?equlre'd res?urces an
estimated effort for each work task, we are now in position to identify the .
relationships between these tasks and build a schedule tf) complete th.e wo;1 .
Due to the critical importance and common errors in this step, v~,/’e review this
in greater detail in Chapter 8, “Developing the Project Schedule.

At a minimum, schedule information should be availablfe in at least one
summary form (such as a milestone summary listed in Figure 5.3) and
always available in complete detail.
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FIGURES3
Exampl Project Milestone - -
ple of a QOngmal Est. Revised Est. Variance FIGURE 5.4
i . A e . B ey
milestone sched- Date | Completion Date « partial role Project Role Project Responsibiities |7 Assigned
ule summary 06/15/04 Apa - Team Member
) Plan Phase Toll-Gate Apr 30, 2004 responsibility
that tracks any Design Pn : i ‘hart for a soft- Project Sponsor * Responsible for championing the project and T. Terrific
approved sched- gl ase Toll-Gate Jun 15, 2004 I Jun 22,2004 | ‘ communicating all aspects of the project to other
e var Hteration 1 Development Compy : ! 1 week ware develop- senior management stakeholders.
ule variances , plete July 15, 2004 July 22, 2004 y 1 week ment project. « Has ultimate authority over and is responsible
teration 2 Development Com i for the project and/or the program.
plete Al : pro} prog
terati : ug 15. 2004 Aug 29, 2004 2 weeks * Approves changes to the scope and provides
on 3 Development Complete |  Sep 15. 2004 Sep 30. 2004 2 woer the applicable funds for those changes.
. S
Stress Testing Compl
g plete Sep 30, 2004 Oct 15, 2004 | 2 weeks Project Manager * Provides direction and oversight to the initiative M. Yost
User Acceptance Testing Com, * Works with stakeholders to ensure that
plete Oct T
Deploy Phase Toit | 2<% 2004 Nov15.2004 | 2weeks expectations are met
y Phase Toil-Gate f Nov 7. 2004 Nov 22. 2004 2 o - Deveiop and manage project plan
Pilot Site Implementation i eks * Design and execution of a project
P Nov 17, 2004 Nov 29,2004 | 2 weeks communications plan
ilot Implementat ! * Measure, evaluate, and report progress against
. ion Review i Dec 15,2004 Jan 15,2005 | 4 weeks the project plan port prog ¢
ose Phase Toll-Gate Dec 22, 2004 [ Jan 22, 2005 P « Provide project status reports
. tweeks - Coordinate and manage activities of project
personnel
] v ene s + Resolve project issues
Update roles and responsibilities —This step has two art - Sonduct scheduled project satus meenr o
First, if any n 1 . parts. * Establish documentation and procedural
. , ¥ new role has been identified, then update the stakeholder-role Pl dhge
escription table (first menti i ; S ) « Perform quality review of deliverable
name of th ‘ oned in the project definition document) with the documents
e of the required role and the spe- + Maintain project communication with the Client
cific responsibilities th Project Manager
Qa .
fo) p ce el trole has. - Review and administer Project Change Control
nce specific individuals are assigned ti Procedures.
to roles, the projec ihili
" ' project role responsibility » p Technical Leader * Provide technical leadership on the design of B. Gates
chart can be updated to reflect role application architecture
assignments. An example of q partial The responsibility matrix is ';iizsresmu“o" of any application development
project role responsibility chart is pre- often reerred to as a RACI * Facilitates technical design sessions
sented in Figure 5.4. ("Ray-Cee") matrix or RASIC 'E;z:tedr:ig:ahty assurance to technical
"Ray-Sicx”) matri
Second, for ea L ( matrix. The
pack ! i dCh significant work acronyms represent each Quality Assurance | * Provides quality assurance to the overall N. Reed
age listed in the WBS, ma th Manager project processes, procedures, and deliverables.
, e ! . ) \ \
responsibility 1 P level of potential responsi- « Works with the Project Leadership to ensure
p 4 ty level that each role has bility. project expectations are met
regarding that item. This mapping i
. appin . - - n
routinely captured i pg gls R—Respon5|b|e Business Process * Provide business competence to the project S. Jones
: y captured in a responsibility A—Accountabl Leaders team G. Griffey
assignment matrix. An example of a untable * Participate in information gathering sessions
partial . o p C—Consulted = Provide pertinent strategic business
project respon51b111ty assignment I—Informed documentation and information
matrix is presented in Figure 5.5 € - Assist in the identification of business critical
X " _ . processes
This summary map is a powerful tool R—Responsible + Validate viability of recommendations
to help stak A—Approve ~ Serve as primary user acceptance testers
p stakeholders clearly understand 5
. ) —Suppor
their roles and what is expected of | mfooo ;
— me

them.
\ C—Consulted




FIGURESS
A partial RASIC
responsibility

matrix

FIGURE 5.6

A project organi-
zation chart for
an outsourced
software devel-
opment initia-

tive.
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n Update plo]ect organlzau()n—Also p[eVl()llSly mentioned in the pro ect
definition d()CUlllell‘ this section lists all of l’lle indiv l(ill(‘] S l)l,l.SlI ess ur i(§
’ S S,

and organizations i i j
g ns involved in the project. the role(s) each is expected to play.

and an indication of I Y
how they relate to one another. A j organization
her. i i
. - : : prolect rganizi
chart as shown in Fxgure 5.6is hlghly recommended here

Change Control
Board

<‘

'
H Quati
h Project Assumnwce
' Leadership Manager
: Y ;
' .
ot = <Vendor> 1
‘ ProjectLeader | | '
v T
Y ' Developer
T
Business v_e-
---------- : ‘r ‘r ‘r
H Ve <Vendor>
1 oo Creative <Vendor> Deveioper
ad Analyst
Devetoper J[-024D:
Database
Architect

N Determi j
Dete anl:e project costs and budget—Now that we have our resource
a oo
e s é)l;)e:xmlr:c:)rydschedule. we can tabulate estimated project costs
oject budget. We will discuss this i ili
9, “Determining the Project Budget.” i m greater ettt in Chapter
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B Determine project control system—
Specifically, we need to get agreement on
how the performance of the project will
be measured, how often, and how it will
be reported. In addition, we need to
determine how performance variances
should be managed. Frequently, this
information is documented in either the
project plan itself, the project communi-
cations plan, and/or in the quality man-
agement plan. We will discuss this in

greater detail in Chapter 10, “Controlling
a Project.”
m Plan for change—All plans are subject to change. The difference with suc-
cessful projects is that they anticipate the changes and establish procedures
in advance to review, assess, and manage any request or any factor that
impacts the key performance factors (scope, quality, time, and cost). These
procedures help to ensure that the right people are involved in the process
and that the right people are informed of any “change” decision. We will dis-
cuss this in greater detail in Chapter 11, “Managing Project Changes.”
rmation—There are two primary objectives of this

To help identify relevant
stakeholders, make sure 10

understand the complete

business workflow

process(es) and how each
person involved is impacted
by your project objectives.

m Plan for project info
step:
@ Where will the project repository be locate
controls it?
@ How will changes t0 project deliverables

d? Who can access it? Who

be managed and controlled? *»
p]
This information is frequently maintained - :
in a configuration management plan. We note
will discuss this in greater detail in Chapter -

12, “Managing Project Deliverables.”

B Plan for issues—All projects have issues
and action that must be taken to resolve
them. The difference on successful projects is
that they establish a process in advance to
closely track these issues and establish a
procedure in advance to escalate any critical
issue to the appropriate management stake-
holders. We will discuss this in greater detail activity. —)
in Chapter 13, “Managing Project Issues.”

The risk management
process can impact the
project plan throughout the proj-
ect because it is 3 continuous,
proactive project management
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& Plan for quality—Another proactive
management approach to determine the
quality standards and policies that project
deliverables and processes must meet. For
planning, the significance is that addi-
tional roles, work activities, and costs will
likely impact the project schedule and the
project budget. We will discuss this in
greater detail in Chapter 15, “Managing
Project Quality.”

B Plan for communications—A proactive
management approach to determine the
information and communication needs of
each project stakeholder. These needs

caution? -

The project plan docu-
ment and its components
are “living” documents
and can be updated to
reflect the evolving cir-
cumstances, ssues, and needs sur-
rounding the project

Changes are okay. The changes just
need to be arnourced, reviewed
and approvea by the relevant stake-

should be determined as part of the stake-
holder analysis. The work efforts associ-
ated with delivering project

holders.

communications should be accounted for in both the WBS and the project
schedule. We will discuss this in greater detail in Chapter 17. “Managing
Project Communications,” and in Chapter 18, “Managing Expectations.”

B Plan for team management—While we have already taken key steps to
laving the groundwork for an effective project team by involving them in the
“planning” process, establishing clear role descriptions, and scheduling clear
assignments, there are additional steps to consider too, including training
needs and performance evaluation. We will discuss this in greater detail in
Chapter 19, “Keys to Better Project Team Performance.”

B Plan for procurements—This step is closel
linked to resource planning. If resources will
need to be obtained externally, then the
work to manage the procurement process
must be planned and added to the WBS,
project schedule, and project budget. We will
discuss this in greater detail in Chapter 21,
“Managing Vendors.”

Summary of Supplemental
Project Plan Components

We introduced several new planning components,
in addition to the core work plan, budget and

4

note

The formality and detail
of each Project Plan section

or supplemental plan will vary
depending on project need, proj-
ect size, industry, and organiza-
tional culture.

ot

5

e o
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control elements you expect in the p!
impact that several of them have on t

summarize and organize

fable 5.1 Summary of Supple
project Plan
Component Purpose U
Change Describes how the project

success factors (Scope, cost,
schedule, quality) will be
managed and how changes
will be integrated.

Describes how the informa-

tion and communication
needs of project stakeholders

will be met.

