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To Multiple Sclerosis and breast cancer, both of which I have managed
using project management, the first as a program consisting of nu-
merous projects and the second as a stand-alone project, temporary
work, with a beginning and an end!

Pamela McGhee

To the two most important people in my life—my wife Kristan and our
daughter Sierra—who have proven that project management is not
the sole dominion of the left brained. It is through the efforts of their
right-brain managed project (. . . that would be me!) that this book
has come to fruition.

Peter McAliney
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ix

P R E F A C E

If all of the project management
books in the world were laid end to end, the line would extend to the
moon and back.

Why write another one?
The truth is that most of those books paint project management

as really difficult, laden with formulae, revolving around compli-
cated terminology, requiring mastery of all kinds of knowledge areas,
bringing a whole new layer of complexity to that poor little word
“process.”

Project management can be relatively simple and straightfor-
ward for the majority of projects. The complexity is not in the pro-
cess, but in the people and organizational relationships surrounding
the planning and execution of projects.

The project management method is not brain surgery and it is
not new. It is used when developing a business system, creating a new
pharmaceutical product, building an oil rig, or developing a new mar-
ket for a product.

Project management is required in all industries, businesses, or-
ganizations, and disciplines.

Today’s business managers and professionals are called on to
manage projects at all levels, therefore, project management skills
are a requirement for a successful career in business.

Project management is, not so surprisingly, similar from indus-
try to industry, from company to company, from organization to
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x PREFACE

organization. Later in our book, we’ll discuss project management
as a generic shell—learn it once and apply it forever!

The project manager follows a planned sequence, applies con-
trols, and delivers the required result after first determining just
what the client/customer wants and if he can get there with the re-
sources he is willing to expend.

How can this be “painless?” That is what this book is all about.
Read on . . .

All forms in this book are copyrighted in print, electronic, and
other media. Many of the forms in this book are available for
download. To customize these documents for personal use,
download them to your hard drive from www.painlessproject-
management.info. The documents can then be opened, edited,
and printed using Microsoft Word. The available forms appear in
the Appendix of this book for easy reference.
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1

THE PAINLESS FASTER,
SIMPLER METHOD FOR

SMALLER PROJECTS AND
NEWER PROJECT MANAGERS

If you are new to project management, have been thrown into a project
management role for the first time, have “accidentally” become a project
manager, or have been told to “just go do it” without much direction, Part
I is for you. We’ll take you through the basic steps, in order, like an easy-
to-follow recipe. We promise you, the process will be painless.

P A R T I
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3

C H A P T E R  1

Introduction to
Project Management

Project management is as old as
we are. Africans used project management to build the great pyra-
mids. Mayans used project management to build their temples and
pyramids. Romans used project management to build aqueducts to
carry water from the mountains to their cities. Chinese used project
management to build the Great Wall. In fact, almost all important
human achievements have required the use of project management.

Project management allows us to control the process and progress
of invention. It allows us to apply and keep track of resources needed to
produce that new product or service. Project management allows us to
gather and harness resources toward a specific end or outcome.

Businesses and organizations have ongoing needs for new prod-
ucts and services to sell or use. These items or services may never
have been created before, or they may represent new versions of ex-
isting entities. Either way, their creation requires the establishment
of a project, and all projects need project management.

To start, we need to define a few of the terms we use throughout
the book:

• Project: A unique, one-time work effort with a defined start and a
defined end, the objectives of which are defined in advance by
those who are paying the bill (and those who have vested interests)
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4 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

and are to be achieved by the use of finite and limited resources.
Projects are temporary work, bounded by time, resources, and re-
quirements.

• Project management: The processes involved in managing a proj-
ect that requires the application of planning, team building, com-
municating, controlling, decision making, and closing skills,
using specific tools and techniques.

• Project manager: The person responsible and accountable for
managing a project’s planning and performance. He or she is the
single point of accountability for a project.

• Project Management Life Cycle (PMLC): A series of phases under-
taken to deliver a required project outcome (product or service.)

• Product or service: The end result of the project undertaken to
produce it.

• Sponsor: Those responsible for giving rise to, permitting, sup-
porting, and paying for the project.

• Stakeholder: Anyone with a vested interest in the outcome of the
project. Also those who provide requirements or input as to the
project’s outcome.

• Owner: Those who will own, operate, and maintain the product
or service delivered by the project.

• Client: Those for whom the project manager is managing the
project.

Project management allows us to invent things—products or ser-
vices that we need or want to have—on a schedule and with control
over the process. In the past 20 years or so, businesses and organiza-
tions have been producing new and improved products and services
at an ever-increasing rate, therefore, project management has be-
come a larger and larger component of businesses, institutions, or-
ganizations, and governments.

In a nutshell, a project manager, using the PMLC, delivers a prod-
uct or service to those who paid for its development. He or she does
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Introduction to Project Management 5

not deliver the project. The project is only the mechanism of produc-
tion. The project manager delivers the product or service paid for by
the sponsor/stakeholders/clients/owners.

Every project is approached in the same way, all of the time, each
time. There is a defined series of steps to go through based on responses
to the following issues:

1. Determine what new product or service the sponsor/stakehold-
ers/clients/owners (the bill payers and those with vested inter-
ests) want and their willingness to pay for it.

2. Describe a desirable product or service that they can get within
an acceptable time frame.

3. Use the planning process to create the specifications of the prod-
uct or service and to schedule and estimate the cost of its devel-
opment (called costing).

4. Apply controls and techniques for quality, risks, costs, and changes
during the development (execution) of the product or service.

5. Deliver the product or service.

6. After delivery, assess what was done, how well it was done, the
degree of client satisfaction with the product or service, and how
the process can be improved for the next project.

In addition, don’t forget, everyone involved must be kept in-
formed as long as the project is alive—from beginning to end.

The 100,000-Foot View

All projects have similar characteristics. They flow through four
main stages (see Figure 1.1), each stage characterized by activities
that occur and deliverables that are produced.

A helpful way to think about a project—no matter what type or
size—is to build a road map to connect these four stages. Actually,
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6 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

Figure 1.1 Project Flow. © Copyright 2007 Pamela McGhee and Peter McAliney.

Business Case – The proven business justification for the project
Charter – The agreement governing the size and scope of the project
Project Plan – The operating plan for the project
Status Reports – Periodic reports showing progress and challenges facing a project
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you want to build a series of road maps, with each one more detailed
than the one before it. Start with Conceptualizing by establishing a
Business Case. Then, proceed to Planning. Planning has two major
components: (1) writing a Project Charter and (2) developing the ac-
tual project plan by defining the work to be done, scheduling it, and
costing that work. This is done repeatedly until time and cost esti-
mates are sufficiently refined and validated.

In Executing and Controlling, the project manager primarily over-
sees and supervises the work required to build the product or service,
while handling those unanticipated changes (i.e., “change orders”) that
pop up in every project and rain down upon every project manager.
After the product or service is produced (and tested!), it is turned over
to the original sponsor/stakeholders/clients/owners. Is the project over?

No!
After the sponsor/stakeholders/clients/owners have taken posses-

sion of their product or service, the project manager, the project team,
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Introduction to Project Management 7

and the clients (if they can be convinced to do so) conduct the Project
Close or Post Mortem phase, the last phase of the PMLC.

This last phase is important because it is where the project man-
ager, the project team, and the clients learn what went well (so they
can replicate it) and what went badly (so they don’t do it again). In ad-
dition, the financial and administrative books are closed, the team
members reassigned, and project documentation is completed and
filed—accessible to those carrying out future projects so that the pro-
cess need not be reinvented and future projects can be carried out
even better.

The Project Manager’s Role

The project manager has multiple roles (Table 1.1). First, project
managers are in charge of managing the resources needed to deliver
the product of the project, managing the budget and time line, and
managing the process. Second, they need to be able to perform the
duties of a traditional manager—delegating, negotiating, persuad-
ing, organizing, coordinating, facilitating, and team building. Third,
they must manage and execute the communications plan—or—more
simply to decide what to tell and to whom. Fourth, they must under-
stand the underlying business purpose of the project well enough to
make the correct decisions to manage the project’s execution.

As far as sponsor/stakeholders/clients and other interested par-
ties are concerned, the project manager must manage in an environ-
ment filled with unknowns. These unknowns may include market and
business changes occurring during the project, changes in require-
ments fueled by competing products/services, or horror of horrors,
the right people not being involved early on in the project. The project
manager cannot necessarily control how the project came to be or
who was involved in its inception. At times, projects must be restruc-
tured, broken into more than one project, recognizing the existence
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8 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

Table 1.1 The Project Manager ’s Multiple Roles

Role Description Elements

1 The project management expert Methodologies

Basic and advanced project
management tools

Budgeting

2 The quintessential manager Delegating

Negotiating

Persuading

Organizing

Coordinating

Facilitating

Team building

3 The primary communicator or
expert in effective communication

Verbal presentations

Written reports

Ad-hoc or spontaneous explanations
and elaborations

Cheerleader

Marketing

Training

4 Knows enough about the work to
manage its execution

of a wider (or narrower) stakeholder base. The project manager may
have control over the project, but she or he has little control over the
environment within which the project takes place.

The project manager is accountable for all project issues, but has
precious little authority outside of the project scope—and the owners
can even decide to change that scope.

The project manager is accountable for everything relating to the
project—responsible for everything and yet has limited authority.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Introduction to Project Management 9

Project managers must continuously balance (or more aptly, jug-
gle) multiple points of view, multiple interests, and a variety of de-
mands—many of which are in conflict. Herding cats comes to mind.

In addition, the project manager must communicate to all inter-
ested parties; be responsive; control the details of the project in all of
its stages; and monitor costs, time, risk, and quality according to
some predetermined standards.

As far as the project team is concerned, the project manager must
collaborate with them in every stage of planning and execution to
make certain that the agreed-upon plan is being followed. The project
manager must make certain that all team members are carrying out
their responsibilities—without seeming to be an ogre, control freak,
task master, or someone who can be pushed around and ignored.

Who, you might ask, in their right mind, would want to be a proj-
ect manager? Well, there are rewards. Project management is a valu-
able technique/skill/talent. It provides several sturdy rungs on a
career ladder. And sometimes it’s fun. Plus, it generally pays well.

TIP

As a project manager, always put yourself in the client’s shoes . . . first, last, and
always: (1) Understand what I want, (2) Give me an early ballpark cost, (3)
Find out what I really want/need and what I’ll pay for, (4) Give me a more
definite cost and time estimate, (5) Build my product, (6) Deliver it when
you said you would, and by the way, it would be nice if you could do it better,
faster, and cheaper next time.

Conclusion

In this chapter, we provided the context for project management.
Project management is based on a proven methodology and requires
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10 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

a project manager to draw on a number of different skill sets. It is
both process oriented and people intensive. (How’s that for being able
to leap tall buildings in a single bound?) Project management is
doable by the normal person with some degree of project knowledge
and the ability to walk, chew gum, and communicate at the same
time (you do have to keep several balls in the air).

Increasingly, the work that is being done in organizations today
requires good project management skills. A knowledge of the project
management process and the tools of project management, along
with people-management skills, are must-haves for those building
their careers in today’s workplace.
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Introduction to Project Management 11

REAL LIFE EXPERIENCES FROM THE TRENCHES

VIGNETTE 1—The Birth of a Project

I was called in to a large consumer products company that
wanted to initiate a pilot project between the company and
some of its large distributors. It was a tricky situation. While
the ultimate quality and service of the product was in the in-
terests of both the company and its distributors, margins
across the value chain had been diminished due to an in-
creased competitive environment. Under this duress, both
the company and its distributors were competing for the
dwindling margin. The situation was causing stress for both
the company and its distributors. Based on internal, individ-
ual company pressures, each of the parties started to employ
business practices that were more in the short-term interest
of themselves at the expense of benefiting both parties in the
long-term. These continued behaviors led to a loss of trust
between both parties to the point where overall product
quality and service to their end customer were being com-
promised. Something had to be done.

The president of the company and three of his distribu-
tors agreed to address the issue. In the terminology of proj-
ect management, they agreed to sponsor a project.

The first task was to bring senior managers of four com-
panies together—the consumer products company and its
three distributors—to begin to engage in a dialogue. If senior
management is not committed, a project will never get off the
ground. To initiate the pilot project that the president of the
consumer products company had envisioned, this prelimi-
nary meeting needed to be f lawless. The meeting would have
to result in two deliverables—a working set of shared as-
sumptions by all companies and a first draft Project Charter.
The Project Charter defines the work, the resources, and the
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12 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

outcomes associated with securing an objective for a com-
pany. While project management texts can tell you what
needs to be in a Project Charter, they rarely prepare you for
all of the human factors that are involved in delivering a com-
pleted Project Charter. In this case, the charter needed to be
developed in an environment of distrust that had developed
over many years. The Project Charter needed to be developed
through a collaborative, very deliberate, iterative approach.
There were some interesting real-world implications of the
two deliverables required in developing the Project Charter
for this company. This chartering process really had two de-
liverables: trust and the charter document itself.

The first deliverable associated with this Project Charter
is not addressed in too many books—the acknowledgment
that sometimes the working relationships between the com-
panies (in this particular case, or parties in general) required
to complete a project is far from perfect. Here, the deliverable
is not something you can touch or feel, but rather an intangi-
ble deliverable. This issue had to be addressed and all par-
ties—stakeholders—had to feel that they were heard. If we
were unable to accomplish this first deliverable—trust—the
pilot project was a nonstarter. As project manager, I had to
identify and call in resources to help me design a meeting
that would yield successful attainment of the first deliverable.

The second deliverable—the Project Charter—is much
more tangible. However, as I saw in this instance—and
many other instances where I have helped develop a Project
Charter—the development of a Project Charter is very much
a process. And as such, I have not seen two instances where
the process was exactly the same. For this case, we designed
a two-day off-site meeting where we had the senior man-
agers—the future project sponsor—develop a rough cut of a
Project Charter. While it lacked the specificity that is re-
quired in a Project Charter, the very process of engaging
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Introduction to Project Management 13

senior managers in the first revision of the Project Charter
helped them to establish the direction of the project they en-
visioned while at the same time increasing their level of
commitment to the initiative. To me, the Project Charter is
just as much about deliverables as it is about commitment
and communication.