Control Plan

Communica-
tions Plan

Configuration Describes how changes to

j i bles and
ment  project deliverad!
?’/}ggage work products will be
controlled and managed.
Procurement Describes how the procure-
Management  ment process will be
Plan managed.
Quality Describes the project
Management quality system.
Plan
Responsibility Lists the proied roles and
Matrix responsibilities. Cross-

references roles with
assigned resources.

revious section and made reference to the
he overall project planning effort. To help
this information, please refer to Table 5.1.

mental Project Plan Components

fmpacton
Project Planning
Proactive approach;
manage expectations.

Key Elements/
Notes

Can include
assessment of
expected stability of
project scope.

Communications
management plan
details must be added
to WBS and project
schedule.

Proactive approac_h',
manage expectations.

Often documented
and presented in
tabular form.

Should include both
technical work .
products and project
documentation.
Contract types Remaining procure-

i ement
roject team  ment manag
RO o e tasks must be added

to project schedule.
Constraints of schedgl-
ing procurement activ-
ities with third-party
vendors may impact
the project schedule.

uld address both Cost and schedule
i)}:cc))ject work pro- adjustments may b(fl-
ducts and the project needed to meet qu
ity standards.
Quality assurance .ar.ld
quality control activl-
ties must be staffed
and added to the proj-
ect schedule.

Ensure all required
resources are
accounted for.

and procurement
dept.

processes.

RACI matrix.
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Table 5.1

Project Plan
Component Purpose S
Resource Indicates when project
Management resources are needed on the
Plan Project (start and end dates).

(continued)

Risk Describes how the risk
Management management process wijl]
Plan be structured anq performed.
Risk Response Describes the response

Plan strategies for identified risks.
Variance Describes how performance

Management (cost, schedule) variances Tesponses to different manage expectations,
will be managed. variance levels,

Project Plan Checklist

Here’s a quick checklist that can help you to
determine if your project is planned properly
and if you are ready to proceed to €xecute your

project.

8 Have you answered all the questions in
the section “Important Questions Project

Planning shoulq Answer”?

B Have yoy reviewed your was, work effort

Key Elements/
Notes

Impact if resource
cannot meet all skill
requirements,
Impact if resource
must be acquired at
rates higher than
estimated.

Describes the process
to be used.

Risk Log.

Details action steps
to be taken if rigk
event occurs.

Documents planned

Impact on

Project Planning
Cost baseline, work
estimates, qnd project
schedule are in flux
until the final
resources are
acquired.

Ensure risk manage-
ment tasks are addeq
to WBS and project
schedule,

Risk response strate.
gies may entail the
allocation of addj.
tional resources, tasks,
time, and costs.
Budget reserves, con.-
tingency plans.

Proactive approach;

tip

To assist the review and

acceptance process of the
project plan, consider the fol-
lowing:

1. Distribute project plan
and components to
reviewers in advance of the

official review meeting.

estimates, project schedule, and project 2. Prepare a summary presenta-

budget against their respective checklists?
8 Has the project plan been reviewed and

approved?

B Was the project plan signed off in a review

meeting? In-person?

3. E

4.5

“

Si

then, ask for the acceptance

tion of the project plan.

Ncourage open, honest

feedback.

eek understanding and
buy-in” first; then and only

gn-off.
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llowing:
At this point, you should have a solid understanding of ?he fo o ecgt —
B Project definition is focused on what the project will do. Project p!
focused on how the project will get it done. that provides he basis for i
i is all- ing documen
A project plan is all encompass' { . S
. ectp ex)ecution and control, and it is not a Microsoft Prot) .
icate w
j ent should clearly communi . \ ]
- Thref Prole;t 51:: v(:ic;lct;r:it when they will do it, who is responlsllb;e for wha
ow : i trolled.
s(:ldohow the project will be managed, monitored, and cond -
- o
B The project plan document and its componentts atl: lg/;:gmem mens
j However, any change to the
throughout the project. T, .
appro?/ed by the same set of original stakeholders

Y y P i j Q acili-
B The ke Skﬂls used by the prO]ect managet .Whell lanning a project are fac
tation yt l, gan.ZOﬁOan, negoti tion, an g al mterp
i ’ analytical or 1 atio d gener ersonal and

leadership skills. .  orteray
® All major stakeholders must approve the project plan document, p:
m

B A Slgll off do \'% y document Slgllatule. It can also be
ff es not have to be a ph SlCﬂ] )

i i increased.
However, the risk of misunderstandings is usually inc

The map 1 Flﬂ‘lle 5.7 summarizes the main ])()llltS we reviewed in this Cthter.
Z
n

T S ——— 3
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Sets foundaton for executing and
conmroting proect

Nterative process

Must be abie to determing at
least 1 success factor

Proactive manageme
Ask hons, facilitate,

invoive stakeholders

Angwer important questions

Answer important planning
questns

Review key planning
detverabies against thetr
respective checklists
Rewviewed and approved by
ey staxeholders
Signed-off by key
stakehkolders

Change contro! plan

Communications plan
Configuration mgmt plan
Procurement mgmt pian
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Detines how work will
be done

Defines how project witi
be managed

Validate project defintion

-~ Determine what needs 10 be
done

L Determine acceptance
crtena

Determine resource needs

< Acquire resources
¥ Estimate work
Develop schedule

Update roles and
responsibilities

plan

Ouali!z momt plan Supplemental

Responsibility matrix

Resource mgmt plan

pises

Risk mgmt plan
Risk response plan
Variance mgmt

FIGURE 5.7

Planning a project overview.

Building 2 project

Update project organization
Determine costs and budget

Determine project control

NG system
N Plan for changes
Plan for information/
N deliverable mgmt
N Plan for issues
\ Access and plan for risks
N Plan for quality

Plan for communications

NG
N Ptan for team managernent
N\

Plan for procurement activity

iN THIS CHAPTER

Clarify what a work breakdown structure
(WBS) is, and is not

Understand why the WBS is considered the
most important tool of the project manager
Learn what makes an effective WBS

Leam how to avoid the common mistakes
when developing a WBS

DeVELOPING THE WORK
BREAKDOWN STRUGTURE

the street what they think of when they

ere to ask anyone off .
If you w o hear “planning.” And if

hear “project management,” you are likely t |
hey mean by “planning,” you are likely to

further ask them what t
o n to the uninitiated, people

hear “schedule” or “work plan.” Yes, €V

" " f
Know that project managers “plan” and develop “work schedules,” 1

they do nothing else.

e
Yet, the process of understanding all the work that needs to be don

and building a realistic project schedute continues to be the Achilles”

heel of project management.
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In this chapter, we begin our close
understanding the power and the
By performing this Step correctly,
project planning activities such a
ter estimates, building a realistic
budget. In addition, a solid wgs
tions and the criticq] success fact

review of the schedule development process by
purpose of the work breakdown structure (WBS).
we will do a much better job at the other detail

s identifying resources, identifying risks, getting bet.
schedule, and developing an accurate project
allows us to better manage stakeholder expecta-

ors throughout the project life cycle.

rify exactly what a WBS is (and is not), we wil]
al to our other project management activities, and
effective WBS and avoid the common miscues in

As part of this review, we will cla
understand why the WBs is cruci

we will learn how to develop an
this arena.

What Is a WBS Exactly?

As I mentioned in Chapter 1, “Proj
is not “brain surgery”

A WBS can take one of two forms:

graphical or outline. See Figures 6.1 and 6.2 for
examples of each.

Both types have their place in your
nicating the top 3-5 levels of worl
holders. The outline form is best
schedule development.

toolbox. The graphical form is best for commu-
k activity to senior management or customer stake.-
for capturing the details needed for cost and

A WBS shows the work and any interim deliverables
that will be required to produce the major project
deliverables identified in the project definition process.
In most cases, the WBS reflects the components that
make up the final deliverables and the approach
(methodology) used to develop, integrate, and vali-

Note
date them. In short, the WBS is an organized task .
list.

L)

By simply doing this, we create an organized pic-
ture that allows us to see, and more importantly,
allows our stakeholders to see, all of the work
required to accomplish the project objectives. You
can begin to see the power of the WBS i
ing expectations.

WBS is a logical, hierar-
chical, organized task list J

developed with the team
n manag-

Software selection
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Partial graphical WBS for a software selection project.
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Partial outline

WBS for a soft-

ware selection

project.

Isn’t WBS Just Another Name for the
Project Schedule?
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Also. by doing this, we employ the primary secret weapon of managing large, com-
plex projects, which is “You don’t!” You break the work down into chunks and man-
age many smaller components.

I’'m not going to spend a great deal of time on explaining how to create a WBS and
how to break down the higher level work of a project, because I think most analyti-
cal people do this naturally, and the details of the work decomposition will depend
upon the specifics associated with your organization and industry. In fact, many
organizations leverage standard WBS templates to ensure any new project includes
the recommended work items.

However, what | will spend time on is making
sure you are clear on terminology, making sure
you understand how this step fits into the over-
all schedule development process, and reviewing
the best practices of WBS development.

Always clarify terms with
your project team and proj-
ect stakeholders in any com-

. munication.
Many industries and organizations routinely use

the following terms in an interchangeable fash-
ion: WBS, project plan, project schedule, and
work plan. As you know by now, these terms do
represent different project management elements
and should not be used interchangeably. However,

For an official repository of
project terms, the use of a
project glossary document can be
helpful.

FIGURE 6.3

The role of the
WBS in the
development of
the project
schedule.
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p thele are reasons. g eQso

as Wlth Q“ less than ldeal ractices, Ulldelska“dlll ﬂle I sons

1s Qlwa S helptul Q“d m this case, can plowde Qddltlollal ulSlghtS as to Why pl(),e( ts
)/ 4

can getinto a “troubled” state.

When you think about the process f.or dev.
the work (detail tasks) that is require

eloping a schedule (see Figure 6.3), deter-

d is the first step.
mining

Project definition document

Develop
wBS

« diagram
WBS. Network diag

initial resource requirements

Develop
schedule

Estimate
the work
packages

Duration estimates

Initial schedule
Resource requirements

Finalize
schedule

Resource requirements.
duration estimates

Acquire Actual resources

resources

Approved schedule

Cost estimates,
initial budget

Finalize

Develop odget

budget

Approved schedule,
approved budget

Project ptan

n then determine what resources are
k will take (process details discussed
1 dependencies exist betweer:

g the Project Schedule”)-

fied the work tasks, you ca
how much effort each tas
the Work”), and what logica '
d in Chapter 8, “Developin

Once you have identi
required for each task,.
in Chapter 7, “Estimating
the tasks (these details are covere
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At this point, you can begin to construct the first of several iterations of a project
schedule.

Key Differences Between the WBS and
the Project Schedule X
The key differences between the WF&S and the
project schedule include the following:
| Task dependencies——WBS does not show
them; a project schedule does.
@ Scheduled tasks—WBS does not show

when tasks occur; a project schedule
shows start and end dates for each task.

tip
Avoid judging a current
work practice or process or
the people involved before
you understand “why" itis
done this way Of “how" 1t
evolved to the current
point.

Sounds logical enough—so. where's the problem?

In general, the probiems lie with the use and application of project scheduling soft-
ware such as Microsoft Project. Here’s a common scenario:

B joe Manager is told to go build a work plan for the project.
B Joe Manager goes to his desk and opens up MS Project and starts entering
and organizing the tasks that need to be performed.

B joe Manager enters estimated durations and start and end dates for some of s or s 0%
the key or most visible tasks. e B | o
who is assigned to individual task; a proj

ect schedule does.

This approach will keep you »
results-focused, improve your abil-
ity to develop solution alterna-
tives, increase your effectiveness In
leading change, and enhance your
relationships with all stakeholders.

8 Joe presents results to his supervisor for review.

So, what did Joe present to his boss? A WBS? It does have work tasks listed. A project
schedule? It was created in MS Project. A work plan? That’s what his boss asked for.
Well, what you probably have here is a high level WBS and an initial milestone
schedule summary, at best. This example illustrates how an inadequate project

pifferent Types of Breakdown Structures

- ina of
Another factor that can impact understanding

; any indus-
planning and schedule development process combined with inadequate training on the WBS term and concept 1s thatctr:xlres}:md elated
the project scheduling software can lead to “terminology” confusion. Table 6.1 sum- tries utilize other breakdown SFm biect. Therefore, to better understand what is
marizes these terms and the factors that lead to their interchangeable use. acronyms that can confusel:l;)S S;larilili‘.]r with these other types of breakdown struc-
meant be a WBS, you should e ; from a WBS.
. hey are different Ir
Table 6.1 Terms Used for Planning Project Work tures, as lsted in Toble 6.2, and how ey
Term Description Key Factors Notes 2 Different Types of Breakdown Structures
Project All-encompassing planning Often incorrectly used to Common tendency to Table 6. B e
Plan document used as basis for  describe project schedule think of project “sched- Acronym Description Notes L of re ortihg between the seller and
execution and control or work plan uling” software as project " CWBES " Contractual WBS Defines t}:\eée\:/\;% s ngt us detailed as the WBS used to
“management” software buyer. T teil actual work
e .
Project Shows when the work will ~ Many “schedules” are Inadequate training on manage ents to organizaﬁonal units.
Schedule be done and by whom more like task lists (WBS), project scheduling OBS Organizational Maps work compon
Drives project execution because the task depend- software Breakdown Structure individuals
encies and resource Inadequate schedule Maps work components to Ind1v. :
assignments are not development and review RBS Resource Breakdown .ect
properly captured process Structure Describes the physical components needed for the project.
Work A generic term used to refer Usually refers to project  Need to clarify terms BOM Bill of Materials he PBS is actually the same as the WBS. This term is i
Plan either of the other three schedule up-front PBS Project Breakdown -(l;nfy sed in areas where the term WBS is incorrectly us
WBS Work Breakdown Structure  WBS often created with  Use of project scheduling Structure

//M/
Hierarchical representation project scheduling software is acceptable as
of work to be performed software (MS Project) long as the proper
WBS templates often process is followed
created and saved with
project scheduling

software (MS Project)

_ A ——
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Why Is the WBS Important?

The Project Management Institute (PMI) considers the WBS the most important tool
of the project manager. Why?

More than any other project management tool, the WBS provides the foundation for
defining and organizing the work needed to fulfill the project objectives. Through
the WBS, the work to produce the targeted deliverables is structured, assigned, sched-
uled, tracked, and reported. Through the WBS, the work of the project is effectively
represented and communicated to all stakeholders, A well-done WBS accomplishes
the following objectives for the project manager:

N Manage the Pieces—It provides a mechanism to manage
any project size or complexity. Through decomposition, you
can manage the pieces (work packages)
rather than the whole project.

B Better Work Definition, Less
Changes—It enables identification of all
necessary work for the project and only
the necessary work. It also reduces the
number of items that “slip through the
cracks” as well as the “Oh, I didn’t think
of that!” moments.

Vol
cautionf -

Any work not defined in

the WBS is considered to {L

be outside the project
scope.

¥ Better Estimates, Better Planning—It improves the accuracy of cost,
duration, and resource estimates.

B Better Control—It defines a baseline for performance measurement and
control.

B Clear responsibilities—It facilitates clear responsibility assignments at
both an individual and organizational level.

¥ Stakeholder buy-in on scope work
effort—It facilitates understanding and
buy-in of the project scope, the project ti p
approach, the work effort involved, and : »
alignment between scope and work from

A well-done WBS can
each stakeholder. .
become a template for simi-

® Tighter management integration—It
provides a mechanism to relate the work
directly to schedule, budget, and resource
allocation plans.

lar, future projects.

B Better team performance—It allows
each team member to easily understand

A
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how his or her work fits into the overall project, pow it impacts the work of
other team members, and to stay focused on deliverables. - X
B Risk factors are identified early—Through decomposn(;l(:in rc:rf1 th:r:)\;:; .a
more complete and effective risk analysis can be performed during
anning. .
| zlonfidjnce increases—When people see that the worl.< o: hthe i);zﬁct is
structured, definable, and doable, their confidence level in the proj

increases.

The Process of Building a WBS

i i roject.
Now that we understand what a WBS is and the importance it plays to o:fl’f;)cm],e
: S . s
let’s review the key techniques, guidelines, and principles in building an

WBS.

In general, the process
a straightforward logical endeavor. However,

lenges in the WBS development process.

of breaking down work is something we do frequently and is

W Where do [ start?
B Where do [ stop?

Getting Started

To start the work decomposition process, think note
about the following:
B Does a template WBS exist as part of our
methodology or from a past project that
can use?

jor deliverabies
B What are the major deliverables? Majo

lifecycle? The major project phases?

there are frequently two common chal-

; should come from the proj- |
B What is the project approach? The project ect definition document and are
likely second-level WBS elements.

W Think through the entire project. What does
the “end” look like?

about these questions: .
B Can I break down this WBS element (deliv-

erable) into sub-components?

There is no one way to organize a
WBS. It should be organized in a
To continue the work decomposition process, think manner that emphasizes the most
important aspects and that best :
communicates the entire scope of
the project to your stakeholders.

W How exactly will the deliverables be prc‘>- o
duced? What processes and methods will be used?
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8 Howdo | i
ensure acceptable quality in deliverables and in the process?

8 Can I make
adequate costs and duration estimates from this level of detaj}?

Guidelines for Effective WBS

Here are a few “guidelines” e deve aty
guidelines” regarding th /i
; N o delines g development of the project WBS that yoy

B All the work of the project is included in the WBS
8 The WBS should be “deliverable focused.” |
B All deliverables gre explicit in the WBS,

B The WBS should be developed “with the team.”
W The WBS is refined as the project progresses.

[ ] lhe\\Bgi\‘u op-
D 18 1 down decomposition and i logi Q t mmar
A " e g 15 g1C 1 he summ b4 tasks go
[ | lhe J41¢] e i i e -
WBS sh uld t OranlZed In a manner that emphasizes th most i
mpor

tant aspects of the pro;
- s project and that best commup; i
broject v @ nicates the entire scope of the

ma g i
hagement reporting of costs and resources

n WBS Iel!l s s g g =
e ents llOU S
1d D€ consi tent with Or antzational and accountin struc

® The cod; ¢
coding scheme should clearly represent q hierarchicq] structure

B Review ine i

. and refine the WBS until all key project stakeholders gre satisfied
Eash WBS element represents a single .
deliverable and should be an aggregation
of lower level WBs elements. > t-

B Each WBS element has only one parent. j - Ip

WBS should always be

defined at feast one level
lower than what is required

n Upper levels of the wBs represent major
deliverables or project phases.

® The WBS shouyld include project manage-
ment tasks and activitjes,

for management reporting

purposes. This allows you to
better identify the source
of any issues or variances.
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B The WBS should include and isolate any work
needed to integrate components/deliverables.
8 The WBS should account for any subcon-
tracted or externally committed deliverable.
B The WBS should represent all work needed
to ensure completeness, correctness, and
acceptance of deliverables.
B Depth of WBS depends on three key factors:
B The amount of project risk.
8 The reporting requirements.
M The balance of control versus costs.

The level of depth (granularity) for the work pack-
age level in a WBS (lowest levels) will vary. It
depends on what level of detail the project man-
ager needs for effective management and control of

the project.

In a program, or on large projects, the work pack-
age level may represent efforts in the hundreds of
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note

-

In general, the more

detail in the WBS, the more
accurate the work estimates and
the better level of control.
However, there is a balance. Too
much detail and you will incur
excessive costs performing data
collection, tracking, and reporting.
Too little detail and you incur
higher risks and be unable to
effectively manage.

hours. In these cases, it is expected that the teams assigned to these work packages
(or subprojects) will define the detail activities and tasks needed to complete the
work package. From a practical standpoint, these teams should develop their own

WBS that can then be rolled-up into the master WBS.