PETER J. MCALINEY

CHENERY & CO., Inc.
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C H A P T E R  2

The Project Management Life
Cycle, the Work Cycle, and the

Business Context

Project management relies on ap-
plying a very specific tool set within an ordered process. This ordered
process is called the Project Management Life Cycle (PMLC). The
PMLC has a number of variations including some that are propri-
etary (Agile) and others that are promoted by standards organiza-
tions (PMI’s PMBOK). Some variations start the cycle earlier than
others, other variations use brand-specific terminology and focus on
a number of processes. Some use different names for the tools, define
them in marginally different ways, and use different symbols to rep-
resent the tools in pictorial representations. But, cutting through
words and symbols, all healthy projects follow a similar life cycle and
use the same basic tool set. Unhealthy projects wander off in any
number of different directions. In this chapter, we introduce you to
the PLMC, the useful concept of a Work Cycle (which is subordinate to
and controlled by the PMLC), and the utility of ascertaining the busi-
ness context (position) of any project you come across in order to bet-
ter manage that project as well as the associated stakeholders,
sponsor, clients, and other interested parties.

Yes, the project manager has to manage them, and their expecta-
tions, as well.
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16 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

Figure 2.1 The Enhanced PMLC Shell: The Road Map. © Copyright 2007

Pamela McGhee and Peter McAliney.
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Project Management Life Cycle

As defined earlier, a project is temporary work that can be viewed as
a journey from Start (Concept) to Finish (Close). To make this jour-
ney successful, a project needs the previously mentioned ordered
processes that can also be called a road map (see Figure 2.1). This
road map is but another name for the PMLC. The PMLC is a guide, a
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Project Management Life Cycle, Work Cycle, and Business Context 17

template, that comes equipped with a powerful tool kit. This tool-
enhanced template can serve the needs of any size project—from bak-
ing a cake to launching a Martian explorer. Figure 2.2 illustrates the
flow of the PMLC. It is the basis for the 100,000-foot view discussed
in Chapter 1.

The Work Cycle

Using the PMLC alone will not ensure a successful project. By itself,
it is inadequate to deliver results. You must deal also with the work
that needs to be done to produce the product or service the project
was established to create. To develop any product or service, you must

Figure 2.2 The PLMC Shell (I). © Copyright 2007 Pamela McGhee and 

Peter McAliney.
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18 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

know the nature of the work to create the end result. For example, to
produce an advertising campaign, you need to know about advertis-
ing—the work that needs to be done to produce such a campaign. To
develop a technology-based business system, you must know about
analysis, design, and development work—the work that must be done
to deliver a business system to a client. The phases of a Work Cycle
will “map” to the PMLC phases, no matter how many phases the Work
Cycle may have. Also note that those phases may be iterative.

The process of actually doing the work is the execution of the
Work Cycle. The PMLC is merely a shell—a generic shell—a control
and change mechanism for all work defined as project work (Figure
2.3). That same shell is used for construction projects, boat building
projects, advertising projects, business systems projects—indeed,
for all projects (remember, baking a cake or launching a Martian

Figure 2.3 The PMLC Shell (II). © Copyright 2007 Pamela McGhee and 

Peter McAliney.
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Project Management Life Cycle, Work Cycle, and Business Context 19

explorer). It is the Work Cycle controlled by the PMLC that defines a
project as a systems project or an engineering project or an adver-
tising project or an IT infrastructure project (Figure 2.4). The Work
Cycle defines how to build/create the product or service the project
was created to deliver. In Figure 2.3, the Work Cycle and the PMLC
are correlated.

Astoundingly, in many project management methodologies and
texts, the important Work Cycle is all but ignored. A project is al-
ways tied to the product or service that it produces. The manager of
such a project must always have some knowledge of the work—the
Work Cycle. Some texts define a separate job function called “the
professional Project Manager.” The tacit assumption is that a “Proj-
ect Manager” manages projects—all projects. We believe that this
model will not yield the best results for an organization. A project
manager is always, at some point, tied to the “work.” While project

Figure 2.4 Work Cycle. © Copyright 2007 Pamela McGhee and Peter McAliney.
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management does require a specific type of knowledge, specific
skill sets, and a degree of “talent,” a project manager cannot man-
age a project if she or he knows nothing about the work. Project
managers who do find themselves in this unenviable position
have to be “quick studies” and/or have a subject matter expert, an
advisor, with the subject matter expertise, with whom they must
work closely.

TIP

When learning project management, always think about your Work Cycle
and how project management relates to it. A project manager must under-
stand how to apply project management within the context of her work.

Tools of the PMLC

The PMLC is much more powerful than just a f low manager. It in-
cludes powerful tools that are used time and again as the project un-
folds, each time with greater precision. These four tools are:

1. The Work Breakdown Structure (WBS)
A tool that graphically illustrates or outlines the project work

to be done (leading to the creation of the product or service) in
an organized and hierarchical fashion.

2. The Network Diagram
A tool that illustrates the order in which tasks will be

done. (It can also be thought of as a f low chart that maps task
sequences.)

The network diagram has also been known as a PERT Chart.
We will say more about that later.
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3. The Gantt Chart (and its derivative—the Cost Spreadsheet)
A calendar overview of tasks, whereby tasks are mapped

against a time line.
Cost Spreadsheet—Detailed listing of tasks with associated

labor and material costs.

4. The Change Control Mechanism
A system whereby change requests are submitted, prioritized,

and acted on (or not) during a project’s execution.

We discuss these tools in much greater detail throughout the rest
of the book.

These four tools of the PMLC allow the project manager and the
project team to define, sequence, and schedule the project with Work
Cycle related content. Any other tools that you may use during the
project will come from the specific context of the Work Cycle in
which the project is being done. As you progress through the PMLC,
your ability to use these tools to develop more precise time and mate-
rial cost estimates becomes greater. Hence earlier in the PMLC, your
ability to provide time and budget estimates might be within a plus or
minus range of 30 percent (an excellent estimating range after the
Project Charter has been drafted and the project manager and team
have had a chance to start defining the work that must be done to
produce the end produce or service). This 30 percent is a best case
scenario. To be able to define cost and time to a range of 30 percent
this early in the project can indicate: (1) the project and the project
team have done a similar project in the past, (2) early planning has
been excruciatingly precise and much time/labor (project cost) has
been spent, (3) expert advice and counsel (at a project cost) has been
sought out by the team early in the project, (4) the team got lucky
(Please don’t depend on this one!).

As you progress through the PMLC and as you develop a better
understanding of the work required, you will be able to develop
more precise estimates, perhaps within a range of plus or minus 15
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percent (the targeted range for the final estimate, also called the
project baseline, against which progress during execution is mea-
sured). In some organizations (the project-oriented ones), the plus
or minus 15 percent figure is called Management Reserve.

In Figure 2.1 on page 16 we illustrate the enhancement of the
PMLC by the addition of the associated PMLC tool kit.

Stakeholders and the PMLC

Stakeholders are all those who have a vested interest in the project. As
project manager, it is your job to locate and be aware of all of the
stakeholders—from high to low—including those who have a vested
interest in seeing the project fail (negative stakeholders). Make sure
you get them on board early on in the PMLC before you start doing
any of the actual work.

TIP

After you have accounted for all stakeholders . . . go back and count them
again. A missed stakeholder at the beginning of a project can doom the
project to failure.

Project Drivers

While the PMLC provides the processes and corresponding tools for
managing a project, a project manager must constantly poll the ex-
ternal environment in three areas—time (schedule), cost (budget),
and scope/requirements (totality of work or scope). This is the Project
Management Triangle that frames the project manager ’s decision-
making process concerning the project (Figure 2.5).

mcgh_c02.qxd  5/16/07  2:08 PM  Page 22



Project Management Life Cycle, Work Cycle, and Business Context 23

Figure 2.5 The Project Management Triangle. © Copyright 2007 Pamela

McGhee and Peter McAliney.

Cost

Scope/Requirements

Time

One of the three sides of the triangle will be the primary project
driver—the one variable to which the other variables will be subordi-
nated or sacrificed. As the project begins to take form, the project
manager will learn what the primary driver is (from the stakehold-
ers). Once understood, she or he must then manage to that driver.
There can also be a secondary driver, making the job of managing the
project a real balancing act. Take heart, though, because there is no
such thing as three drivers. If there were three drivers, that would
leave nothing to subordinate or sacrifice—no wiggle room.

As project manager, you will often hear stakeholders demanding,
“Everything is equally important. Sacrifice nothing.” In your project
management role of communicator, it is critical that you explain to
your stakeholders the impracticality of having three drivers—three
drivers would require infinite resources.

TIP

The Project Management Life Cycle cannot stand by itself. It merely controls
and regulates, while providing a mechanism for changes and calculating time
and costs for the Work Cycle used to produce the end result of the project.
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Figure 2.6 Project Context Diagram. © Copyright 2007 Pamela McGhee and

Peter McAliney.

Inputs Outputs

Organizational Domain
• Business Areas
• Other Projects

Sponsors
Stakeholders
Clients
End Consumer

Sponsors
Stakeholders
Clients

Project
• Goals
• Objectives
• Requirements
• . . .

P R O J E C T

D O M A I N

The Project Context

Projects are defined within the context of the organization (see Fig-
ure 2.6). As such, they need to be put within the perspective of the
specific department and aligned with other business imperatives
within the organization. The project manager must be cognizant of
how his or her project “fits.” Which business areas will be encom-
passed, or served? What business areas will be affected by this proj-
ect? What major features will the resulting product or service have
and which will it not have. Who will be the primary and secondary
recipients of the product/service? Which business areas will be im-
pacted by the project and/or its product? Does this project require
input from other projects or products? In other words, what is the
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business context of this still potential project? Many questions can be
answered or at least clarified, through the use of the Project Context
Diagram throughout the PMLC.

This Project Context Diagram is an excellent communications
tool to use with the sponsor, major stakeholders, minor stakeholders,
as well as all other interested parties. It is particularly attractive to
upper management because it enables the project manager to provide
a big picture view at a glance. (One picture is worth . . .)

Conclusion

The PMLC is the project manager ’s best friend (actually a life
line). Not only is it a clearly defined set of processes, but it also con-
tains a number of powerful tools that, once mastered, will help the
project manager and his or her team develop a road map for success.
The power of the PLMC is that it is context agnostic (usable from
meals to space shuttles). It can accommodate the work—as defined by
the Work Cycle—from any functional area within an organization. It
is versatile enough to allow for multiple passes of information flow,
each pass defining more and more clarity for the project team.

The PMLC is also a powerful communications tool. Not only does
it serve as the road map for those associated with a given project—the
stakeholders, sponsor, clients, and team members—but also others in
the organization who might be impacted by the project. Basic under-
standing of the PMLC and its associated tools forms a common lan-
guage for individuals to communicate across organizations. This
understanding is becoming increasingly important as workflow
across different organizations becomes commonplace in developing
products and services for today’s global economy and marketplace.

Everyone needs to understand the role project management plays
in organizational life. In essence, everyone needs to master the pro-
cess and tools of project management.
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REAL LIFE EXPERIENCES FROM THE TRENCHES

VIGNETTE 2—Project Management: An
Undergraduate’s Best Friend

Undergraduate work has definitely moved to a model that
employs more project-oriented work. I saw this in the several
internships I participated in during my time at the City Uni-
versity of New York’s Baruch College. While juggling the re-
sponsibilities of my class work and the internships, I couldn’t
help but notice a definite parallel between projects at work
and the structure of course work, especially when taking the
capstone course in business policy. In both domains, work
was becoming increasingly team-based and project-oriented.
And, I found that those team-oriented, project-based assign-
ments where we put a plan together, assigned specific duties,
established resource commitments, and assessed along the
way, tended to be more successful than those for which we
did not develop a project plan.

For example, in our business policy course, as a team we
were responsible for three discreet team projects and three
individual projects (counting the midterm and final as two
projects). The professor asked us at the beginning of the
term to put together a project plan that would accommodate
both the team’s work as well as our individual work. He then
reviewed the plan with us and made suggestions for im-
provement, which meant that we would be better assured of
the grade we hoped for (an A!). Putting the plan together for
the entire term, or project duration, was very helpful in bal-
ancing this course (i.e., the project) with other responsibili-
ties I had.

Based on this experience, I believe knowing the funda-
mentals of project management should be mandatory for
anyone entering the business world. Even if you are not
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managing your own projects, as a new employee, you need to
know how to be a more effective team member on a project
team. As a recent college graduate, I noticed that students in
college, including myself at one point, were not generally
very happy when given projects with limited direction from
the professor. What we failed to understand was that, in the
real world, most projects do not have a clear path which we
follow. But, with good project management tools such as
planning, executing, controlling, reporting, and communi-
cating tools, we can be successful.

I continue to use the project management skills I learned
in my business policy course in my current job with the Na-
tional Football League (NFL) as a participant of the “Blue
Chip” program, a recently launched program designed to
provide an elite group of recent college graduates a two-year
rotational experience at the New York League office. Every
six months, a “Blue Chipper” rotates into a new department
within the NFL’s business venture departments (Marketing
& Sales, Consumer Products, International, and Events). Not
surprisingly, participants of the program must be able to hit
the ground running in a rapidly changing environment. Pre-
sentation skills, project management, continuous improve-
ment, and the ability to be in-the-know are crucial.

ELAINE DELOS REYES

Marketing & Sales “Blue Chipper,”
National Football League
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C H A P T E R  3

Concept—Building the
Business Case

By definition, projects are under-
taken by organizations (or individuals) only if they add value or if the
resulting product or service is required by law. For added value, to de-
termine if the benefits exceed the costs of undertaking a project,
some kind of analysis needs to be made. As mentioned in Chapters 1
and 2, the Project Management Life Cycle (PMLC) is an organized
process equipped with powerful tools. The first stage of the PMLC is
Concept. It is in the Concept stage that the required analysis is per-
formed (see Figure 3.1). It is through the development of the Business
Case—the first deliverable of the PMLC—that a project is determined
to have value—or not. Someone in the organization—and often it is
not the individual who will end up as the project manager—must lead
an objective analysis of the business situation to determine if a proj-
ect is really needed (more on how the project manager receives and
interprets this initial analysis later).

Concept: Beginning the Process

Every project starts the same way, with a Concept. An individual in
an organization has an idea that a project he or she envisions will
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Figure 3.1 Project Management Life Cycle. © Copyright 2007 Pamela McGhee

and Peter McAliney.
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increase the value that an organization can deliver—whether it is
saving time, reducing cost, or increasing quality. This individual, an
individual who at a later point may be the project sponsor, will ask
someone in the organization to determine what it would take to im-
plement the idea. In the language of project management, the proj-
ect sponsor is asking for the first deliverable of the PMLC—the
Business Case.

The first thing to remember is that not all projects should be at-
tempted. Wait a minute, this is a book about project management!
How is it possible that just as we are starting to discuss how to man-
age a project, the first piece of advice might be “don’t do the project?”

Many projects have the potential to be a waste of the organiza-
tion’s time and resources. Remember, the power of the PMLC is that
it is an objective process. The function of the Concept stage is to weed
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out bad projects. This means eliminating the unprofitable, the un-
wise, the pet, the frivolous, and the “money-would-be-better-spent-
elsewhere” types of projects. When projects spontaneously emerge in
an organization, there is a higher probability that they will fail. In
fact, about 60 percent of all project ideas should be aborted for rea-
sons of insufficient profitability, not in line with our strategic plan,
not in our line of business, too risky, don’t have the resources, and
other such reasons. Only about 40 percent of projects actually pass
the muster of profitability, market advantage, a new line of business
necessity, legal requirement, or other valid business rationales that
will actually add value to the organization.

How does the weeding out process start? First, by working with
the potential sponsor and stakeholders, the issue or problem to be ad-
dressed is defined. What are the goals? What are the benefits for such
an effort on which corporate resources will be expended? If the proj-
ect manager is shepherding this process, a visual approach (the use of
flip charts and colored markers or a projected laptop screen and fast
keying) with stakeholders sponsor group interaction can be useful as
a catalyst for problem/issue definition, and so on. Different stake-
holders may have different definitions of the problem, or different
goals or benefits. At this point, the potential project may split into
two or more projects. Defining the objectives (what is the purpose or
purposes of this venture) requires a similar teasing out. If the project
manager is appointed at this time, persistence and “cutting fat from
bone” will be skills he or she uses.

If no project manager has yet been assigned (more often the
case), the sponsor and stakeholders will have to do all of this work.
When the project manager is brought on board, due diligence re-
quires that he or she check the work—at the very least. This checking
will familiarize the project manager with the players, the ideas, and
the politics. This is crucial for both survival and project success.

The Business Case allows business management to determine
the reach and value of the project, and whether the potential project
is a sound business investment.
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Developing a Business Case

First, the project manager does not always start with developing the
Business Case. By right, it is the responsibility of the sponsor and
stakeholders to evaluate the potential project as to the business value
of the product or service created and whether the return on invest-
ment (ROI) is acceptable. If the product of the project is of value to the
organization, the project is given the go-ahead and an official project
manager is appointed. This is how it is supposed to work.

It actually works this way less than 20 percent of the time. More
often than not, the project manager is told to “go do it,” often with little
direction. That is when the project manager starts to bring definition to
the undefined. A dependable way to start is to begin at the business level
and start uncovering the true nature of the project “request.”

TIP

When assuming the role of project manager, insist on seeing the Business
Case. Projects that are “green lighted” without a solid Business Case have
a higher probability of failure. Taking the time up front to further vet the
Business Case is a wise investment and can reduce the potential for project
(and project manager) failure.

In the Concept stage, the potential project manager—at this
point, in the role of investigator—works with the clients, sponsor, and
major stakeholders to establish a Business Case for the potential proj-
ect. The Business Case needs to include clear, articulate definitions of:

• The issue or problem to be addressed/solved;
• The goals and benefits of undertaking such a project;
• The objectives of the project;
• The needs and wants;
• The potential project scope;
• The risks and impacts associated with the project;
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• The cost benefit analysis; and
• The return on investment.

Because in many organizations, the responsibility of building the
Business Case may not be the job of the project manager, in the fol-
lowing discussion, we refer to the role of the individual building the
Business Case as the investigator.

Issue or Problem to Be Addressed/Solved

The first thing that must be done is to develop clarity around the
problem to be addressed/solved. To do this, the investigator will
want to get access to the major stakeholders and/or the person who
brought the project up in the first place. She needs to pick their
brains to determine exactly what goal they had in mind. Collectively
is best, but one by one will do if the investigator can’t get them all in
the same room or on the same conference call at the same time. Ask
them to talk about the issue or problem that this potential project
would solve. Remember, it’s not a project yet. The more times the in-
vestigator mentions this during this stage the better the expecta-
tions around the project will be in the long run.

The major players are not the only individuals in the organiza-
tion with whom the investigator will want to speak. The investigator
will want to go down the chain of command—as low as feasible—and
talk to those who are possibly dealing with the issues in the work-
place. But remember—it may be neither practical nor politic to get to
them. Use good business judgment. Project management has the po-
tential to be highly political (in fact, it almost always is).

TIP

Don’t forget the stakeholders who are low on the chain of command when
developing the Business Case. They often have a better handle on require-
ments than management.
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Goals and Benefits

Ask all players, “What do you require as an end result? How will this
benefit the organization, or your department(s), or you?” This may
sound corny, but one of the best ways to do this is to drag in a f lip
chart and have a pocket full of magic markers. Proof of commitment
is when the players commandeer the f lip chart and markers and start
writing themselves.

Objectives

“Why are we embarking on this effort?” “How will we know if we’re
successful?” Note to the curious—the investigator will probably get
the magic marker here—be a willing scribe.

Needs and Wants

Next, Needs and Wants must be tackled. A simple template like the
one in Table 3.1 can be used to capture the Needs and Wants of the
requestors.

To use this approach, call a short meeting—call it a Project Focus
Meeting—of the project sponsor and major stakeholders. Start with a
blank flip chart and some colored broad-tipped markers. List the
sponsor and the attending stakeholders in the client section and put a
date on the f lip chart. Draw a line down the middle of the page, put-
ting Needs on the left side and Wants on the right.

Have the meeting attendees list what they must have (Needs) 
in the potential product or service to be produced by the project.
Also have them list their nice to haves (Wants). When there is a rea-
sonable size list of both, attach order of magnitude costs to ful-
fill each Need and Want. If the investigator is knowledgeable 
and fast on his or her feet, he or she can come up with a dollar
amount right there in the meeting (very impressive). If not, the in-
vestigator will need to figure it out and present the costs in a sec-
ond meeting.
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Table 3.1 Needs and Wants Template

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Once the audience of the potential sponsor and stakeholders has
generated a list of Needs and Wants and the investigator has estab-
lished an order of magnitude cost for each, add up all of the costs for
the Needs. This total represents the minimum cost of the potential
project with the corresponding minimum scope. Then, add up the
costs of the Wants and add that to the Needs total. This monetary fig-
ure represents the maximum cost and the combined list defines the
maximum scope of the potential project.

WARNING!

Do not let the figures be construed as the project’s budget. It is far too
early to generate a budget. These numbers represent only the inner and
outer limits of possible costs. These figures are WAGS (Wild A%# Guess).

TIP

An added benefit of the Needs and Wants list is that it provides the founda-
tion for the high-level requirements needed to draft the project plan.

Preliminary Project Scope

Even at this early stage, what is to be included and what is not to be
included in the potential project must be highlighted. How is project
scope defined? First, determine, with the sponsor and the stakehold-
ers, what is to be included in the project and what is excluded or is out
of bounds. Develop a map of the business real estate (what and who
will be involved) to be covered by the potential project.

It is important to make a definitional distinction about scope at
this point. A project’s scope has two elements:

1. From a business perspective, scope can address the aspect of how
many parts of the organization—or entities outside the organiza-
tion—the project will touch. A project may directly touch only in-
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Figure 3.2 Project Context Diagram. © Copyright 2007 Pamela McGhee and

Peter McAliney.
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dividuals within a small part of the organization or it may touch
many departments as well as entities outside the organization.

2. From a project perspective, scope addresses the totality of the
work that must be done to deliver the final results (all deliver-
ables). In very real terms, scope is the totality of the Work Break-
down Structure (WBS). If it is not in the WBS, it will be neither
built nor delivered. In addition, it won’t be budgeted for (costed).

At this point, it is helpful to use a Context Diagram (Figure 3.2,
which is the same as Figure 2.6 on page 24) as an aid in understanding
and further developing the scope of the project, both from a business
perspective and from the project perspective of encompassing all of the
work that the project manager must manage and have accomplished.

mcgh_c03.qxd  5/16/07  2:06 PM  Page 37



38 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

It is also helpful to develop the Project Context Diagram with the
sponsor and major stakeholders, the project manager acting as a dis-
cussion facilitator, to illuminate further requirements and perhaps to
delete others that, when seen in the light of open discussion, retreat
in importance.

At this point in the proceedings, the more discussion, debating,
reality-testing, the better.

In general, there is some correlation between small real estate—
small project, large real estate—large project. However, it is important
to recognize that large does not always mean mission critical. This
will be important later on when the project gets going. A project man-
ager leading a large project touching many people may have difficulty
getting the attention of people because it is not seen as being impor-
tant or mission critical.

Risk and Impact

The savvy investigator must be very diligent in leading the sponsor
and stakeholders through a rigorous examination of risks. Conduct-
ing a risk analysis needs to be a two-way process. The sponsor and
stakeholders need to press the investigator on potential areas that
they identify as risky just as the investigator needs to press the spon-
sor and stakeholders on areas that he or she thinks may carry some
element of risk. The important thing is that no stone is left un-
turned—as ugly as it may be. It is important to recognize everything
that could potentially impact the execution of a project.

TIP

When developing the risk analysis, develop a checklist that includes poten-
tial business, technical, societal, legal, and market risks. You will also want
to determine if there are any other unique “gotcha” areas that need to be
quantified as risks.

Once the risks are identified, they need to be evaluated. A useful
tool to help drive the conversation around risk is the Risk/Impact
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Figure 3.3 Risk/Impact Analysis Grid. © Copyright 2007 Pamela McGhee and

Peter McAliney.
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Analysis Grid (see Figure 3.3). The horizontal axis represents Impact
(i.e., the positive or negative value that the project will bring to the or-
ganization), from high to low. The vertical axis represents Risk (i.e.,
the project fails, the project is wildly successful), from low to high. The
corresponding internal graph space is divided into quadrants:

• The top left quadrant is high risk, high impact;
• The bottom left, low risk, high impact;
• The top right high risk, low impact; and
• The bottom right, low risk, low impact.
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Of course, the ideal project would fall into the low risk, high im-
pact quadrant—giving the “most bang for the buck.” However, projects
that fall into the other categories must often be initiated. A high risk,
high impact project may be a mission critical one. A high risk, low im-
pact project may be the result of governmental regulations (like Sar-
banes-Oxley). A low risk, low impact project may be the pet project of a
key executive or a “nice to have if time and resources permit” project.

The project manager works with the sponsor and stakeholders to
place the project on the grid using a number of perspectives (as noted
previously—business, technical, societal, legal, market, etc.). A sepa-
rate point may be plotted for each criterion, creating a type of scatter
diagram of Risks and Impacts. The cumulative Risks and Impacts of
the project will determine how the project will be managed later on,
even down to the precision (granularity) of the Work Breakdown
Structure. Items falling in the right shaded area are the projects de-
manding the most scrutiny. This is where the 60 percent of projects
failing to make a solid Business Case are often located.

Cost Benefit Analysis

To find out if the result of the project is worth undertaking, the investi-
gator needs to conduct a Cost Benefit Analysis. It’s best to find out the
benefits—and what they will cost you—early on. It is in the Concept
stage that the first, high-level project costs or numbers are developed.
It may seem premature because no one has all the detailed information
needed to develop these estimates, but the process of having this con-
versation with the sponsor, stakeholders, and other interested parties
at this point begins to get real numbers on the table. These estimates
need to be developed for the work that must be done to produce the de-
liverables that the sponsor and stakeholders say they want.

How are costs developed? One way to develop these early
estimates is to look at the results of past projects that were similar. If
your organization is a project management oriented organization,
these estimates should be fairly easy to obtain. By looking at what
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similar projects cost, and making adjustments to reflect the particular
needs of the proposed project, the investigator can lead a conversation
with the sponsor and stakeholders that will result in initial estimates.

Another way to develop early estimates is to use the Needs and
Wants costs (see Table 3.1). With the sponsor and stakeholders, deter-
mine which of the Needs and Wants will be in the proposed project.
Estimate the dollar costs of each Need and Want and do the arith-
metic. This will allow the project manager to give early minimum
and maximum costs and time for the potential project.

Do not allow this WAG (Wild A#% Guess) to be construed 
as the final project budget. The sponsor and stakeholders want some
estimated numbers based on very limited knowledge of the desired
end results. The investigator needs to be sure he or she manages the
potential sponsor and other stakeholder expectations about the firm-
ness and accuracy of these numbers. While the estimate should not
be orders of magnitude off, it also cannot be carried to multiple deci-
mal points indicating more accuracy than is possible at this stage. Be-
cause both Needs and Wants are used to generate these initial
numbers, it is best that they are presented as a range.

The Project Estimating Funnel is a communications tool that is
helpful in managing the conversation among the investigator, the
sponsor, and stakeholders (see Figure 3.4). It shows the progression
from early, less accurate estimates in the Concept stage to the esti-
mates that will eventually be generated in the Planning stage if the
Business Case is proven in the Concept stage.

TIP

If the sponsor and stakeholders collectively jump up and down demanding a
cost now—this minute—tell them if they can be patient and let you finish
your investigation, you will be able to provide a more accurate—and work-
able—estimate. Remind them that the earlier the estimate is made, the
less information to make that estimate is available, and the less likely that
estimate will be accurate.
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Figure 3.4 Project Estimating Funnel. © Copyright 2007 Pamela McGhee and

Peter McAliney.
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Return on Investment Analysis

It is possible at this early stage to develop ROI figures, but they will
be only of the most general sort. If the cost of the project is estimated
at a million dollars and the payback period is three years, the cash
flow will not turn positive until year three and one day. Could a bet-
ter investment of money be made?

As you may surmise, this becomes more than iffy and possibly a
useless exercise at this level for all but the most advanced organiza-
tion. The investigator can probably safely stay out of the ROI exercise
and leave it to the business sponsor and stakeholders. If the investiga-
tor is pressed to provide an ROI, however, he or she needs to make
sure that it is well qualified.
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The Business Case and Strategic Alignment

One thing we did not discuss: An important part of the Business Case
is how the proposed project aligns with the overall Vision and Mis-
sion Statement of the organization. Just as an organization has a
Mission Statement, a project should have a Mission Statement. Look
through all of the components and discuss with the sponsor and
stakeholders the development of a Mission Statement for the project.
This should be an independent exercise. Once the Mission Statement
has been articulated, it can be checked for alignment with the overall
organization.

The project management oriented organization applies project
management methodologies and culture from the top down. In such
organizations, all selected projects are strategically aligned accord-
ing to the organization’s strategic plan. No project should be se-
lected or assigned resources if it is not in line with that strategic
plan (Figure 3.5).

To validate if a project is aligned with the organization’s strate-
gic plan, the investigator should start with the organization’s Vision
and Mission Statements. Sometimes there will be both a Vision and a
Mission Statement. Sometimes they are combined. It is the organiza-
tion’s Vision and Mission Statements that capture the highest level
purpose of the enterprise. The statements are often printed in the an-
nual report or on the organization’s website.