Knowing When to Stop
The other aspect of WBS development that creates
frequent uncertainty is knowing when to stop. To
determine if you have enough detail in your
WBS, review these questions for each lower level
item:

B Can each lower level item be estimated,
scheduled, budgeted, and assigned to a
responsible party?

B Do I need more detail to make it easier to
estimate effort, assign work, track costs, or
measure progress?

( caution

Most troubled projects
have WBS elements that
are too large. If each
lower level element
should be completed
within the standard reporting period
(every week or every two weeks), it
is much easier to track actual
progress and to take any corrective

actions.
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® In addition, consider further decomposition
of the lower level item, if any of the follow-
ing are true:

n

& The work cannot be completed within Ote
the standard Teporting period for the
project.

B There are specific risks associated with

a smaller portion of the work element. You will read about

common rules of thumb for
the proper size of work packages,
The most common rules are 8/80
and 4/40, which means no task
should be less than 8 hours or
more than 80 hours, or in the case
of 4/40, it would less than 4 hours
or more than 40 hours.

B More than one individual or group is
responsible.

B More than one deliverable is included.

® More than one work process is
included.

W There is time gap involved.

B The resource requirements for the work
element are not consistent. These are solid guidelines, but not

‘ rules.
The importance of the WBS cannot be over-empha-

sized. Since the correctness and completeness of the
WSBS has a direct impact on how well we determine
our resource needs, estimate the work efforts, and
properl.y sequence the work, it is the foundation effective management and control.
that drives our schedule and most of our planning Again, setting the maximum size
efforts, to correspond to your reporting

The most important thing to
remember is to size the work
package to the level you need for

Baiance 0 C271"0 vS. COS!S

period is an excellent idea.

L B
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At this point, you should have a solid understanding of the following:
B A WBS is a logical breakdown of all the work to be performed by the project
B A WBS is neither the project schedule nor the project plan. -
B The WBS should be developed with the project team.
® The WBS is a vital tool to the project manager.
B Avoid judging a current work process or the people involved before you

un, iti i
derstand why it is done this way or how it evolved to the current point
® How to evaluate g WBS. .

continues

CHAPTER 6 DEVELOPING THE WORK BREAKDOWN STRUCTURE
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M How to avoid the common challenges and issues with WBS development.

B The WBS is the foundation for developing a realistic schedule, determining
project resource needs, and figuring an accurate project budget.
W The work packages included in the WBS should be detailed enough to sup-

port effective management and control.

B The maximum size of a WBS work package should correspond to the stan-

dard reporting period for the project.

The map in Figure 6.4 summarizes the main points we reviewed in this chapter.
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Developing a work breakdown structure overview.
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IN THIS GHAPTER

Understand the importance that estimating
plays in the success of a project

Understand how estimating is used to
manage project risk

Review the common reasons for poor estimates
and how to avoid them

Review the key estimating techniques and
methods

Understand the power of bottom-up estimating
Learn how to properly ask for an estimate

Understand how to deal with uncertainty "

Learn the best estimating practices of success-
ful projects

ESTIMATING THE WORK

Estimating. Nothing else symbolizes the challenges of project management
better. Negotiate with senior management and customers to prevent “ball
park” estimates from becoming your targets; team with subject matter
experts (SMEs) and knowledge workers to develop accurate estimates for
work that has never been done before in these conditions, with these tools,
by these people; assess your risks; educate stakeholders on the estimating
process; and continuously manage the time-cost-quality equilibrium. Plus,
you likely must do all of this in an organization that has not made the invest-
ment to improve estimating accuracy. Is it any wonder we love this job? For
most people and most organizations, you would need a U-Haul truck to carry
all of the “baggage” that comes along for the ride when estimating is dis-
cussed. The “baggage” accumulates from political battles, misunderstand-
ings, a sense of “no control,” and past troubled projects. As a result, there
are complete educational courses and books in the marketplace that cover
nothing but “estimating”—not to mention the many reputable therapists
that can improve your emotional and spiritual well-being (just kidding; it's
not that bad).
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Next Step in the Schedule Development Process

In this chapter, we will show you how to leave that U-Haul behind and take contrg)
of the estimating process. It can be done. First, we will review how estimating the
work fits in with the overall schedule development process and how it is an integral
part of how we manage risk on the project. Then, we will learn the key estimating
techniques and methods and understand how to use them. And finally, we will dis-
cuss the common reasons for poor estimates and review the golden guidelines of est;.

mating. This will allow you to improve your estimating accuracy and to get it right
the first time.

Before we get into the details of estimating, let's make sure we are clear on where
estimating falls in the schedule development and planning process. If someone
stopped you on the street and asked you for an “estimate,” what is the minimum
information that you would need? You would need to know what the estimate is
for—what work is to be done. And you would need to know who is going to do it—
what type of resources will be involved in performing the work. This is what we
show in Figure 7.1. Estimating the work should occur after we have identified the
work and after we have thought about what resources are needed for the project.

It sounds so simple, doesn't it? Then why is this so tough? Well, we will cover this in
more detail later in this chapter, but these two basic prerequisites are where most
estimating woes originate. There is often not a clear or complete understanding of
the work to be performed by the person doing the esti-

mate. and the relationship between the work estimate

and the resource doing the work is not defined or .
communicated. In addition, there is the challenge 2 :

of estimating work that has not been done before note
in exactly these conditions.

Yet, estimating the work effort is a cornerstone .

activity for planning the project. From these work
estimates, we determine the project costs (see
Chapter 9, “Determining the Project Budget”),
develop the project schedule (Chapter 8,
“Developing the Project Schedule”), and identify
key project risks. This relationship is illustrated in

Accurate estimates
build the foundation for a
realistic schedule and an accurate

project budget.
Figure 7.2. J

FIGURE 7.1

The step of esti-
mating the work
in the develop-
ment of the
pruyect schedule.

FIGURE72

Shows the foun-
dational role
that the WBS
and the work
estimates play
in the overall
planning
process.
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Managing the Risk, Managing the Estimates

FIGURE 7.3
Estimates are
key inputs for
scheduling,
budgeting, and
risk manage-
ment.

There lies the key challen
involved with the estimat
the project schedule and
approaches that allow us
stakeholders.

ge. How do you manage the uncertainty that is naturq])
Ing process? Since these estimates form the foundation fy
the project budget, we must implement techniques and ”
to properly manage this risk and the expectations of our

While this subject of estimating and risk cou
probability, standard deviations, skewed dis
will not go there. In many real-world environments

Work estimate Budget
schedute

Estimating
work Project plan

Contingency
Managemem reserves
Estimating tactors and adjustments

the following:
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.~

M Estimates based on incomplete work. Work elements (packages) not
accounted for in the WBS.

8 Estimates based on lack of detail work breakdown.

B Estimates made without understanding the standards, quality levels,
and completion criteria for the work package.

H Wrong people estimating—Another key reason for inaccurate work esti-
mates is that the wrong people make the estimates. While it may be appro-
priate for management to make ballpark estimates during the early defining
and planning stages, when firm commitments must be made, it is best to
have the people who have experience doing the work make the estimates (or
at least review and approve any proposed estimate made by someone else).

# Poor communications—This reason hits on the process of facilitating esti-
mate development. This category includes such events as

B Not sharing all necessary information with the estimator.

B Not verifying with the estimator what resource assumptions and other
factors the estimates are based on.

B Not capturing and communicating the estimate assumptions to all
stakeholders.

8 Wrong technique used—We will cover this in greater detail in the next sec-
tion, but this category includes events such as

# Making firm budget commitments based on top-down or “ballpark”
estimates rather than bottom-up estimates.

B Not asking for an estimate range or multiple estimates.

B Not leveraging the project team.

B Not basing estimates on similar experiences.

B Resource issues—Related to the poor communications category, but this is
a specific case where it's not really an estimate issue. This is when the person
assigned to do the work is not producing at the targeted level or when there
are performance quality issues with any of the materials, facilities, or tools.
Without documented assumptions, these issues can appear as inaccurate esti-
mates to stakeholders.

8 Lack of contingency—In many cases, especially on projects involving new
technologies and new processes, the identified risk factors are not properly
accounted for in the work estimates. The uncertainty level in specific work
estimates needs to be identified and carried forward into the project schedule
and budget as part of the contingency buffer or management reserve.
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® Management decisions—In mqp

y situations, senio .
ence and decisions im ) - g I management infly. .
pact the estimating acc . fable 7.1 (continued)
includes events such q g accuracy level. This category a :
s
8 Seni Estimating
h<n;101r management making firm budget commitments based Technique Key Characteristics Notes
1gn level estimates and . Séd on initiq) T - ) - '
not accounting for accura , Heuristic Based on experiences. Also known as Delphi tech-
| Senior management not willing to invest t; ¢y ranges. estimating “Rule-of-thumb” estimating. nique and expert judgment.
. vest t AN
detailed, bottom-up estimates Ime or resources to get Frequen.tly used when no historical records
B Estimators f : are available.
Ors tactori i i . . . . - -
tions rather tf nn}? their estimates for senior management expecta Parametric Uses historical data and statistical Also known as Quantitative-
an the actual work effort ’ i estimating relationships. based estimating.
® Management requesting th ; Developed by identifying the number of Can be used with other
g that estimates be reduced i . . .
work meet the by dget or schedul n order to make the work units and the duration/effort per techniques and methods.
¥ Management g ule goals. work unit. Examples include
ment decisi i ;
1s10ms to bid or accept work for less than esti Lines of code for software deyelopment.
cost. imated Square footage for construction.
B N f Number of sites for network migration.
0 use of management Téserve to account for risk, y . 9 i
runcertainty. Phased Estimates the project phase by phase. Incorporates “re-estimating” as
estimating Provides for a detailed, bottom-up estimate part of the management

approach.
Best use of estimating resources.
Excellent risk management tool.

for the next phase and a higher level, top-
down estimate for the other phases.
Best technique to use on high-risk projects.