The project next needs to be aligned with more specific goals
and objectives. Working down through the organization, it must be
aligned with the divisional goals and objectives, and then with the
functional goals and objectives within the division. For those or-
ganizations that practice a project management portfolio ap-
proach, the project must also be aligned with the project portfolio
(or program portfolio).

All of the components of the Business Case have been assem-
bled. The proposed project mission has been checked for alignment
with the organization. It is now time for the investigator to write 
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up the Business Case. Depending on the organization, this may
take the form of a slide presentation or a formal report. The 
Business Case should be a concise representation that enables deci-
sion makers in the organization to decide if it is a project that will
bring increased value to the organization in the long term (see
Table 3.2). Invariably, even with all of the checking and double-
checking, phone calls, e-mails, and other communication, there
will be areas that will need clarification. It is important to ac-
knowledge any areas that still require direction because this infor-
mation will be needed by the decision makers to make their final
decision.

Figure 3.5 The Strategic Alignment of Projects. © Copyright 2007 Pamela

McGhee and Peter McAliney.
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A Disclaimer

What if strategic alignment is not the mantra of your organization?
Well, extract the most accurate and clear project Mission Statement
from the sponsor and stakeholders and proceed with the Business
Case and, if accepted, then with the Project Charter.

The Project Context Diagram will be especially important be-
cause it can be used in part as a justification for the project.

Table 3.2 Business Case Outline

© Copyright 2007 Pamela McGhee and Peter McAliney.
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While a Business Case is an integral part of the project manage-
ment process, there are situations in which a Business Case can, and
should be bypassed.

There are some ad hoc and exploratory projects for which a Busi-
ness Case may not be applicable. (Of particular note is the Post-it
notes tale from “Real Life Experiences . . .”)

Conclusion

Congratulations, the Business Case is now ready for presentation.
The deliverable from the Concept stage of the PMLC is the

Business Case. This is the output of a thorough process, whereby an
investigator—who may or may not be the appointed project man-
ager—gathers information from the potential sponsor and relevant
stakeholders. Initial estimates are developed and scrubbed as the in-
vestigator works his or her way through the Concept stage. The in-
vestigator must look at the potential project upside down, inside out,
and sideways and must check for its alignment from the organiza-
tion’s Mission and Vision Statements to the specific needs of the
functional area where the project will be executed.

A Business Case may show that a project does not make sense for
an organization. It may be hard to deliver this news to the sponsor
who may be very excited about a potential project. The Business Case
will not lie if all contributors provide their best estimates as they
work through the process. It is better not to start a project that does
not add value than to try to force the issue and realize it later after
the organization has committed resources to it.
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REAL LIFE EXPERIENCES FROM THE TRENCHES

VIGNETTE 3—Why Go to the Trouble of Developing
a Business Case?

Below is a White Paper written by Neville Turbit, a Principal
of Project Perfect.

www.projectperfect.com.au

An Alternative to the Business Case

by

Neville Turbit

Overview

It is generally accepted that a new project requires a busi-
ness case to get approval to proceed. The business case is a
financial estimate, and justification for the existence of the
project. So is it always the best way to agree a project should
proceed? This white paper examines an alternative way of
thinking. It focuses on two non business case reasons—In-
novation and Survival.

Accuracy of the Business Case

It will come as no surprise if I were to say that some num-
bers in Business Cases are rubbery. It would probably come
as no surprise to say that many are downright lies.

I worked for an organisation once that had an office in
a street called Foveaux Street. We invented the “Foveaux
Forecasting System.” When asked for a projection of cost,
volumes, growth, records, or even football scores, we would
look out the window, read the number plate of the first car
we sighted, and adjust the decimal point. If asked for a
growth rate, and the first car passing was “ABC 123,” we
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would estimate 12.3%. Sometimes I think business cases
would benefit from this approach.

If the business case is so inaccurate, should we be put-
ting so much emphasis on inventing numbers that are base-
less? Should we be doing calculations on assumptions that
are so vague as to be meaningless? Perhaps ROI (Return on
Investment) is not the right criteria in all cases.

The Big Picture

An organisation usually has some goals, or a corporate vi-
sion. Usually it is somewhat vague. It is not about quantifi-
cation but more about direction. It is not about statistical
measures but more about what the management wants the
company to be. It is about creating initiatives that contribute
towards the direction of the company.

Should projects be approved for the same reasons?
Should there be a justification to move forward because it is
contributing towards an initiative in an unquantifiable way?

Reputation for Innovation

I was recently talking with the CEO of a significant interna-
tional IT organisation. She told me that she approved a num-
ber of internal projects each year that did not have a
justifiable return on investment. One of her reasons was that
she wanted to employ the best and brightest in her organisa-
tion. In order to do this, she needed to provide a creative
challenge for them. She needed to stimulate them to use
groundbreaking technology.

As she said, perhaps one out of three projects delivered a
financial benefit to the organisation. The other two were
either abandoned, or at best broke even. The real benefit
came from what the people learned, and were able to apply
to other projects. It came from retaining the services of
bright people who were able to do a better job than more
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middle of the road workers. It came from having people mo-
tivated and productive.

Her organisation was an early leader in Java. When
.NET it started to catch on, it was ahead of the market. The
new business it generated more than paid for the few failed
projects. The premium people were prepared to pay to imple-
ment these technologies, funded the experimentation.

Business Cases That Would Fail

Here are a number of business cases that would never have
passed the first review.

• Art Fry who worked for 3M came up with sticky paper
notes. The idea never made it past the first review. How
could you justify the potential of Post-it notes? Where was
the business case?

He used a great approach. He made a batch and passed
them out to all the secretaries. When the notes ran out,
and the secretaries demanded more, he told them to talk
with their bosses. It would be a brave boss who told his
secretary that there was no future in Post-it notes and she
couldn’t have any more.

• How solid was the business case for Michael Dell when he
wanted to bypass the accepted supply chain and go direct
to consumers. Furthermore, he wanted people to pay for a
PC before it was built.

Neither of these would ever get up as a business case
however they still worked. The underlying assumptions are
just too fantastic to be treated seriously.

Robert D. Shelton, Vice President with the former
Arthur D. Little consulting firm includes the ROI question in
his symptoms of an anaemic internal market for creativity
and innovation. He says that organisations that use only
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capital-return tools such as ROI or discounted cash flow tend
to have a weak innovation culture. “Moreover,” he states, “Ap-
propriate measures don’t exist to evaluate creativity or poten-
tial projects in which there is uncertainty or ambiguity.”

Projects for Innovation

Perhaps the answer is that the organisation should take a
venture capital approach to some projects each year. If we
were investing our personal funds, we might take most of
our investments with a guarantee of stable returns, and a
few risky investments with the potential for big returns.

An organisation is no different. If the organisation
wants stability, they can focus on projects with guaranteed
benefits. Avoid any risky projects. They will probably grow
with the market, but not gain much advantage. If they want
to outgrow the market, part of their project portfolio needs
to be in the risky area.

A venture capitalist will invest in a number of com-
panies knowing that the few wins will outweigh the failures.
A company that wants to use IT to advantage needs to fund a
number of risky projects. That is the only way they will get
ahead of their competitors.

Diversify the Risk

Putting all your eggs in one basket is likely to mean you end
up with scrambled eggs. It is better to diversify the risky
projects and take a different approach to justification. For
example, your technology people may propose a project to
develop a program that can be integrated with a browser on
a client’s desktop to advise them of price changes for your
products. There is nothing available off the shelf that will do
this. The way to start is to fund a proof of concept on a small
scale. If it succeeds, perhaps you fund a trial in one region.
With that experience, a business case becomes a possibility.
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If you adopt this approach, you may find you can fund a
number of initiatives that prove the concept before consider-
ing the business case. If the organisation invests a propor-
tion of the IT budget in seeking out competitive advantage,
perhaps they will find it. If they invest nothing, they can be
assured they will not find innovative ways to use IT. It be-
comes a commodity.

Most organisations invest in market testing new prod-
ucts and services. Why not new IT services? The company
accepts that a few marketing concepts will fail, but they
need to develop a number in order to find a winner. So with
IT. Some concepts will fail, and that is all right. The ones
that succeed will make the exercise worthwhile.

Case Study

I spoke with a shipping company some time ago. In their
niche market, all the competitors were running the same
freight management package with minor variations. Although
it could not be cost justified, this company had built their
own system over the years which allowed customers to more
easily process freight through Customs. This was the main
competitive advantage for their organisation. Their growth
was almost completely attributed to a computer program.

There had been no business case to develop the system.
It had grown over many years but the IT Manager had some
bright people and he encouraged them to come to him with
development ideas. The company had a culture of innovation
and encouraged him to experiment.

He had a budget to fund the ideas without having to go
through formal approvals. Sure they had some failures and
he had to write off a few projects. The successes more than
compensated for the failures yet he said none would ever
have seen the light of day if they had to withstand a rigorous
business case evaluation.
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Stifling Innovation in IT

Some of the brightest people I have ever met have been in the
IT industry. Unfortunately, very few work for corporations.
They tend to be out there creating games or doing clever
stuff on the Web. The corporate IT area typically imposes a
straight jacket which limits the bounds of innovation.

If you implement suggestions for innovative IT solu-
tions, you will tap into the problem solving psyche that usu-
ally exists in an IT person. I had one situation where we
identified an 18-month project to build a new system to han-
dle investment products. The existing system was corrupting
data and current values had to be manually calculated. We
couldn’t even send out statements.

I had a systems analyst who was a handful to manage.
He was always going outside the bounds of his role and often
creating a great solution to the wrong problem. He came to
me and said he could put together a temporary solution
using an obscure programming language he had discovered.
It would verify if the data was corrupt or not, and if not, cal-
culate the current value. There was no guarantee of success.
It defied all the architectural standards. The cost was unable
to be calculated. In fact a business case was not even a re-
mote possibility.

In spite of the corporate guidelines, I believed if it could
be done, this guy could do it. We gave him the go ahead and
put a budget together to cover his cost for three months.

He worked day and night. On occasions he had to be es-
corted from the building because he was almost asleep at his
desk. Suddenly he had a pet project which was using his skills
to the full. In three months he built the system. For the bal-
ance of the conversion project, we were able to supply about
half the policies’ current values from the interim system, and
identify where the corrupt data was on the other half.
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The cost and time savings to administration staff were
enormous. An innovative approach allowed us to overcome
a major corporate obstacle and in the end there was an
ROI. It could have failed but the upside of the project far out-
weighed the downside. IT Innovation triumphed.

Without a Business Case

There are already exceptions to the mandatory business case
process. Some projects are driven by legislation (think Basil
II in the banking industry). There may be no financial re-
turn, but they just have to be done.

Others are driven by keeping up with the competitors. It
is not so much that the project will provide a competitive
and financial advantage. It is more that it will keep you in
the game. Don’t implement the change, and you will be out of
business.

Postponing Major Upgrades

A company reluctantly accepts that they need to devote part
of their IT budget to mandatory projects. Whilst some are
driven by legislation, others may be driven by lack of sup-
port for older systems, network upgrades, new premises,
expansion or contractions of their operation. Unfortu-
nately, the usual name of the game is “Postponing the In-
evitable.” Everyone knows it is coming one day but you keep
putting it off. My advice is to forget the business case. Just
do it.

Risk of focusing on the Business Case

Looking at the situation from a corporate perspective,
what is the cost to the organisation of delaying? What is
the cost of running an old and inefficient system rather than
replacing it three years earlier with a newer system? What
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opportunities are lost? What is the drain of staff support-
ing an old system? If you lose key staff due to the view that
their skills are not being upgraded, how will that impact a
conversion?

The Questions to Ask

Rather than ask the ROI on a project, here are a few other
questions to ask.

• At our present rate of rolling out new IT, where will we be
in five years time? What will be the cost of catching up?
Can we fund it in one lump sum?

• Are we providing enough new technology experience to
our staff to keep them interested, educated and motivated?
Are we happy with high staff turnover?

• How well can we answer questions about new technology if
we don’t use it? Do we have the experience to make the best
decisions for our company’s IT development?

• From our competitor ’s point of view, what will they do to
pass us in their IT services?

• If I was a competitor, and had to focus on IT as a competi-
tive tool, how would I put us out of business?

• What new technology might eventually put us out of busi-
ness if we don’t implement it?

• What IT services will we need to provide in the future, and
how will we get the experience to provide those services?

• If we do upgrade some time in the future, can we guaran-
tee the key staff who have the business knowledge will still
be around?

• Can we see a window of time in the future where we can
focus an area of the company on upgrading the system, or
is now as good a time as any?
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All these questions are not about undertaking a project
because it has a two-year payback period. They are about
surviving.

Summary

It is a fact of life that most projects are approved based on a
business case. This is probably the most sensible approach
for the bulk of projects as long as someone is held responsi-
ble for achieving the benefits. On the other hand, if an or-
ganisation is innovative, they should look to running some
projects without a business case.

Mix the portfolio with a few risky ventures that may
allow the organisation to leap ahead of your competitors.
Treat it as new product development. You might end up with
a Post-it note or you might end up with a f lop. If you don’t
try, you will end up with nothing. ROI is not a good measure
for innovation. Fund innovation separately.

When it comes to IT contributing to the survival of the
organisation, it is not about how little you can spend today.
NASA tried that and it didn’t work. It is about keeping up
with the opposition so they can’t use IT to put you out of
business. It is about using survival as a lever to leapfrog the
opposition. It is about not delaying work because now is not
a good time. Will tomorrow be any better?

Always judging projects by their business case is for the
prudent. Taking a decision that is innovative is for the bold.
What sort of organisation do you want to work for?
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C H A P T E R  4
\

Planning the Work and
Working the Plan

The Business Case has passed
muster. The project is green lighted. A project manager is ap-
pointed—sometimes it’s the investigator, but usually it’s not. That
project manager is you. In this chapter, we cover the project man-
ager ’s and the project team’s responsibilities in Planning, Execution,
and Close.

Planning

First, let’s look at the big picture for Planning. The project manager
starts by working with the sponsor and major stakeholders to estab-
lish a Project Charter. After the Charter is drafted, the project man-
ager and the project team begin the definition of the work (Work
Breakdown Structure, WBS) needed to produce the desired product
or service. To develop a schedule, a sequence of tasks to be done is
created (network). From that logical sequence, a calendar schedule
(Gantt Chart) is developed. Figure 4.1 gives an overall picture of the
Planning phase.
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Figure 4.1 The Essentials of a Project Plan. © Copyright 2007 Pamela McGhee

and Peter McAliney.

Resource
Planning Grid

Project Charter

WBS (definition of work)

Network (in effort hours)

Gantt (in duration)Subderivative
Cost Spreadsheet

Calendar

Conversion Factor
.6875

Subderivative
Responsibility Assignment Matrix
Enterprise Skills Inventory
Resource Assignment Table

Resource Table

You now lead a newly formed team in Planning (which includes
organizing and scheduling), Executing, and, upon completion, cele-
brating success and Closing the project—the remaining three stages
of the Project Management Life Cycle (PMLC; see Figure 4.2). You
will begin to appreciate the power of the PMLC as you lead the team
through Planning to develop the Project Charter and finally, the Inte-
grated Project Plan (IPP.)

During Planning, the associated Work Cycle is also in operation
and is used to conduct an “as is” analysis, requirements definition
and analysis, the creation of the “to be” situation (i.e., specifying and
designing the product or service to be delivered). Subject Matter Ex-
perts (SMEs) in the Work Cycle used are on board and active! If all
goes as planned, completing the part of the Work Cycle associated
with the Execution stage becomes a straightforward “build it,” “as-
semble it,” or “make it.”
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Figure 4.2 Project Management Life Cycle. © Copyright 2007 Pamela McGhee

and Peter McAliney.
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Work that was planned is performed and there is a change con-
trol mechanism in place to incorporate the inevitable changes that
will arise during the course of the Work Cycle. Don’t forget, changes
also take place in Planning and are governed by the change control
mechanism as well.

Delivering the product or service to the owners (stakeholders,
sponsor, clients, users) is the next to the last step of the project. The
last stop on the road map is the Project Close or Project Post Mortem,
the capturing of what worked well (and worked not so well), the com-
pletion of project documentation, the closing of the financial and ad-
ministrative books, the reassignment of project team members, and
the addition of the project files to the organization’s project history
database for future reference. (Those who do not study history are
condemned to repeat it.)
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Validating the Business Case

You have just been handed a Business Case with multiple notebooks,
meeting minutes, f lip charts, and electronic files. The project man-
ager is now ready to jump into developing the project plan, or is she?
Not so fast, there are some things to do first.

As project manager, your first duty is to exercise due diligence
and review the Business Case. Make certain that you under-
stand what the investigator developed with the business sponsor
and stakeholders (if you were the investigator, this is a very short
exercise). In reality, the Business Case is often not as cleanly devel-
oped as we painted in Chapter 3. You may get a partial Business
Case—or none at all. You may be told to “just do it!” In any event,
the project manager needs to make certain that there is a solid
Business Case from which he or she can develop a project plan. 
Validating the Business Case must occur before you begin the 
next step.

A project manager is typically appointed at the start of the Work
Cycle, or as soon as the Business Case has been approved, while the
sponsor and stakeholders may have been working the project from
the start of the Business Case. As the newly appointed project man-
ager, you need to be very sensitive to the work that these players have
done. You need to establish trust and provide them with the confi-
dence that you are the right person for the job.

TIP

If you are appointed project manager on a team with a sponsor and stake-
holders who developed the Business Case, take the time—make the time—
at the beginning of your tenure to get to know your team. Ask questions
and listen, listen, listen.
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Forming the Team

The success of the project lies very much in the team that will deliver
the goods. You know you are off to a good start—after all, you are the
project manager. Sometimes you get to pick your team—other times
you do not. The business sponsor is a given (that’s who appointed you
in the first place). The stakeholders also come with the project. But
what about the team?

To the extent that you have any input, you want to create a bal-
anced team. Look for individuals in the organization that have com-
plementary talents. A combination of seasoned veterans and young
up-and-comers is an ideal mix. You will learn even at this early stage
in the project, that negotiating is an all-important project manage-
ment skill. Some of your team members will be foisted upon you, but
to the extent you are able, make a strong case for getting one or two
solid team members who you know you will be able to count on to
make the project a success.

At the beginning of this stage, the project manager, the sponsor,
and stakeholders need to clearly establish roles, responsibilities, and
communication protocols. Establish early on who is doing what, at
what point during the project communications need to occur, and
other details about the project (see Figure 4.3). While developing the
Business Case, lack of clarity was acceptable (and necessary), clarity
will be of utmost importance as the project begins to unfold.

You will find out one of the overriding duties of a project manager
is managing expectations—both up and down in the organization.

Planning the Work

Your goal in the Planning stage is to develop a Project Charter and a
Project Plan (see Figure 4.1 on p. 58). These two deliverables will
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Figure 4.3 Sponsor-Project Manager Relationship. © Copyright 2007 Pamela

McGhee and Peter McAliney.

Product
Delivery

• Project sponsorship
• Resource providers
• Decision making
• Validation
• Issue resolution
• Implementation Authority

• Process analysis
• Identification of opportunities
• Vision of change
• Solutions design
• Implementation plan

Organizational Domain
• Business Areas
• Other Projects

Project Team

Project Sponsor

Business
Case

Charter Project
Plan

Change
Orders

Lessons
Learned

Request
for

Project

Organizational Domain
• Business Areas
• Other Projects

form the IPP—the road map that you will present to the project spon-
sor for approval (see Figure 4.4).

How do we start this journey? With the Planning—the largest
piece.

Let’s go back to our road map from Chapter 1, with an addition
(the IPP).

The end result of Planning is an IPP. The first component of the
IPP is that all-important Project Charter (see Table 4.1 on p. 64).

The project manager ’s first action in Planning is to develop, with
the sponsor and major stakeholders, the Project Charter—the steering
wheel for the entire project. Its importance cannot be over emphasized.
As the project manager, you are responsible for seeing that it is devel-
oped and developed accurately, according to sponsor and stakeholder
objectives. The project will only be as good as its Charter.
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Figure 4.4 The Enhanced PMLC Shell—The Road Map with the
Integrated Project Plan (IPP). © Copyright 2007 Pamela McGhee and 

Peter McAliney.
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The Project Charter

Good news—the Business Case and the Project Charter overlap. If a
good Business Case document is created, the Project Charter is al-
ready half written. The Charter should have a number of “must have”
elements (see Table 4.2).

It’s important to remember as you are developing the Charter,
you will be working in iterations. Draft after draft will be reviewed
and reviewed. We can only hope—reviews and responses mean
sponsor and stakeholder commitment to the project—a key element
in project success.
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Table 4.1 The Integrated Project Plan
(Short Version)

TIP

At certain intervals, the project manager will want to circulate an iteration
(the current draft) to the sponsor and relevant stakeholders for comments
and reactions. (How often or even if, is dependent on the culture of the or-
ganization—its management style.) The really savvy project manager will
also circulate the draft to those lower in the chain of command who really
know and work in the business areas within the scope of the project. She
will want those on the front lines to know what management is “cooking
up.” This will save mistakes in refining those requirements later on.

However, politics here can be rampant, strong, and lethal. Watch out!
While we suggest circulating a draft to selected SMEs for a reality check,
first find out if this is politically acceptable in your organization. In some or-
ganizational cultures this is common practice. In others, it’s verboten. Find
out before circulating.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Table 4.2 Project Charter Template

Every time you move forward, you will constantly be looking
back to earlier definitions; Goals, Scope, Objectives, Critical Success
Factors, Critical Success Measures (which are actually high level re-
quirements), Risks, Constraints, and other components to increase
the precision of both your thinking and the thinking of the sponsor
and stakeholders. The later iterations of the Charter will be far more
accurate than the earlier iterations, leading to more accurate esti-
mates later on in Planning.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Next, we will develop and present in stages (the Project Charter
will “unfold,” element by element) the development of a Project Char-
ter for a project at the “We See It Better Company” using our Project
Charter template (Table 4.2).

Project Mission Statement

Start by working with the project sponsor and stakeholders by revis-
iting the Project Mission Statement that you developed in the Con-
cept stage. As we discussed, the Mission Statement encapsulates the
final purpose of the project. The Project Mission Statement should be
aligned with the corporate or organizational Mission Statement and
the departmental or divisional Mission Statement. It should be re-
lated to both as a subcategory.

Following our mantra of strategic alignment, we start with the
corporate Vision Statement at the top of the strategic plan document
(see Table 4.3).

With the Strategic Plan as a starting point, the company
can start to map out projects. There are four strategic goals, each
having one or more strategic objectives. Of course, all goals cannot
be satisfied by one project. To satisfy the strategic goals listed will
require many projects as well as a good deal of functional (nonpro-
ject) work.

We’ll separate out one project stemming from corporate strate-
gic goal D, strategic objective D2, “Develop a viable Internet market
that will bring in significant sales revenue.”

We’ll name the project “Buy See It Better Online.”
Ideally, the project sponsor and major stakeholders should for-

mulate the Project Mission Statement, which should be business-
oriented, arising from the business environment or reference frame.
The Project Mission Statement answers the question of what we are
going to do (Table 4.4).
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Table 4.3 Strategic Plan Document

Confidential: Not to Be Distributed outside of the
We See It Better Company

Strategic Plan Document
D-R-A-F-T

The We See It Better Company

Our Vision
We extend your vision for the present and the future.

Our Mission
To become the premiere provider of high-powered, computer-assisted visual devices for
all consumer, government, and military markets.

Our Strategic Goals
Goal A: Become a supplier of computer-assisted visual devices to the U.S. Military.

Objectives:

A1 Provide unique, nonaggressive, state-of-the-art visual technologies.
A2 Provide technology that cannot be easily converted to offensive weapons.
A3 Provide technology that will help save the lives of soldiers.

Goal B: Become a supplier of computer-assisted visual devices to the U.S. Government.

Objectives:

B1 Develop prototypes of cost-effective, computer-assisted visual devices for use in
governmental areas such as national parks, wildlife preserves, reservoirs, air-
ports, and so on.

B2 Identify and/or create a market for this product category.
B3 Obtain some level of government funding via a “product development partnership.”

Goal C: Diversify and expand our consumer market.

Objective:

Develop markets for our consumer products in Asia, the Middle East, Africa, and Europe.

Goal D: Sell our products over the Internet while maintaining our traditional retail base.

Objectives:

D1 Achieve a sound Internet presence and visibility.
D2 Develop a viable Internet market that will bring in significant sales revenue.
D3 Ensure the Internet market will not compete with our traditional retail base.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Table 4.4 Project Mission Statement

Project name Buy We See It Better Online

Code name Busy Bee DD2

Project Mission Statement To create and expand a worldwide Internet buying
platform with name recognition, pizzazz, ease of
access and use, and a tech-savvy feel that adds up
to “Buy Me, Now!”

From Corporate Strategic Goal D, Objective D2. © Copyright 2007 Pamela McGhee
and Peter McAliney.

Project Goal Statement

The Project Goal statement answers the question of how we are going
to accomplish the mission. We may have one mission, but there can be
many hows to accomplish it. We have noticed that stakeholders often
confuse the mission (what) with the how. Some hows are less expen-
sive than others, some are easier than others. As project manager, it
is your job to set them straight.

TIP

People always find it easier to jump to the how before the what is fully
fleshed out. As project manager, you cannot let this happen. Make sure the
what has been answered, makes sense, and is communicated before you let
the how conversation occur.

The example shown in Table 4.5 shows the important distinction
between the project mission and the project goal(s). A project may
have multiple goals.

Statement of Scope

A good Business Case will contain 80 percent of the project’s scope.
It’s a matter of revisiting the completed Needs and Wants template
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Table 4.5 Project Goal Statement

Project name Buy We See It Better Online

Code name Busy Bee DD2

Project Goals D2.1 Customers, present and future, will know something great is
coming.

D2.2 A quirky, attention-grabbing web site will illustrate products
that you can almost touch.

D2.3 An easy, secure purchasing mechanism that uses any cur-
rency or payment instrument will be provided.

D2.4 Customers will come back to our site or go to a retail outlet
to buy more We See It Better products.

From Project Mission Statement and Corporate Strategic Goal D, Objective D2. © Copy-
right 2007 Pamela McGhee and Peter McAliney.

(see Table 3.1 on p. 35). As we discussed before, however, you will
want to conduct a due diligence on what was created in the Business
Case. Go back and talk to the project sponsor and stakeholders and
discuss their original input. Because the time to actually do the work
is now closer, and as a project team, you have more information to in-
form the conversation with the project sponsor and stakeholders, you
will be able to get better clarity around the needs and wants that were
articulated weeks (or even months) ago.

The smaller the project scope, the more likely the project is to be
successful. In addition, the shorter the time lapse between freezing
the project specifications and delivering the product, the more likely
the project is to be successful—both augur well for spending that
time in planning. Table 4.6 illustrates the project scope for our exam-
ple of the “We See It Better Company” project.

Project Objectives

Project objectives can be tricky. In part, it is because they must be de-
termined by the stakeholders, and also because the many stakehold-
ers must agree on them. For practical purposes, the project manager
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Table 4.6 Project Scope Statement

Project name Buy We See It Better Online

Code name Busy Bee DD2

Statement of Scope This project will encompass marketing (print and electronic
media), Web and computer technology, required financial
functions, and client creation and retention practices.

(may include a
visualization)

From Project Mission Statement and Corporate Strategic Goal D, Objective D2. © Copy-
right 2007 Pamela McGhee and Peter McAliney.

must attempt to keep the number of objectives down to a reasonable
number—say four to seven, at the most. If the number of demanded
objectives climbs exponentially, you probably have a number of proj-
ects on your hands, not just one. Note how the objectives for our sam-
ple project add further clarity and manage expectations for the
specified project (see Table 4.7).

Critical Success Factors (CSFs)

After developing those project objectives, we can start developing
Critical Success Factors (CSFs) that are qualitative criteria which, if

Table 4.7 Project Objectives

Project name Buy We See It Better Online

Code name Busy Bee DD2

Project Objectives We will use Critical Success Factors (defined as Objectives):

D2.3.1 Online purchasing is not time consuming.

D2.3.2 Online purchasing has f lexible payment methods.

D2.3.3 Online purchasing must be usable by the 
non-technology-savvy client.

D.2.3.4 Users must know that their funds are safe.

D.2.3.5 Language cannot be a barrier.

From Project Goal D2.3 An easy, secure purchasing mechanism that uses any currency or pay-
ment instrument will be provided. © Copyright 2007 Pamela McGhee and Peter McAliney.
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Table 4.8 Critical Success Measures

Project name Buy We See It Better Online

Code name Busy Bee DD2

Critical Success D.2.3.1 Transactions will be processed within 10 seconds
Measures unless the buyer causes a delay.

D.2.3.2 Customers may change their minds on method of
payment midtransaction, without having to re-enter all of
their data.