Powerful Estimating Techniques and Methods

There are severq] key estimati
these techniques and summa

I.]g te(}:}hniques you should know gbout. Table 7.1 lists
Tizes the key characteristic -
s of each.
For each estimating technique (approach), there are one or more methods that can

be leveraged. Table 7.2 lists these methods and summarizes the key characteristics of

Ta : .
ble 7.1 Estlmatmg Techniques
Estimating each.
‘:GChmque Key Characteristics N
nalogous Used in ear] ; ) otes . .
(top-down) selectione‘ar ¥ planning phases and project  Reliable if WBS from previous Table 7.2 Lstimating Methods
estimating  Utilizes historicq] | projects mirror th, Estimating
i w -
duration pefr’ircl);:lflrgflrmatl.on (actual for this project & WBS needed Method Key Characteristics Notes
rev - : . - — ] R
form estimates. Previous projects) to Expert Relies on subject matter expert (SME) Used most effectively with bottom-up
Bo_ttom-up Used to develop detailed est; judgment in targeted work area estimating.
estimating Provides estimq mates, Best technique for identifyi Historical Relies on actual durations from past Many organizations do not
te for lowest level of th - entifying
WBS (work package) € risk factors. information  projects. accurately capture this information.
Provides the most ac;:u Takes most time and The three types are project files Recollection of project team
racy. money to ,
Effort Uses project ph & develop. Y commercial databases, and project members is the least reliable source.
Distribution Example wo Elda;e percentages to estimate. Used in organizations th team members. Critical to improving estimate accu-
Estimating Initiation Phase e1()0/ common methodologsy a?lzi;lose racy in an organization.
—10% r
Plan Phase—109, that do simjlar projects. Weighted Uses three estimates for each activity ~ Used mainly on large scale or
Elaboration Phase—209, C.an be used if enough informa- average (Yveighted gvgrqge): optimistic, most high-risk p.rojects.
tion is known for one of the (PERT) likely, pessimistic Excellent risk management

Construction Phase—409,
Deploy Phase—209

major project phases.

E=(O0+4M+P) /6
Each estimate is captured for each
activity.

technique.

This technique is time-consuming.
PERT = Program Evaluation and
Review Technique.
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Table 7.2 (continued)

B The work estimates for lower level WBS

Esti items should be less than the standard X tip
stimating . iod fi j icall
or the project (typically
Method Key Characteristics Notes reporting peno(li(s) P >
e S TR e or two weeks). .
Risk Factors  Adjusting an original estimate based ~ Common risk factors impacting one ) 6. if the work Estimating should be per-
on one or more risk factors. effort estimates include As discussed in Chapter 6, l he d formed (or approved) by the
Used in conjunction with other Complexity—technical, process estimate is not less than this, it is a goo person doing the work.
methods. Organizational change impact sign the task needs further decomposi-
Requirements—volatility, quality tion. The two main reasons: more
e e i d
_ Resources —skills, costs, etc. @ Estimating should be based on historical accurate estimates an
Team Uses multiple SMEs to develop Best for identifying assumptions and
(Consensus) independent estimates.

i i els
information and expert judgment. higher commitment lew
to the project.

other risk factors.

Avoids one person being account-
able for estimate.

Allows for multiple historical per-
spectives to be taken into account.
Allows SMEs from different back-
grounds to complement one another.

Estimating

Facilitation meeting used to reconcile
differences and develop consensus
estimates.

m Estimates are influenced by the capabili-
ties of the resources (human and materials)
allocated to the activity. o

m Estimates are influenced by the known project risks and should be adjuste

accordingly to account for those risks.

B All bases and assumptions used in estimating should be documented in the
As with all other planning activities, work estimates are refined and improved as

more is learned about the project. At a minimum, each project (or project phase)
should be estimated three times. Each estimate provides a greater degree of accuracy.
To better understand this concept and to better educate others in your organization,
refer to the three levels of estimate accuracy recognized by PMI in Table 7.3.

project plan. . V
@ When asking an SME for an activity estimate, make sure to provide the fol
lowing whenever possible: .
B Project definition document {context, approach, assumptions, con-
straints)

Table 7.3 Estimate Accuracy Levels e

B The applicable standards, quality levels, and completion criteria for the
Level Accuracy Range ‘Generally Used During work package
Order of magnitude ~25% to +75% Initiating (defining) phase m When asking an SME for an activity estimate, make sure to ask for the fol-
Budget ~-10% to +25% Planning phase lowing at a minimum:
Definitive -5% to +10% Planning phase

B An estimate range (not just a single value).
B Factors driving that range

@ Assumed resource level, skills and productivity

Best Practices

Now that we have an overview of the estimating techniques and methods that are
available to us, and we have a feel for the estimating mistakes that are commonly

made, let’s review the estimating best practices of successful organizations and proj-
ects.

m Assumed quality level and acceptable completion criteria
B Estimates should be given in specific time ranges.
B For managing high-risk projects, the following estimating techniques are rec-
ommended: '
B Use of phased and bottom-up estimating techniques
8 Estimating should be based on the work breakdown detailed in the WBS.

W Use of the average weight and/or team consensus estimating methods
8 Estimating should be performed (or approved) by the person doing the work.
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B For high-risk projects where the organization
lacks significant previous experience or process <
knowledge, consider outsourcing the plan- 4
ning phase as an assessment engagement to
an outside firm. nOte
B/ A project’s time and cost estimates should be -
based on project needs and not dictated by
senior management. The project manager
should work with senior management to rec-

. o | have no doubt that
oncile any differences.

these last two guidelines
B Reserve time (contingency, buffer) should be

added to either the project schedule or to
individual activity duration estimates to
account for the level of risk and any uncer-
tainty that exists.

your “real-world” experience.

B Historical information is vital to improving
) . managers.
estimates. If you don’'t measure actual per-

are common, everyday practice in

A clear example of why leadership,
negotiation, and communication
skills are so important for project

J

formance, you will not have the feedback to
improve estimating accuracy.

THE ABSOLUTE MiNiMUM

At this point, you should have a solid understanding of the following:
B It takes time and money to develop accurate estimates.

W Any estimating technique will improve results if it is used consistently by
leveraging lessons from the past.

8 To get science in the process, estimates must be compared to actual perform-
ance.

B Multiple estimating techniques can be used together. The art is knowing
when to use which technique and knowing how much accuracy is required
for the business decision at hand.

8 Many variables beyond the control of the project team, such as changing
specs, team turnover, and failed technology, can invalidate original estimates.

B Project managers should never work independently when making estimates.

W Organizations must make a conscious effort to establish rigor and procedures
to estimating to improve accuracy over time.

8 All stakeholders are responsible for estimates.

The map in Figure 7.4 summarizes the main points we reviewed in this chapter.
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Leam how to avoid the common;mlsmkzs

‘that even experienced project thariagers can
- make when building a schedule -

Review the options for effectively presenting
your schedule to others

"DEVELOPiNG THE PROJECT
SCHEDULE

It's funny really. The one activity that the common person associates
with project management is planning, and the main output from this
planning effort is a schedule. Yet, it is a challenge to find a project man-
ager who can develop one accurately. Al:hough the central technical
component of project management, it is also the most common tech-

nical weakness of most project managers.

Why is this? Well, from my own experience, | can state at least four rea-
sons: lack of time for proper planning, lack of education on the schedule
development process, lack of training with the scheduling software, and a
belief that a detailed schedule is not necessary. | believe this issue is one of
the fundamental reasons why many organizations started project manage-
ment offices (PMOs)}—internal support and governance organizations to
improve project performance. Unrealistic project schedules have an adverse

impact on resource management and project investment decisions.
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Of course, as a reader of this book, you will know the proper process for developing
a schedule, you will understand the necessity of a detailed schedule, and you will
have plenty of ammunition to use when negotiating for project planning time.

Combined with proper knowledge of the scheduling software you are using, you will

possess a key strength for successful project managers and be a key asset to your
stakeholders. Given that, let’s continue our review of the overall schedule develop-
ment process.

In this chapter, we will emphasize the vital importance of the project schedule, step
through the process for developing a realistic schedule, and highlight the areas

where people often go astray. This will lead to a schedule that your stakeholders will

believe and accept, and it will provide you with the foundation to properly execute
and monitor the project.

The Impact of the Project Schedule

The project schedule is the tool that merges all of the work tasks to be performed,
their relationships, their estimated durations. and their assigned resources to a cal-
endar. Examples of partial schedules are illustrated in Figures 8.1 and 8.2. For most,
specialized scheduling software (such as Microsoft Project) is used to produce a proj-
ect schedule.
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FIGURES2

An example of a
puniul schedule
displaved in
Gantt chart

form.
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e project schedule is often referred 1o as the
hnically correct, it is easy to understand x.Nhy
ule serves as the chief integration point
g efforts. The project schedule reflects
t process is complete) all of the

As mentioned earlier in the book, th
“project plan” in error. While not tec
this term is often used. The project sched
for most, if not all, of your project plannin
(or should reflect when the schedule developmen

following:
B WBS
B Resource plan
® Work estimates
B Key milestones
B Responsibility assignments (RASIC)
M Quality management plan
B Risk management plan
@ Communications management plan
M Procurement management plan

m Staff management (training) plan

N ——
Page " ¥2
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In addition to providing this vital integration role, the project schedule is important

to the project manager for these reasons as well:

B Drives project budget—Since most of your project costs are a factor of time

(we'll cover this in more detail in Chapter 9), the project schedule is a main
driver for your project budget. If the schedule is inaccurate, your budget is
likely incorrect too.

B Drives resource schedule—Your schedule drives the timing of your
resource needs. Especially in organizations where resources are shared across

projects or centrally managed, the accuracy of the schedule is key to efficient

resource management.

B Essential for managing expectations—With a well-developed schedule,
you have the best tool for managing stakeholder expectations regarding the
schedule-cost-quality equilibrium. A well-developed schedule will illustrate
the “earliest” date a project can be completed given the project’s current
requirements and constraints. This is an invaluable tool when negotiating
the final schedule with senior management or customers and when assessing
the impact of any change to equilibrium factors during the execution of the
project.

B Allows project performance to be measured—With a well-developed
and approved project schedule, you now have the ability to establish a base-
line for how the project is actually performing. We will discuss this in more
detail in Chapter 10, “Controlling a Project.”

M Provides for “what-if” analysis capabilities—Another important abil-
ity that a well-developed schedule provides is the ability to perform “what-if”
analysis during the execution of the project. Over the course of a project,
things happen that can negatively impact project performance. At these
times, you will often be asked what corrective actions can be taken to possi-
bly get the project back on schedule. Without a well-developed schedule, you
will not be able to quickly determine the impact of implementing a given

schedule compression technique, such as fast-tracking, crashing, or limited
overtime.

The Goal of the Schedule Development Process

I've used terms like “realistic” and “well-developed” to describe the type of project
schedule we want to develop. Before we continue, let’s clarify what the goal of the
schedule development process should be. The schedule development process should
generate a project schedule that meets the following criteria:
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m Complete—The schedule must represent
all the work to be done. This is why th-e
quality and completeness of the WBS is
so important.

® Realistic—The schedule must be realis-
tic with regard to time expectations.

m Accepted—The schedule must have
“buy-in” from team members and stake-
holders.

B Formal—The schedule must be docu-
mented and formalized.

After reviewing this list, you probably see why~so
many projects are troubled from the start. thle
there are many factors that can adversely impact
project performance and cause us to re-Plan, re-
schedule, or take corrective actions, an improper
schedule should not be one of them. Of c(l)urse, by
understanding the lessons discussed in this chap-
ter and in this book, you will be well on you.r way
to developing solid project schedules every time.

-

tip

To be final, a schedule
must possess the following
key attributes to be consid-
ered complete and ready to
be used as a baseline for
project performance:

Complete—The schedule
must represent all the work
to be done.

Realistic—The schedule must
be realistic with regard to
time expectations.
Accepted—The schedule
rmust have “buy-in” from
team members and stake-
holders.

Formal—The schedule must
be documented and formal-
ized.

Key Inputs for Building a Schedule

The first step in building a sC
are clear on these and where we

hedule is to review the key inputs. Let’s make sure ;Ne
are in the overall schedule development and plan-

ning process. To build a project schedule, you need five key inputs:

m WBS—List of organized tasks,

“Developing the Work Breakdown Structure”).

m Effort estimates—Amount
Chapter 7, “Estimating the Work”).

E Task relationships—The logical depe
tasks (depicted as the Sequence the Wor
this step in this chapter.

B Resources—The actual personnel and equi
work between work tasks (referenced throug

i il in this chapter).
d covered in more detail in t ' |

o deal with the uncertainty surrounding
in the form of additional time (contin-

B Risk responses—Measures taken to
effort and resource estimates. Usually,
gency buffer) added to the schedule.

the work to be done (covered in Chapter 6.
of effort and time each task will take (covered in

ndencies that exist between work
k step in Figure 8.1). We will review

pment needed to perform the
hout these Planning chapters,
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FIGURE 8.3
The schedule
development
points to be
reviewed in this

Project definition document

chapter.

WBS,

initial resource requirements
Network diagram

Estimate
the work
packages

Duration estimates

schedule

Resource requirements
initial schedule
Resource requirerents,

duration estimates

Actual resources
Finalize

schedule

Approved schedule

Cost estimates,
initial budget

Finalize
budget

Approved schedule,
approved budget

Project plan

more in-depth look at q few of these;

FIGURE 8.4
The ten steps
involved in
creating a
schedule.
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1. identity
10. Finalize work tasks

schedule

Core prorect team
9. Walk-(hrouﬂ 2. Estimate the
schedule effort for each

work task

3. Determine task
relationships

4. Assign
resources

5. Develop

preliminary
schedule

Creating a schedule

7. 5n
sChedule

Vahd calenza-

Resource alloca: >~

6. Perform
“reality” check

. Identify the work tasks to be done (WBS)—Reviewed in Chapter 6, but

may need to be revisited as you iterate through the process.

. Estimate the effort for each work task—Based on specific resource

types, the amount of effort each task will task. Covered in Chapter 7, but
may need to be revisited as well until resource assignments are finalized.

. Determine task relationships (network diagram)—Identify which

tasks have to be done before others can begin and which tasks can be done
at the same time (in parallel).

. Assign resources—Assign the roles, personnel, and equipment that will per-

form each task.

. Develop preliminary schedule—If you have not already, capture all of

these inputs using your preferred scheduling software.

. Perform “reality” check—A key, often overlooked, step in the process to

make your schedule realistic. This step includes a review of resource alloca-
tion and calendar setup.

. Shorten the schedule—In this step, you will determine the critical path

and look for ways to reduce the time required to complete the critical path
tasks.

. Account for risk responses—If any of the risk responses includes adding a

contingency buffer to any specific task or to the entire schedule, make sure to
include this in the schedule too.
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BN PR M ,___JEM

The whole idea here is look at your work visually
and think about in what order (sequence) the. -
work needs to occur. This is an exercise in logic. Cau tlon
i i excellent team
any cases, this step 1s an o

¥ m yAt this time, you don’t want to concern A common riasc;)mes i

ivity. , . m
QZturst with resource constraints: just focus on u:realrl]sncc;cedeme ="
g lete | that the s

i k. When you comp

ical sequence of the wor ompl hedde B
lt(})f';s task. cirou want to be clear on three things: not accou

i )

ies that
logical dependencies t
B For each task, what others tasks must be e The schedule wil generally
completed first?

reflect an earlief completion date
than what is actually possible.

9. Walk through the schedule—In this
important step, the proposed schedule is
presented for review and feedback. At a
minimum, the schedule should be closely
reviewed by the core project team first,
and then by the key stakeholders (man-
agement, customers).

tip
Due to the number of
inputs, tradeoffs, and feeg-
back points, the schedule

development process is a
natural, iterative process.

10. Finalize schedule—Incorporate feed-
back from stakeholders; make any
adjustments for actual resource assign-

Expect to continuously
loop back through this process

and refine your inputs until a final,
approved schedule is achieved.

ments, final risk responses, and success

factor tradeoffs; get formal acceptance of
schedule.

m For the project, what tasks could be .
done at the same time (concurrently, in

i R Ol

parallel)?

@ For the project, where are your external
dependencies? what tasks need an ex.ter-
nal event or task to complete, before it

Let's take a closer look at a few of the key steps.

Determining Task Relationships (Sequencing the Work)

tip

can start?
In this step, we think about what needs to be done first and what can be done at the Become knowledgeabr:eed_
same time. We want to capture the logical relationships that exist between the tasks |d the Pre“minary SChedu|e and proficient at the sc
in our WBS. The traditional technique used to capture these relationships is the net- Builaing have our key inputs (WBS, task E uling software you Us€.
work diagram. An example of a network diagram is pictured in Figure 8.5. Now that we ha

Many unreafistic schedules

. i nd resource ) . ;
relationships, effort estimates, r initial originate with a project man

FIGURE 8.5

assignments), we are ready to build ou ager whao does not under-
rohess 2.1 Develop a few keys to remember best use
Example of a ~»| technical schedule. There are stand how 10
requirements .
partial network here: d et properly the tool
; €
diagram show- W Use scheduling software and get P!
. . 1.2 Determine 2.2 Develop o 2.7 Finalize R . it.
ing logical selection i  vendor » i:uf::(;g; 3| requirement trained in how to use it
sequence of strategies requirements document
tasks. FTWARE .
HEDULING SO elp convince
B o 23 ienuty 3. Develop VALUE OF of scheduling software, or you need to help dul
future stat vendor 2.6 Determine are not an advocate . fi rovided by schedut-
o | future state o ' | —gn] vendor shon In case you he fol.owing benetits p
T} business >} knockout =1 vendor long lst list . rganization, please note the
requirements criteria N— E someone else in your 0rg .

ing software:

e iS
Unlike most introductory project management books, I'm not going to spend 5-10 m Critical path analys
pages (or more) on traditional network diagram topics such as types of network dia-
grams (Activity-on-Node, Activity-on-Arrow, GERT), dependency types (Finish-to-
Start, St.art—to-Finish, Start-to-Start, Finish-to-Finish), or mathematical analysi.s ‘ m Resource leveling
scheduling techniques (CHthQ.l Path Meth.od, PERT, and Monte Car.lo simulation). @ Baseline man agement
Why? Because unless you are in a specialized industry, these techniques are not used
very often, and most project scheduling software will take care of most of this for

you (if you know how to use it). Of course, if you plan to take the PMP, you will need
to hone up on these concepts.

W Project and resource calendars

@ Schedule calculation
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| If You’ve done the other steps well up to this
point, this step s much, much eqsjer

8 For each task You want to schedyle you

.
need want to enter ”le 1()”()Wl”g info -
rma

B Task name

W Estimated effort
B Predecessor task
B Assigned resource

® Understand the relationship between work
duration, resources, and productivity, '
The duration of task is dependent upon
[h? number of resoyrces (and their produc-.
tivity rate) that are assigned to the totq]
work effort,

B Using the scheduling software, locate the

caution .

Avoid entering star and
end dates for tasks
unless you have a hard,
fixed milestone date that
must be honored.

These dates establish constraints in
the scheduling software and can
9ive you unexpected resylts,

A team-based schedule develop-
ment approach should pe pursued
whenever possible for two primary
reasons:

* Higher quality schedule

?ntica.l path. Often, the software will dif-
ferentiate the tasks that comprise the criti-
cal path in some way, such as showing these
tasks in red font.