D.2.3.3 Customers can get help when they ask for it.

D.2.3.4 The system will meet international standards for secure
funds transfer.

D.2.3.5 All major world languages will be available upon request.

met, will prove that the project produced a successful product or ser-
vice. There are two ways to write project objectives. Project objectives
may bear a one-to-one relationship to the CSFs, or one project objec-
tive may give rise to several CSFs. Mid-level client management best
generates these factors.

In Table 4.7, one project objective is a CSF.

Critical Success Measures (CSMs)

Next, we work with stakeholders to generate the Critical Success
Measures (CSMs) for the project. These are best generated by mid- to
lower-level client management. Critical Success Measures are quanti-
tative (numeric, metrics) and may be viewed as high-level require-
ments. For each CSF there may be more than one CSM, but there
must be at least one (see Table 4.8).

TIP

As project manager, you need to make certain that you do not have too
many—or conflicting—CSMs.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Table 4.9 Project Risks

Project name Buy We See It Better Online

Code name Busy Bee DD2

List of Relevant DD2.R1 Business: The costs of developing a worldwide buying
Risks platform will outstrip expected revenues.

DD2.R2 Technical: Technology infrastructure in some nations
may not support security, and/or other features.

DD2.R3 Organizational: We may lack understanding of financial
patterns and buying behavior of overseas clients

DD2.R4 Geopolitical: Possible local government intervention
and/or restrictions.

Relevant Risks

Risk means uncertainty and uncertainty can have a positive or nega-
tive outcome. Risks are unknowns. It is incumbent on the sponsor,
stakeholders, clients, the project manager, and the project team to
identify as many risks as possible (business, technical, organization,
political, etc.) as early on in the project as possible. Risk identifica-
tion is ongoing. As more and more becomes known about the project,
additional risks may be identified while identified risks may fade into
oblivion.

Table 4.9 shows some identified risks for the “We See It Better
Company” project, “Buy See It Better Online.”

Assumptions

Assumptions allow us to extend (and extrapolate) the knowledge base
of the project. There are technical and scientific assumptions, admin-
istrative and organizational assumptions, asset and resource avail-
ability assumptions, as well as macro-level assumptions that are so
global and pervasive that they must be acknowledged and cannot be
negotiated away.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Table 4.10 Project Assumptions

Project name Buy We See It Better Online

Code name Busy Bee DD2

List of Assumptions DD2.A1 Business: Project funding has been established and
is available.

DD2.A2 Technical: Hardware and software to meet project
needs exist in the marketplace.

DD2.A3 Organizational: Parts of the project may be out-
sourced.

DD2.A4 Geopolitical: Access to some Internet content will
be restricted in some nations.

DD2.A5 Profound: Cultural practices in some world regions
may affect design and products offered.

The project sponsor and stakeholders have assumptions, as do
the project manager and the project team. It is important to get them
all out and down on paper where they can be seen and examined.

Curiously, assumptions are often the f lip side of risks and
whether a particular item is listed as an assumption or as a risk can
be a matter of style.

The project assumptions for our “Buy See It Better Online” proj-
ect are listed in Table 4.10.

Project Constraints

Constraints narrow the project manager ’s range of options available
to plan, schedule, execute, and control the project. Constraints can
fall into business, financial, administrative, organizational, legal,
and other categories.

All projects are beset by constraints. It is best to identify them
explicitly, as early as possible, and place them in the Project Charter.
In Table 4.11, we show a few constraints restricting our project.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Table 4.11 Project Constraints

Project name Buy We See It Better Online

Code name Busy Bee DD2

List of Constraints DD2.C1 Business: The budget ceiling on this project is
$2 million.

DD2.C2 Technical: Any acquired hardware/software must
be maintainable in house.

DD2.C3 Organizational: Existing phone-order staff must
also handle Internet orders. No additional staff will be
added.

DD2.C4 Business: Time to market must not exceed one year.

Primary Project Driver

Remember Figure 2.5 on page 23 depicting the project manager ’s
universe? Well, it’s back as Figure 4.5!

One of the three sides of that triangle will be the primary driver
of the project. The project manager makes project decisions to pre-
serve that driver ’s dominance. If time is the project driver, then all
will be sacrificed to schedule. If scope/requirements is the driver,

Figure 4.5 The Project Management Triangle. © Copyright 2007 Pamela

McGhee and Peter McAliney.

Cost

Scope/Requirements

Time

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Table 4.12 Project Primary Driver

Project name Buy We See It Better Online

Code name Busy Bee DD2

Primary Project Driver Cost

Secondary Project Driver Scope/requirements (ease of use)

then late delivery and over budget situations will be tolerated. If cost
is the driver, then lateness and scope/requirements deficits will be
tolerated.

Who determines the primary driver? The sponsor and major
stakeholders do. To further complicate the situation, there can be a
secondary driver, forcing the project manager into gravity defying ac-
robatics (see our book’s cover). Table 4.12 contains our project driver
statement.

Project Stakeholders, Sponsor, Clients,
and Other Interested Parties

It is important to know who all of the players in the project are. The
savvy project manager compiles a complete cast of characters and
lists them in a playbill (Table 4.13). Distribute the cast list, noting
what role each plays in the project.

TIP

All projects will have naysayers. Whether you list the negative stakeholders
in the Project Charter is a matter of political acumen and judgment. In any
case, list all stakeholders, from high to low.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Table 4.13 Project Stakeholders, Sponsors, Clients,
and Other Interested Parties

Project name Buy We See It Better Online
Code name Busy Bee DD2
Stakeholders All regional managers, Marketing

All regional managers, Product Development
All customer service managers

Sponsors Executive Vice President, International Marketing
Executive Vice President, Consumer Product Development

Clients Customer service staff
Interested parties Military product line

Governmental product line
Retail stores

Project Charter Sign-Offs

Obtaining Project Charter sign-offs from the project’s sponsor and
major stakeholders may require developing many iterations and revi-
sions of the Charter. Remember, all involved must agree on the goals,
objectives, deliverables, and so on. This may take a while. It’s not un-
usual for the Project Charter to continue to evolve for a significant pe-
riod of time during planning. Like diplomatic negotiations, agreement
and compromise take time. A good rule of thumb is to push (demand)
Charter sign off by the time that one-third of the planning time has
elapsed. If major stakeholders and the sponsor have not been able to
come to agreement and commitment by then, there is probably a sig-
nificant problem in the structure of the project (too large a scope?), in
the usefulness of the defined deliverables (unclear or conflicting ob-
jectives), or any number of undefined issues, including political ones.

However, the competent project manager does not wait until the
Charter is signed by all. When the Charter is reasonably solid, the
project manager and the project team launch headlong into the next
step in Planning, the “as is” analysis.

The detailed road map in Figure 4.6 shows the way.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Figure 4.6 The Planning Road Map. © Copyright 2007 Pamela McGhee and

Peter McAliney.
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A Word on the “As Is” World

Why assess and document the “As Is”? Because it is the environment
with which you will work to produce the “To Be”—the product/
service the project will produce. You may think of it as the real
baseline of the work effort. In addition, although you have just
been through a rigorous Charter definition, spending time and re-
sources to assess the current environment will further familiarize
project personnel with the project real estate, politics, major and
not-so-major players, business processes and practices, as well
as allowing time for the informal emergence of reality-based
requirements.

The “As Is” is a component of scope development. Because scope
can also be defined as the difference between the “As Is” and the “To
Be,” understanding the “As Is” will assist in scope verification.

There are a number of Work Cycle related tools and techniques
used to develop an accurate “As Is” picture. Interviews, observation,
Data Flow Diagrams, Process Flows, questionnaires, surveys, docu-
mentation reading, and the most effective of all—going and living
with the clients/stakeholders for a while, while watching and record-
ing everything they do, are techniques and tools borrowed from the
Business Systems Analysis and Design (BSA&D) Work Cycle. How-
ever, effectiveness will cost resources (read that as money). How
much are you (really, the sponsor) willing to spend on the quintes-
sential “As Is”? This will depend on the criticality of the project. A
mission-critical, high-risk, high-impact project may well justify
such an expenditure of project resources. A less critical project
might not.

Regardless, for each project, the competent project manager
takes at least a decent swipe at the “As Is.” As we have said, it is
the basis for the “To Be”—the product/service to be produced by
the project you have been selected to manage. Neglect the “As Is” at
your peril.
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What’s Next?

Remember that Charter and those CSMs as high-level requirements?
Now, it’s time to get serious. Either verify and refine those require-
ments, revise them (you may have gotten the wrong end of the stick in
the Charter—or perhaps the right people were not involved in devel-
oping the Charter in the first place) or go back to the drawing board
and reassess the validity of that Charter. (Yes, at times during the
planning activities after the Charter, we find that the Charter needs
significant revision.)

The project could die at this point, just as it could have been ter-
minated at the Business Case. But, if not, we proceed to the require-
ments analysis.

Requirements Analysis

Even though the project manager and the project team are immersed
in requirements analysis, both need to start thinking about develop-
ing the WBS before getting too far into refining those requirements.
This means that you’ll be developing several renditions of the WBS,
changing it as you begin to understand and further refine the final
requirements. Welcome to project management, but to be forewarned
is to be forearmed.

Just how do you analyze and refine requirements?
Remember to use the Project Charter as a touchstone while you

are gathering and analyzing requirements. Any requirements that
emerge that are not covered in the Charter must be analyzed as to
whether they are within scope. Again, do not be surprised if the
Charter needs to be revised. Of course, this will necessitate another
round of approvals and sign-offs—but that’s the nature of the job—
and projects.
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Developing a separate Requirements Document to append to the
Charter is proper and due diligence. That document should also go
through a round of stakeholder sign-offs. Do not drown your stake-
holders in too much detail, however. Provide an Executive Abstract at
the front end, summarizing, at a higher level, the contents of the Re-
quirements Document.

Here is a checklist for efficient requirements analysis:

• Document how the environment within the project scope works
today (“As Is”).

• Define the general business requirements—what the product or
service produced by the project must provide for the sponsor,
stakeholders, and any and all product or service users.

• Develop the actual requirements with the stakeholders:
—Hold timed meetings (about 45 minutes) with a focused

agenda. Hold as many of them as necessary, grouping stake-
holders by level, category, and occasionally mix levels and cate-
gories so that stakeholders are aware of mutual and exclusive
requirements. Have a f lip chart scribe and a note taker in at-
tendance. Have the meeting results written up and distributed
to all stakeholders.

—Hold as many meetings as needed for complete definition.

• Define and document how the environment and product/service
should work in the future (“To Be.”)

• Produce a Requirements Document and obtain sign-offs from the
relevant parties. (Remember, there may be multiple iterations.)

• Do not forget that the most important part of the Requirements
Document is the Executive Abstract. (It is all that many will
read.) Make it short and accurate. Use business English, not
Work Cycle-related technical language.

In the requirements analysis process, make certain that the
role of the project manager is well defined. Is he or she assisting in
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the definition of business requirements, or technical requirements,
or both?

Now, for the WBS, the quintessential statement of project scope
and the realization of all work that must be done to produce the prod-
uct or service the project was formed to create.

The Work Breakdown Structure

Remember that shortly after the requirements analysis process, you
prudently started to develop the WBS? Well, get ready to develop the
most important component of the project plan, the heart of the proj-
ect plan—the WBS.

TIP

The WBS is the final, the quintessential statement of project scope. If it’s
not in the WBS, you will not be able to build it, cost it, or schedule it and it
won’t be a part of the final product. (Unless you go over budget, come in
late, and drive your project team members, and yourself, bananas—not to
mention getting bad reviews for poor performance!)

Developing a Work Breakdown Structure

When projects are first evaluated and selected, they are largely de-
fined by a vision of goals, strategies, and deliverables. But once the
go-ahead is given, this vision must be quickly translated into a series
of tangible tasks (work components) that can be executed and com-
pleted by the project team.

The WBS defines the work that must be done to create the prod-
uct or service the project was created to produce.
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Within standardized project management practices, the specifi-
cation of project tasks is referred to as a WBS. The WBS is an essen-
tial project planning component, serving as the foundation (heart) of
the project plan.

Here is the PMLC tool progression:

Project Charter → WBS → Network → Gantt → Cost Spreadsheet

Depending on project needs and technical capabilities, the WBS
can be produced as a simple list, as a detailed report, or in graphical
format, but the goal of any WBS is clear: to translate project goals,
deliverables, and processes into a structured picture of tangible work
components. The WBS provides a road map for the project team, lay-
ing out the overall work effort required.

There is no single approach to WBS preparation, nor is there
one format to follow. WBS complexity and detail vary based on proj-
ect needs, available technical tools, and the level of experience with
the type of project on hand. Regardless of complexity and format,
WBS preparation is simplified when a standardized, structured ap-
proach is taken. To facilitate the process, you can take a “building
block” approach.

In Chapter 2, we introduced the Work Cycle, representing the way
the work is done to produce the product or service the project was
formulated to create.

The Work Cycle is back! Curiously, using the Work Cycle (phases)
is one of the ways to organize the WBS (see Figure 4.7).

In the building block approach, we can use one or more of several
techniques. A WBS can be organized by Work Cycle.

By Work Cycle, we mean the order or sequence of the work done
to produce the product or service. For example, when creating a busi-
ness system, first we do the analysis, then the design, then the de-
velopment, so the corresponding Work Cycle would be Analysis
. . . Design . . . Development. These elements could constitute the top
layer of the WBS. We would then break each element into its lower-
level components.
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Figure 4.7 A WBS Can Be Organized by Work Cycle. © Copyright 2007

Pamela McGhee and Peter McAliney.
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Another method is organizing by subject matter or content. If the
purpose of our project is to produce a banquet, we can pose the ques-
tion “Of what does a banquet consist?” Well, for one thing, food. Then
there is furniture (people have to sit somewhere and put their dinner
plates somewhere else). Banquets have guest speakers. That is an-
other category, and there are many more (see Figure 4.8). One
method of WBS organization is not necessarily superior to another.
At times, the product or service to be produced will lend itself more
easily to one technique or another.

Figure 4.8 A WBS Can Be Organized by Content or Subject Matter. 
© Copyright 2007 Pamela McGhee and Peter McAliney.
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A third technique of WBS organization is by deliverables (Fig-
ure 4.9). Determine what must be delivered as final results and
make those deliverables the top layer of the WBS and decompose
from there.

TIP

We have found that when we know a lot about the subject matter, 
Work Cycle WBS organization works well. It also fits easily when the
“building” is essentially linear. Content or subject matter WBS organiza-

Figure 4.9 A WBS Can Be Organized According to Deliverables. © Copyright

2007 Pamela McGhee and Peter McAliney.
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tion works well when there are many threads that do not necessarily in-
teract with each other but all threads must reach the same end point.
Frankly, when we do not have a clue, the first approach we take is deliv-
erables—here’s what we have to deliver—now let’s figure out how to
make it.