The critical path is the longest path through

your network and represents the minimum

amount of time it wi]) take to

com

ot plete the
¥ While the overgi] schedule development

p.rocess should be q team-based activity, q

smgle. person generally performs the con-

struction of the actuq] schedule, due to the

nature of the software.

Perform “Reality” Check

In this step, we n,
: eed to make sure th i
sonable and s qj e s 0

listed here:

B Check for Proper allocatio
do two things: remove unreaqlj
our resources,

ned wi izati
gned with the organizational cultyre, The primary checkpoint,
s are

n. of resources_ |, this activity, we want to
stic work allocations and optimize the use of

* Team ownership of the schedule

Note

A schedule is consig-
ered “preliminary” until
resource assignments are con-

firmed.,
J
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This activity is commonly referred to as resource leveling. Most scheduling soft-
ware systems will provide a function to do this for you, but proceed with cau-
tion—the software does not always get this right. As a resuit, you can have a
less than optimal schedule.
I recommend, especially if you are just beginning, that you manually level
the allocation of your resources. You will learn more about your scheduling
software and you will become more intimate with your schedule.
Review the resource schedule and look for any allocation that is over the
maximum hours per day or per week. In other words, if Joe Analyst is allo-
cated for 16 hours on Monday, we have an unrealistic expectation. An
adjustment needs to be made. The three common responses to resource over-

allocation situations are

1. Utilize other resources. Assign one or more of the affected tasks to an

available resource.

2. Establish a predecessor relationship. If joe is the one who must perform
each task, make the start of one task dependent upon the finish of the
other(s).

3. Modify the priority level of one or more of the tasks and let the software
perform its resource leveling function.

B Check for proper use of calendars—In this activity, we
want to check the following:
Are the non-working days accounted for
(holidays, weekends)? /"
Are the number of work hours per : g
e P cautiont
day consistent with the organiza :
tion’s expectation? Are 8 hours of Over-allocated resources
productivity per day assumed or and misaligned schedule
something different? calendars are two of

. most common causes of
For part-time resources or resources " .

. . unrealistic project sched-
with special work schedules, are indi- ules
vidual calendars assigned to them ’
that reflect this reality?

Shorten the Schedule

On most projects, your preliminary schedule will not be the schedule presented to
the stakeholders for approval. Due to either stakeholder expectations or an external
deadline that must be met, an effort must be made to compress or “shorten” the
schedule without reducing the scope of the project. The key to this effort is the criti-

cal path.
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The critical path determines the earliest
y(;ur. pm]eft €an be completed given the
relationships and estimated duration

tasks comprise the critical path for ¢

change it), you may be able to co
project sooner.

. WO reasons:
If you can reduce this critical path (or

ABSOLUTE BEG NNER S GUIDE TO PROJECT MANAGEMENT

(the Soonest)
current task

s. As a proj ;
el ' project
nager, you want to be very cleur about which ’

Note

mplete the

B Any slippage in the completion of a criticg)

path task wi]] push out the completion date

for the entire project.

The co i
mmon techniques to consider are detailed in

Table 8.1.

Table 8.1

Technique

Techniques for Compressin
Definition

Crashi i s 7
ng Adding resources to critical path

activities only

Fast tracking  p i
erforming critical path activiti
I acti
in parallel P e

Process ini
improvement Gaining productivity increases
nts  based on different work processes

technologies, and/or machinery

Limited

Increasin
overed g the number of hours

per day or week available
) t
on project tasks ook

The only way to
shorten a schedule is to

compress the critical path time,

g the Project Schedule

Key Issue(s)_r

Certain activities canno‘tmtr)e coglpletedh

faste'r.by adding resources,
Additional Tésources often add over-

head that can Negate any time savings,

Crashing can increase project costs.
f}?st tracking is a high-risk technique
at increases the probability of rework

Ne appr()aches can increq e project
W S jec!

Process im
provements are not
available, atways

Overtirpe is most effective when used
for limited periods of time.

Overuse can lead to t
quality of work issue:am morale and
Walk Through the Schedule

In our pursuit of 1,
oth a more realistic
schedule and q schedul
e that our stakeholde
rs

1 i Wi rou ule with at least two rou s—and
D, we need to alk th O

.1ee ()WlleISll. Wi gh the Sched i g p.

if at all pOSSlble get a thlrd unlity-baSed review l 1 1
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B Review with project team—First, pres-
ent the proposed schedule to your project
team. Seek their feedback on all aspects:
complete task listing, correct resource
assignments, logical task sequence, real-
ity factors, and so on. Make any neces-
sary adjustments.

B Quality review—This review is not
always possible, but whenever possible,
have an experienced and knowledgeable
project scheduler review your proposed
schedule before you submit it to your
stakeholders. Especially if you are just
gaining experience at this, this input and
training can be invaluable.

B Review with project stakeholders—Present the proposed schedule to key
stakeholders. Seek feedback and questions on all aspects: verify resource
assignments, risk responses, key milestones, and so forth. There are two keys
to this step. One, the form and manner in which the schedule information is
presented (making it as reviewer friendly as possible), and two, investing the
time to have a real-time, interactive review session.

Techniques to shorten the
project schedule can also be
deployed during project exe-
cution as a corrective action
to a schedule variance.

Clearly document and
communicate all assumptions
used in building the schedule.

Presenting the Schedule
One element of project planning and project management that is often overlooked
is effectively communicating the project schedule to the various project stakeholders.
Although presenting a detailed, tabular view of the schedule to the core team is
acceptable, the use of visual summary representations of the schedule is highly rec-
ommended when presenting the schedule to other stakeholders. The common meth-
ods of presenting a project schedule summary are detailed in Table 8.2.

Table 8.2 Methods for Presenting a Project Schedule Summary

__Method  Key Attributes

Benefits

Notes

Milestone This is a bar chart that

chart shows start and end dates,
major deliverables, and
key external dependencies.

Gantt This is a bar chart that
chart shows the various levels of
the WBS.

Highlights key decision
and completion points
as well as any external
dependencies.

Easy to read, incorporates
the WBS, and can easily
show actual progress
against estimates.

Milestone tables are
also used (same infor-
mation, no bar chart).

Usually does not gener-
ally show interdepen-
dencies.
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Table 8.2

Method

Network
diagram

Modified
WBS

LGl L PR s s MiminmwEMcvs
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(continued)
Kev Attributes

A network diagram uses
nodes and arrows.

Date information is added
to each activity node.

Uses the project WBS
organization with status
information added to
each node.

_ Benefits

Highlights the critical
path and shows project
logic (flow).

Shows progress against
original work breakdown
organization.

Easy to read.

Notes

For presentations, the N
summary task level of
the WBS is generally
used.

Otherwise, a network
diagram is best suited
for wall display.

Similar to network diq-

gram type representa-
tions.

THE ABSOLUTE MIiNiMUM

At this point, you should have a solid understanding of the following:

B Schedule development is an iterative, team-based activity.

B The project schedule is a critical component of the project plan and integrates
together all of the key planning activities.

B The project schedule drives the project budget and the resource schedule.

B The project schedule is the project manager’s most effective tool in managing
expectations regarding the key success factors (time, cost, and quality).

W There are five key inputs for the schedule are the WBS, the effort estimates,
the task relationships, assigned resources, and the planned risk responses.

B Many reasons for an unrealistic schedule originate with an inadequate sched-
ule development process and inadequate training with the scheduling soft-

ware.

B Document and clearly communicate all scheduling assumptions.

The map in Figure 8.6 summarizes the main points we reviewed in this chapter.

R O ma—

Lack of bme for proper planming

ack of educaton on the schedul
Lack of trai with the scheduling software
Belief that a detailed schedule ts Not nECESSaTy

Commeon PM
| weakness

Missing dependencres
Missing tasks
Overallocated resources.
Not entering task into cor
\ncomact calendars

improper use of
scheduling software

FIGURE 8.6

Common issues

Overview of developing a schedule.

v

e

importange | Peromance moasuere

‘What-f anal
Irtegrates planning acVtes

Estmatos.
Task

1. tdentfy work tasks (WBS)

2. Estimate effort for each task
3. Determine task relatonstups.
4. Assign resources

Process | s.Develop preiminary scheduie

6. Pertorm reality check
7. Shorten schedule
8. Account for risk responses

L e e

10. Finalize schedule




IN THIS GHAPTER
Understand why the project budget is impor-
tant to project success

Review the process for figuring a realistic
budget
Learn the key project budgeting principles

Understand the common mistakes people
make when building a project budget

DETERMINING THE
"PROJECT BUDGET

It's one of the key success factors for projects—completing the project

within budget. Yet, for many project managers, especially those man-
aging internal projects, it’s the success factor they have the least aware-
ness about. There are several reasons why this occurs, and it does vary

by industry, but most of the reasons have to do with organizational

management structures and organizational budgeting and cost control-

ling policies.

For our purposes, in this age of increased accountability of project
investment decisions, we will assume you need to establish a project

budget and will need to track costs to it as the project is executed.
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Since this an introductory project management book, we will avoid any discussion of
advanced financial topics and instead will put our focus on the “need to know” fun.
damentals for figuring your project budget. In this chapter, we will emphasize the

importance of the project budget, review the process and key principles for develop-
ing a realistic budget, and highlight the areas where people often go astray. This will
lead to a budget that has credibility with vour stakeholders and that provides you

with the foundation to effectively track project costs and manage project execution.

The Impact of the Project Budget

Even if you find yourself in an environment where it is not expected that you
develop a project budget (instead you are asked to primarily manage schedule and
scope), I strongly encourage you to do two things:

B Do it anyway—Develop a project budget anyway. This exercise will build
your project management skills. enable you to recognize project performance

issues sooner, and better prepare you for senior management discussions
about your project.

Follow the money—You should have determined this as part of project defi-
nition, but just in case you have not yet, make sure you are totally clear on
who is financiallv sponsoring the project and who controls any financial-
based decision to be made about your project. This awareness is key in your

efforts to manage expectations and to understand the political aspects of
your project.

The project budget estimates all of the costs the project will incur, when they will be

incurred, and is a key component of the overall project plan. The project budget is
important for the following reasons:

8 Planning validator—Since the project schedule is a main driver for the
project budget, the budget can serve as an excellent cross-reference for the
validity of the schedule and vice versa. By looking at the schedule from a cost
perspective, you may see resource or budget issues that were not obvious
before. Inversely, the schedule input is key for validating the project budget.

because the budget needs to account for all the time a resource is required on
the project.

Performance measurement—By measuring project progress against a cost
baseline, you can better measure the true performance of your project along
the way, and in most cases, identify issues and risks much sooner. This is the
basis for an advanced project controlling technique called earned value man-
agement, which we will discuss in Chapter 10, “Controlling a Project.”

Principl
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® Managing expectations—The budget impacts stakeholder expectations in

i | project
several ways. The initial budget sets the expectation on what the totab :un)d
| re
costs should be. If the budget is not developed properly tlzier; yo;x a e bound
f j i - ed an
ion is If the project budget is pre-defin
to have an expectation 1ssue. ores
as a cost ceiling for the project then it helps you to set stakeholder exp
tions regarding project schedule and project scope. A
Cash flow management tool—Your schedule drives the timing of ()ilour
i S across
resource needs. Especially in organizations where resources are share acres
. i ici
projects or centrally managed, the accuracy of the schedule is key to €
resource management. |
i Qa proj-
Justifying project investment—With more projects accountable Fo ;?t : ]S
i i t expectations, 1T 1
i financial return on investmen .
ect selection process and to ' : -
increasingly important to establish the cost baseline for the project and m
in

tor closely.

es of an Effective Budget
Before we get into the details of building a project bu

tal principles that will guide this process: ' eator
® Iterative process—Budget development is an iterative process Just il
er

dget, let's review the fundamen-

. . . d
project planning. The various facets of project planning all mterr:el;];e an
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B Include a buffer—A buffer, normally referred to as management reserve,
should be allocated to the project budget. The management reserve is primq.
rily there to deal with known risks (a risk response), the estimating uncer-
tainty factor, and the overall planning uncertainty factor (hidden work,
re-work, hidden costs, change requests). In addition. if you have a long-term
project or an international project, you may need a buffer for monetary fac-

tors such as inflation and exchange rates. Of course. these should be noted as
risks in these situations.

B Document assumptions—Budget assumptions are documented like all
other project assumptions. Any assumption made as part of the budgeting
process should be documented and clearly communicated. As with all
assumptions, you can document them within the targeted deliverable (in this
case the budget document spreadsheet), or add them to the designated reposi-
tory for project assumptions (commonly either a separate assumptions docu-
ment, the project definition document, or project plan).

Creating a Project Budget

The actual process of developing a project budget is straightforward. The general
challenges lie more with omissions and the foundation the budget is based upon. In
this section, we will review the details of the develop budget and finalize budget

steps that we have depicted in our general project planning process flow (see
Figure 9.1).

Sources of Project Costs

The first step in building a project budget is to identify your costs. This sounds easy
enough, right? Let’s review the cost sources that need to be considered. These cost
sources are summarized in Figure 9.2.

B Labor costs—One of the key budget cost items. Budget should reflect a line
item for each person or role—whichever makes the most sense for your proj-
ect. Costs are based upon resource rates and estimated work durations. When
dealing with external labor, these costs are a key component of the business
relationship and normally easy to obtain. However, it can be difficult getting
rates for internal resources. In most organizations, either the human

resources or finance department should have standard labor rates for internal
resources based on role.

B Equipment—This category generally includes the tools that the project team
requires to complete the work of the project. For budget purposes, the keys
with the equipment category are twofold:
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_based tools too.
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Materials—This category includes those items that are needed to build the

roduct. i ion i
Eme tctI The m'form(.mon 1s generally found in the product specifications doc-
ﬁn - In dealing with vendor relationships, you would either acquire or
con i iewi
'm material costs by reviewing vendor responses to the formal
ment documents. e
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Trainine_ Thi .
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ning yo
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an i i
ot et orojort Yy any project team member while doing the
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m;(:i rtatlonal costs—This category includes the costs associated with the

n em?nce and support of the final product. In addition, there may be
Costs to dispose of whatever the project is replacing.

Dispos —Thi i
: posal costs—This Category includes the costs associated with the disposal
I removal of whatever the project is replacing.

o . .
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o . ) .
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: re. Depending on the i
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@ pre-determined percentage or amount that is used by all projects
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B Costs of “change”—A focal point of project planning is to consider the
“change” impact that the project will have. This category would include any
costs (change management programs, initial productivity loss) that can
directly attributed to the change factor. These costs should have been consid-
ered during the project selection phase as part of a cost-benefit analysis or
return on investment analysis. In addition, these costs may be accounted for
in the other budget categories. The important thing here is to think about

these costs up-front during planning.

Develop Initial Budget

Once we have our resource requirements and work duration estimates, we can start
to develop the budget. Like the estimates for work, it is best to estimate your costs at
the work package level. By taking a bottom-up approach, you are in the best posi-
tion to identify all of your resource needs and develop a more realistic budget. In
addition, many industries and organizations have cost estimate models that can be
leveraged, too. These models are best used during initial planning activities and as a
cross-reference and validation tool for your detailing planning efforts.

Unless your organization has invested in an enterprise project management applica-
tion with an emphasis on project costing or you have advanced skills in project
scheduling software, I recommend the use of spreadsheet software (such as Microsoft
Excel) for your project budget. I favor the spreadsheet approach for three principal

reqsons:

B Capture all costs—The spreadsheet
approach allows you to easily capture all of
your project costs (and not just labor costs
which is the primary cost element captured
by your schedule).

B Flexible—The spreadsheet approach offers
flexible options in how you set up and
organize your budget. It can also be used to
track your project costs during project execu-
tion.

B Easy analysis—The spreadsheet approach

" comes with built-in analysis and reporting
capabilities that can be easily leveraged.

The two keys for setting up your project budget are
to set a line item for each cost source and to use
columns for each time phase (period) that will be

tracked.

note

Most project scheduling

software programs offer a
resource schedule that will show
the total hours (and total costs)
that each resource incurs each
over the desired time period. This
feature can be very helpful to your
budgeting process.

A

e
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Finalize Budget

Once the schedule nears completion and the actual resources have been identified,
we can finalize the project budget. Besides firming up rates on resources and esti-
mates on other cost factors, there are several objectives to accomplish in this step.

B Validate procurement tasks scheduled—Make sure that all the tasks
dealing with procuring resources (labor, equipment, materials) are accounted
for in the project schedule (and WBS). Common tasks include ordering, deliv-
ery, setup, and payment.

B Reconcile task costs versus resource costs—In most cases, there will be
gaps between resource assignments on the schedule, or resources will not
always be scheduled at maximum capacity. Much of this depends on how
efficiently resources are leveled. Nevertheless, if your resource costs are based
solely on assigned tasks, your budget may not reflect the actual resource costs
vou will incur. For example, Joe Analyst may only have 26 estimated work
hours assigned one week, but is fully booked at 40 hours the following week.
You can’t afford to release Joe for the small gap that exists, so the project is
generally accountable for all of his time both weeks. This situation also
depends on the level of responsibility the project has for maximizing resource

usage, the level of resource planning done in the organization, and how time
is reported.

A good rule of thumb is to calculate personnel costs by taking their rates
multiplied by a given calendar time period. For example, if I know [oe
Analyst is on my project for 12 weeks, and I know he is generally a full-time
resource, | will calculate a resource cost for Joe by taking Joe’s hourly rate x

40 hours x 12 weeks. This is likely to give me a truer cost estimate—at least a
more conservative one.

B Finalize management reserve—Based upon all known risk factors, final-
ize the buffer amount to be added to the project budget. The specific amount

will vary depending on risk level, industry practices, and management phi-
losophy.

Common Budget Challenges

Let’s take a quick review of the common challenges that a project manager faces
when figuring a project budget. By increasing awareness of these factors, you can
work proactively to avoid these in your own situation.
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B Based on weak foundation—The budget is built upon the plan:itr}xlg four.1-
imates, effort estimates, and the proj-
tion created by the WBS, resource estimates, stim .
(ei:t schedule. An inadequacy in any of these elements is directly reflected in

the budget. ‘
B Missing cost categories—The budget needs to reflect all the costs that will

ject i by the
be incurred or at least all the costs that the project is accountable fon; tzm
sponsoring organization. See eartier section for the list of cost source:

should be considered. -
@ No profit margin—For projects that are sold to clients, do not forget to

include the profit margin in your project budget and in your pricing
decisions.

B Budget is pre-allocated—In many organizations, due tcz1 :::1 tr;a:::ebc;fdgets
their budgeting cycles and level of project man'agemfenlt)nf'n e ,complete
for projects are established (from high level estimates) e. ooften O ant
work of the project is defined. In these cases,.thfa budget is ot cam
constraint on the project; as a result, it will 11@1t the amount O
be completed and the resourcing options available. . .

an issue for internal projects, but in

for the project manager to define and

t common reasons for

B Labor costs not tracked—NMore of
many organizations it can be difficult
track labor costs, especially for internal staff. The mos

this include

m Organizational policy th
costs

at project managers do not track internal labor

M Organizational policy to treat internal labor as “sunk costs

i of the
B A mismatch between time reporting system/procedures and needs

roject .
o nd and may limit your cost
etail information you can

This last reason is important to understa
tracking options, or at least the level of d

obtain.

" TiE ABSOLUTE MiNMUM

At this point, you should have a solid understanding of the follow?n:‘: —
B If the other planning activities have been done well, establishing a P
budget is a very straightforward process. .
W The project budget is vital for managing expectations, ac
project performance, and managing cash flow.

curately measuring

continues
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