Your WBS building plan should begin as a sketch—a rough out-
line of the work required to complete your project. As you and your
team sit down to create this sketch, you must be prepared to answer
the following questions:

• What work must be done to achieve project results?

• How much effort time is required to complete each task?

• How will the work be structured (level of granularity—the size of
the lowest level task)?

The WBS presents a hierarchical view of a project. As you begin
WBS preparation, you will need to look at your project from multiple
levels, starting at the highest level, digging down to details, and fit-
ting in your various “building blocks” along the way.

Below are examples of WBS hierarchy and numbering schema:

• Task Declension

• Granularity to the fourth level

• Alternate terminologies (Figure 4.10)

To what level of detail (aka granularity) should a WBS descend
(Table 4.14)? The answer is: It depends!

What is the level of experience of the project workers? The more
expert the workers, the less granularity you will probably need. Also
to be factored in are the risks and impacts of the project. Even if you
have expert team members, mission-critical projects need to be
planned (greater WBS granularity) to the nth degree.

mcgh_c04.qxd  5/16/07  2:07 PM  Page 85



86 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

Using the WBS as the First Step in
Developing Estimates

Directions: Start by representing your project as the top rectangle la-
beled “Project.” If the amount of work to be done is greater than 20
hours of effort for the average qualified professional (nose to key-
board—no break, lunch, bathroom, or sleep time—the amount of time
the work would take if you sat down and never got up until the work was
finished), then divide that top rectangle into pieces (Work Assignments).
If each of those Work Assignments is over 20 hours of effort, then divide
those Work Assignments into smaller Activities. If each of those Activi-
ties is greater than 20 hours of effort, divide those Activities into
smaller Tasks, and so on and so on until the lowest level work compo-
nents are around 20 hours (a reasonable range is 3.5 hours to a high of
around 28 hours) of effort for the average qualified professional.

Why have we chosen the “magic” number of 20 hours? Because it
amounts to about a calendar week’s worth of work. Using a divisor of
20 hours gives us weekly control. Each week, the project manager can
look at status, actual versus planned, and get a fairly accurate read-
ing of whether the project is on schedule and within budget.

Figure 4.10 A Leveled WBS. © Copyright 2007 Pamela McGhee and

Peter McAliney.
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Table 4.14 Work Breakdown Structure Example

Your goal: Quantify the work effort required to build your new file server.

What level of detail best suits this goal?

Less control over project work
1.1 Inventory hardware and software
1.2 Configure hardware
1.3 Install software

OR

More control over project work
1.1 Inventory hardware and software
1.1.1 Open boxes
1.1.2 Unpack hardware
1.1.3 Unpack software
1.1.4 Complete inventory

TIP

The granularity of the WBS we develop during Planning determines our fu-
ture control over the project during Execution.

If we had chosen a 40-hour divisor to granularize (drill down)
the WBS, then actual versus planned measurements would have been
possible every two weeks. WBS granularity (lower-level details) and
effort estimates lead us to the next problem.

How do we estimate effort if the work is new work and we have
no historical knowledge of how long the work should take?

There is a formula:

Task� effort

(Most� Likely
estimate)

(Most� O

=
× +4 pptimistic

estimate)
(Most� Pessimistic

estima
+

tte)

6

© Copyright 2007 Pamela McGhee and Peter McAliney.
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However, this does not help if you don’t know the work in the first
place!

Good news! There is a way of estimating Task size in a WBS
when the project manager and the project team are not sufficiently
knowledgeable about the work.

How? Call the experts in that work. Describe your work compo-
nents. Get several opinions of most likely, optimistic, and pessimistic
estimates. Average each category, and then apply the formula. While
no guarantee of success, it’s better than sticking your finger in the air
to see which way the wind is blowing.

By the way, the name attached to this formula is PERT (Program
Evaluation and Review Technique—from the U.S. Navy—not to be
confused with PERT Chart, which is the older term for a network.)

Very briefly, applying this formula gives an outcome based on a
Beta curve or distribution (skewed to the right), or the most likely
outcome, statistically speaking. See our Appendix if you’d like a more
detailed explanation.

In developing a WBS for the product or service to be delivered,
the best and most accurate approach is to have the project team con-
struct the WBS with the (limited) participation of the project man-
ager. Of course, if you are resource poor, the project manager
pitches in with the rest of the team to build what may be at first a
high level WBS.

The smaller the lowest level tasks, in effort hours, the more accu-
rate your estimates are likely to be (like estimating the number of
jelly beans in a small glass versus estimating the number of jelly
beans in a large fish tank). There is a catch, however: to granularize
(drill down) to very small tasks, the smaller the lowest level tasks, the
more oversight and measuring the project manager must do, and the
more hours the project manager must put in to manage the project.

This extended overhead may be warranted for mission-critical,
high-risk, high-impact projects, but may not be cost or resource ef-
fective for projects that are not as critical (Figure 3.3 on p. 39). Table
4.15 will help you visualize this.
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Table 4.15 Work Breakdown Structure

TIP

A project manager may be able to simultaneously manage three or so low-
risk, low-impact projects relatively easily, but will be severely pushed (over-
time and agitation) with one project in the high-risk, high-impact category.

The larger the task or work component used, the less control the
project manager has over the project because measuring actual to
plan progress occurs less frequently and because the work compo-
nents (tasks) are large and are more difficult to estimate, effort-
wise, than smaller, more easily realized components with fewer
unrecognized interdependencies.

To summarize, the larger the task size, the less likely the estimate
is to be realistic and accurate. The trade-off is that the project man-
ager does not have to spend as much time managing the project.

TIP

The competent project manager may be able to manage several smaller
projects of large granularity, but will most likely have to work overtime to
manage one larger project of fine granularity.

© Copyright 2007 Pamela McGhee and Peter McAliney.

mcgh_c04.qxd  5/16/07  2:07 PM  Page 89



90 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

The Logic Diagram (Network,
Precedence, PERT Chart)

Dependency Analysis

Using the WBS, the effective project manager (the person who dele-
gates) has the project team sequence the tasks at the lowest level of
each leg of the WBS in the logical order that the tasks must be worked
on and completed in order to develop the product or service. This will
be the logic diagram, or network, which is the basis of a project
schedule.

As with the WBS, the entire core project team will need to par-
ticipate in the creation of the logic diagram. Many heads are better
than one (the Gestalt effect).

Don’t forget to include the effort estimates from the WBS along
with the task name. Determine the length of each path. The longest
path will be the critical path, which represents the shortest amount
of time in which the work can be done, relative to dependencies.

You and your team will repeat this sequencing many times, as
you develop detailed requirements for the product and learn more
about the work that must really be done to deliver the right results to
the stakeholders and clients. Do not be surprised at going through
these iterations more than a dozen times or so.

You are now well on your way to determining a schedule, in cal-
endar days, for the work to be done.

Here’s a simple logic diagram with a critical path of 16 effort
units (see Figure 4.11). An effort unit can be defined as any time unit
desired. Most frequently, that unit is hours. However, it can be days or
any other desired time unit. (We do recommend hours.)

The task name from the WBS is above the line and the effort
length, below. This type of network is called task on line. We add up
the length of each path. The longest path is the critical path, repre-
senting the shortest amount of time in which the work can be done,
relative to dependencies.
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Figure 4.11 Network Diagram. © Copyright 2007 Pamela McGhee and 

Peter McAliney.
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Path A, B, C, F has a length of 13 effort units. The middle path, A,
B, D, F has a length of 12 effort units. The lower path, A, B, E, G, H
has a length of 16 effort units and therefore is the critical path. Sim-
ply put, the work represented by this network cannot be completed in
less than 16 effort units relative to dependencies.

If we use days instead of effort units, the critical path is 16 days
of effort long. The work represented by the network cannot be com-
pleted in less than 16 days of effort, relative to dependencies.

Float

You have noted that in Figure 4.11, the critical path is 16 effort
units long. The other, non-critical paths are shorter by 3 and 4 ef-
fort units, respectively. The amount by which they are shorter is de-
fined as float. In our example, task C, while 3 effort units in length
can dally around for 2 units without jeopardizing the project. How-
ever, if C dallies for more than 2 units, the critical path moves from
E to C and the project will be late unless some other adjustment is
made. The length of the path including C was 13 units. There were
3 units to spare. If C dallied for more than 2 units, the length of

mcgh_c04.qxd  5/16/07  2:07 PM  Page 91



92 SMALLER PROJECTS AND NEWER PROJECT MANAGERS

that path segment increases to above 5. This causes the critical
path to jump to C, and then continue along to G and H. So now the
critical path is A(3), plus B(1), plus C(5+), plus G(4), plus H(3);
which when added equal 16+.

Float may indeed give dallying time, but once that f loat is ex-
ceeded, the project may be late.

On a more serious note, that dallying time gives the project man-
ager leeway and options. Suppose Carol was assigned to do task C
and Eric to do task E. Early in E, Eric approaches the project man-
ager, “I am in trouble, I won’t finish on time—Help!” If Carol has the
skills to help Eric with E, the project manager can transfer Carol to E
for a maximum of 2 effort units. Carol is successful in getting Eric
and E back on schedule in 2 or less than 2 effort units. Wonderful!

But even though you, as project manager, have saved the delivery
date, you have increased the cost of the project.

In project costing, costs are accrued by task. If a task in the
WBS is executed, its cost is applied to the project. In the baseline
project plan, task E was costed as consisting of the labor of Eric.
When Carol was added, her costs were also applied to E, thus, de-
parting from the baseline budget plan. E although completed on
time, cost more (Carol plus Eric) than planned, resulting in an in-
creased project budget.

Note that in the case, above, the project manager got off cheaply!
Carol, already on the project, could pitch in. What if no employee was
available? Well, then the project manager might have to resort to a
“rent-a-body” (otherwise known as a Consultant), resulting in a much
larger cost to the project!

Lateness always costs!
Remember that!
As with the WBS, the project team will go through a number of

iterations of the network. If the WBS is changed (tasks added or
deleted), then the changed WBS must be resequenced, and a new net-
work created, which very possibly has a different critical path. Be
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prepared to go through any number of iterations. Remember, our de-
sired outcome is an accurate project schedule.

The Gantt Chart

Every couple of iterations, the project manager and team will want to
turn that network into a Gantt Chart or project schedule to see what
is being produced, schedule-wise. How do we convert from our logic
network (in effort) to a realistic calendar schedule (in duration)?

The Elephant in the Living Room

We may indeed work a 40-hour week, but we are not productive
(doing actual nose to keyboard work) for those entire 40 hours. First,
there is lunch. Subtract 5 hours from that 40. Of the 35 hours left, 7.5
are for maintenance; coffee, bathroom, routine office interaction,
and other events. This leaves the well-disciplined worker with 27.5
hours per business week left for actual work. If we are dedicated full
time to one project task, it will take us almost one week to complete
that task. Therefore, one 20-hour task will take almost one calendar
week on our Gantt Chart, if the project worker is scheduled full time
on that task. If he or she can devote only four hours per week to that
task, the time span (duration) for that task will stretch out to 5 weeks
on the Gantt Chart. In this situation, the manager lending that
worker takes all of the hits re: lunch and bathroom, and so on. If that
lending manager lends the worker half time, then the project man-
ager and the lending (functional manager) share the productivity hit
50/50 (6.25 hours each).

Realistically, the project is charged the cost of 40 hours (worker ’s
“salary” plus overhead) for 27.5 hours of effort—but that’s real
world—and the elephant in the living room! (Talk about this with
your sponsor and stakeholders at your peril.)
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Efficiency Ratios

The project manager develops the costs based on the Gantt
Chart (calendar time spent), but develops a realistic schedule using
effort hours and converting to duration using a realistic effi-
ciency ratio.

On-the-ground project management is like the making of
sausages and laws—you like the results, but you shouldn’t bother to
look at the process of creating—you might never eat sausage again
and may be permanently soured by all the backroom deals cut to pass
needed legislation. This is a technique we do not announce to the
sponsor and stakeholders—it’s that elephant that no one wants to see
or acknowledge—but deep down they know its there—they just won’t
admit it.

This is how we schedule our project. The 27.5-hour figure is
known as the productivity level, while 27.5 divided by 40 or .6875 is
known as the efficiency ratio. However, the .6875 ratio does not take
into account sick/personal time (2 days per person per month). When
that is added in, the ratio drops to about .5975.

For a 9-hour day, 8 to 5 or 9 to 6, we subtract 5 (lunch) from 45 to
arrive at 40. From 40 we subtract 8.25 (longer day, more coffee, etc.),
bringing effort hours to 31.75 (productivity level). The efficiency
ratio would be .6944. That would allow the average disciplined
worker to complete one 20-hour task per week with 11.25 hours left
over to start the next task or do something else. With the 2 days per
person or sick/personal time per month factored in, the ratio drops to
.6156. (See Table 4.16.)

This is how realistic project schedules and time lines are devel-
oped. For accuracy, estimate in effort and convert to duration using a
realistic efficiency ratio. Why estimate in effort? Because there are
fewer variables in effort. There is no inclusion of “Oh, I’ve been se-
lected to work on a rush project for the company president, so . . .”;
“Oh, I can’t work full time on the task, so . . .”; “Oh, I have been called
away to troubleshoot . . .”; “Oh, what if I get the f lu . . .”; “Oh, no child
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care available this week, so I’ll have to arrive later and leave earlier.”
All of these real-life variables disappear when effort estimates are
used. By applying a realistic efficiency ratio to convert to duration,
the project manager can better predict the schedule outcome. (Yes, we
are talking about estimates here.)

A Short Cut

For a short cut, divide the length of the critical path in effort hours by
the efficiency ratio and you will arrive at the number of hours (dura-
tion) the work will take.

Table 4.16 Typical Efficiency Ratio Calculations

North East (Exempt Employee) Paid Time by the Book

40-Hour Workweeka

Elements Hours

Workweek 40.0
Lunch −5.0
Social/maintenance time −7.5
Total Productivity level (hours available for work) 27.5

45-Hour Workweekb

Elements Hours

Workweek 45.0
Lunch −5.0
Social/maintenance time −8.75
Total Productivity level (hours available for work) 31.25
a The average, competent worker can complete one 20-hour effort task per week with
7.5 hours left over to start a new task. This implies an efficiency ratio of .6875
(27.5/40.0 = .6875).
b The average, competent worker can complete one 20-hour effort task per week with
13.75 hours left over to start a new task. This implies an efficiency ratio of .6944
(31.25/45.0 = .6944).

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Why estimate in effort and convert to duration? Here are some of
the reasons:

• The project worker/subject matter expert (SMEs) is not really in
control of their time. Management is. SMEs could be pulled
away from the project at any time, making their duration esti-
mate invalid.

• Effort contains fewer variables than duration. We can avoid the
inconvenient trouble shooting incident, the unexpected sick day,
and a host of other unanticipated events.

• Estimating in effort forces attention to the actual project work,
and de-emphasizes the schedule of an individual project contrib-
utor who may, if necessary, be replaced.

TIP

As a rule of thumb, given today’s multitasking workplace, unless you have
substantive other data, using an efficiency ratio of .5 is prudently optimistic.

The purpose and uses of the Gantt Chart range from Status Re-
porting, to costing, to tracking project labor hours, to presenting
project progress, to determining whether or not the project is on
schedule.

The Gantt Chart allows the project manager, the project team,
and any and all interested parties to visualize the project and its
progress in calendar or time line terms. It can be used to answer
questions like: “Are we on time, ahead of or behind schedule?” “How
much money has been spent so far?” “How many hours have been de-
voted to the project?”

While the WBS and the logic diagram are primarily internal
project management tools, the Gantt Chart is the project manager ’s
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means for external communications to the sponsor, stakeholders, and
everyone else.

However, bear in mind that while the Gantt Chart is one of the
project manager ’s main externally focused tools, it is also a vital in-
ternal project management tool.

Every project manager should post the current (usually weekly)
Gantt Chart (Table 4.17) in an area accessible to project team mem-
bers. This will keep the schedule on everyone’s mind, as well as al-
lowing the project team to monitor and manage itself. The more they

Table 4.17 Gantt Chart Showing Calendar Duration

© Copyright 2007 Pamela McGhee and Peter McAliney.
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manage themselves, the more empowered they are and the less (over-
time) the project manager has to do.

Based on the network diagram (Figure 4.11 on p. 91) on the
Gantt Chart, which represents duration, the time to complete the
project represented by the network would actually be 23 days if we
used an efficiency ratio of .6875.

We do recommend estimating in effort hours and converting to
duration using an efficiency ratio based on your organization’s work
patterns and dynamics.

Developing the Baseline Plan

Eventually, after enough iterations, you’ll get to a schedule and cost
(Gantt Chart) that hopefully, you as project manager and your stake-
holders can live with. This becomes the baseline schedule, which is a
part of the IPP.

Once the IPP is passed around and approved, it becomes the
Baseline Project Plan. Once that Baseline Plan is approved by those
who will pay the bill, you and your project team are ready for the Ex-
ecution Phase of the project.

It is now time to revisit our road map (Figure 4.6, p. 77). We have
completed Planning and are poised for Execution.

TIPS

• Work with the sponsor and major stakeholders to develop the Business
Case.

• Without a Charter, you have no steering wheel.
• Changes cost time, money, and resources and can occur at any point dur-

ing the PMLC, during any phase.
• Sign-offs from the client are needed at each phase, during the phase, and

at key milestone points.
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Execution

The project manager ’s primary responsibilities during Execution are:

1. The motivation and supervision of the project team;

2. The monitoring of actual progress against the baseline plan;

3. Determining any variances to that plan by collecting work status
in a timely and periodic manner;

4. Determining if any action is needed because of any variance in
actual progress versus planned progress in terms of schedule or
cost or requirements;

5. Taking action if necessary;

6. Handling all changes that come in from outside the project (from
the business, the environment external to the business itself, or
from the sponsor, stakeholders, clients, or other interested par-
ties); and

7. Handling changes that are produced by the project work itself.

In addition, it is the job of the project manager to issue periodic
status reports to all parties (the sponsor, stakeholders, clients, users)
including the project team members and other project managers
working on related projects as well as any business areas affected by
the project and business areas providing input or resources to the
project.

It is also the project manager ’s job to manage all work and re-
sources within the scope of the project and to report on the status of
that work. If extra resources, time, or money are needed to deliver the
required product or service, it is the project manager ’s job to procure
same either by dipping into the Management Reserve, or by quantify-
ing what is needed and escalating the issues for resolution at a higher
level in the organization.

The project manager ’s power and authority are limited. The
savvy project manager knows when to escalate project issues and
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escalates earlier rather than later, when there is less time to effect a
turnaround.

In Execution, the project manager is a disciplined gatekeeper,
making certain that planned scope, time, and costs are adhered to. If
they are not, it is the project manager ’s job to resolve the discrepan-
cies or explain to the project owners why the discrepancies cannot be
resolved.

Yes, the project manager lives in the hot seat!
Here is a typical Execution (with Monitoring and Control) activ-

ities list (or what the project manager does in the Execution phase of
her project):

• Hold a “We’re ‘Building It’ ” (Execution) Kick-Off Meeting with
the sponsor, stakeholders, and other interested parties. Distrib-
ute the Baseline Project Plan (high-level). A PowerPoint format is
useful. The meeting should be brief and “Ra Ra!”

• Hold a “We’re Starting the Work” meeting with the project team
doing the work. Make certain that all project workers attend,
those working full time on the project as well as those working
part time. Use this meeting as a team-building and motiva-
tional meeting. Distribute a detailed Baseline Project Plan. Cite
each team member ’s role on the project. Serve something to
munch on like cookies or such and have something to drink
(water, coffee, juice). Distribute Status Report templates and in-
form the team when Status Reports on their work are expected.
Also distribute a Change Control Form, stating that anyone can
submit a change and all changes must flow through you. (As
project manager, start a Change Control Log.) Give out some
trinket with the project name imprinted on it to each team
member. This is particularly meaningful for large, or high pro-
file projects. The savvy project manager starts right away to de-
velop that Gestalt creature, which is a high-functioning project
team. Project success may very well depend more on the team
than the project manager.
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• Don’t be overly imbued with your role as project manager. It’s
about the team.

• On the day that work starts, MBWA (Manage By Walking
Around).

• Collect status reports as announced.

• Compile the Status Reports and compare the actual progress to
the planned progress. In that report, announce any changes
needed to keep the project on schedule, within scope and require-
ments, and on budget. If changes necessary are not within your
authority to make, escalate those changes to the sponsor and
stakeholders (consult your manager first).

• Distribute the results to all team members in the form of an an-
notated Gantt Chart, using each team member ’s name. Include
your name as project manager.

• Hold periodic, brief status reporting meetings with the project
team. They can be virtual when the project team is not co-
located. Geography should not be allowed to be a barrier.

• Distribute a summary Status Report to stakeholders per agreed
upon reporting frequency.

• Hold periodic team building, motivational, and problem-solving
meetings (build that Gestalt creature!)

• Hold periodic change control sessions to deal with project
changes.

• Keep the Change Control Log up to date and cite important
changes in the status reports.

• Continue MBWA.

• Repeat actions until product or service is delivered.

If the project manager “executes” this list, it is highly likely that
he or she will stay out of major trouble—unless there are extenuating
circumstances.
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Close (Post Mortem)

After delivering the product or service to the project owners (spon-
sor, stakeholders, clients, users), and ascertaining that the product
or service is working as specified and the owners are able to use it
operationally, the project manager, the project team, and the stake-
holders (hopefully) conduct the Close (i.e., Post Mortem, or Lessons
Learned).

There are several ways to conduct a Close. The project manager
for the Close could have been the project manager for the entire proj-
ect, or a different project manager for the purposes of nonbias and
objectivity. There are many Close techniques.

One method is by a written survey sent out to all participants in
the project. Each recipient fills out the survey form and returns it to
the person conducting the Close. This technique is the least expensive
and also produces the least feedback. In addition, much that went on
in the project does not easily translate to print.

Another method is to have a Closing meeting, with stakeholders,
sponsor, clients, the project manager, and the project team in atten-
dance. The meeting can be facilitated by the project manager or an
independent facilitator (the better option). There is a strict agenda,
distributed in advance, and a meeting minutes taker present. The
meeting may extend over several days, as meetings like this are most
effective when they are relatively short (at or under one hour).

Remember, the goal of a Close is to learn from both positive and
negative elements of the project.

There are several options: The Close can be conducted by PMLC
phases; a Concept Close, followed by a Close for Planning and Execu-
tion (including Monitoring and Control).

Also possible is the conducting of the Close by internal and ex-
ternal deliverables, rating the effectiveness of the Business Case,
the Project Charter, the Integrated Project Plan, Status Reports,
and the timeliness and quality of the product or service produced
by the project.
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Whichever method used, here are some questions to pose at a
Close:

• Was the quality of the product or service produced acceptable?

• Was it delivered on time?

• Were budget expectations met?

• Was the communication between the project manager and the
project team adequate?

• Did each team member understand the goals of the project?

• Were there revisions to the Project Charter later on in Plan-
ning? Why?

• How well did the project team perform?

• How well did the project manager perform?

• Was there adequate sponsor/stakeholder participation?

• Were the status reports informative and presented at the right
level?

By now, you can see that Closes can be sensitive, politically and
otherwise. However, if they are not conducted in a serious manner,
those same old mistakes will be made over and over. Those who do
not study history are condemned to repeat it.

For an easy to use Close template, please visit us at our website
http://www.painlessprojectmanagement.info for a free download.
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REAL LIFE EXPERIENCES FROM THE TRENCHES

VIGNETTE 4—Putting the Project Life Cycle to
Work in Higher Education

As a large, public college in a major urban area, our mission
is to serve the needs of our community. Since our commu-
nity represents a very diverse underlying population, these
needs can be varied and wide. As the associate dean of the
continuing and professional studies division, my job is to
work with different segments of the community to put to-
gether specific programs that help the college deliver on its
mission. Initiating, managing, and seeing these initiatives
through to completion are greatly assisted using a project
management framework. Take the program we just launched
to set up a college within a private high school whereby stu-
dents took college level courses in their high school while
earning credits from our institution.

As some background, the college was interested in at-
tracting higher quality students from diverse backgrounds
within the community. An increased admissions pool would
attract better faculty and endowments, which in turn would
provide for a better education for all students attending the
college. This fit well within the college’s mission. We were
approached by a private high school that represented a spe-
cific ethnic and religious population within the community.
From their perspective, they were interested in having their
students receive college credits while still in high school. Ul-
timately, they wanted their students to attend our college so
they could finish their college education in four years or less
(a challenge for public colleges due to course scheduling and
fluctuating demand). For the college, this relationship meant
we would have increased access to a student population that
fit within our mission.
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In our initial meetings, I met with members of the high
school’s lay leadership and administration. Both sides
brought different biases to the conversations, but as we dis-
cussed the college’s vision and the high school’s vision, we
soon established a joint vision for the project’s concept that
was “our” vision. We were careful to make sure the mission
statement for the project was aligned with both the college
and high school’s mission statements. We established spe-
cific goals, project scope, objectives, success factors, and
other measurements that created a project that we both
owned. The agreement in concept for this project was com-
pleted in the spring and we were looking for a September
start. To assure this would happen, we knew we would need
to depend on the application of good project management
protocols.

Having agreed on the project concept, we then pro-
ceeded to put a plan together. This plan had to include coor-
dinating schedules across the high school and the college,
hiring faculty, establishing standards for grading, deter-
mining acceptance criteria for students, determining costs
for the program, identifying possible outside funding
sources to support the venture, and a host of other very real
world, logistical details. An important part of this planning
stage included making sure we secured buy-in from major
stakeholder groups. If you have ever worked in a public col-
lege, you can appreciate that this is not always that straight
forward. Getting the provost, registrar, bursar, college at-
torney, and department chairs on the same page, aligned,
and motivated to all move in the same direction is perhaps
one of the biggest challenges in higher education—espe-
cially when it is a public institution. Engaging all the stake-
holders in the planning stage was very important to make
sure they were committed to the timetable required for suc-
cessful implementation.
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Having developed and received approval for the initial
project plan, we were now ready to get down to the organiz-
ing and scheduling involved. Here, we had to tap into the
people who were actually going to make this happen—the
folks on the “front lines.” This meant working with the
schedulers to coordinate classes, identify and hire instruc-
tors who had their own constraints to deal with, getting the
office of finance to set up an entire new set of accounts to
track the costs and revenues for the project, select and mod-
ify courses that could be delivered in a format to high school
students, and process immunization records to meet state
requirements. This involved front-line personnel from both
the high school and the college. We identified a number of
work streams that we would have to work simultaneously
and identified the critical path activities that were crucial
for accomplishing to meet our September implementation.

As the project got underway, we were continually check-
ing the work against the schedules established. Slippage oc-
curred (when have you been on a project where slippage has
not occurred!). Because the legal work stream and imple-
mentation work stream were running currently, with a
month to go before implementation, we were informed of ad-
ditional criteria that needed to be met in relationship to class
size. This required issuing the equivalent of a change order
to the scheduler at our high school partner to make sure we
would be in compliance with the demands made by the legal
department. Weekly conference calls—and as we got closer
to implementation, daily conference calls—between the
major players assured that the project was heading for the
defined outcomes as laid out in the project plan.

September rolled around and the project was launched.
Ten courses were launched at the college within the high
school. We are still working through some of the implemen-
tation issues but without the tools of project planning, we

mcgh_c04.qxd  5/16/07  2:07 PM  Page 106



Planning the Work and Working the Plan 107

never could have expected to see such a successful launch. In
doing the Project Close—an often missed opportunity, as I
see it—we were able to take the learning from our project
and structure the outline of a model that we are now taking
to other specific high schools in the community that our col-
lege serves. Using the accumulated knowledge from this
project, we will be able to implement more of these “college
within a high school” programs and fulfill the educational
mission of our college to the community.

LILLIAN O’REILLY

Associate Dean,
Large Urban Public College
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THE PAINLESS
TRIED-AND-TRUE METHOD 

FOR LARGER, MORE COMPLEX
PROJECTS AND EXPERIENCED

PROJECT MANAGERS

If you have been managing projects for a while (and have most of the basics
mastered) and are ready to graduate to managing larger, more complex
projects, or if you have been thrown into a complex project, the manage-
ment of which requires more sophisticated tools and techniques, Part II is
for you. (However, it wouldn’t hurt to take a quick pass at Part I first.)

P A R T I I
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C H A P T E R  5

Developing the Project
Charter for Larger,

More Complex Projects

The Project Charter is the first step
in the development of the Project Plan. The more complex and com-
plicated the project is, the greater the need for a detailed and unam-
biguous Charter. In addition, the more “real estate” (business areas
and a multiplicity of stakeholders) the project covers, the more hands
must be involved in its development and the more reviews and revi-
sions it will go through. The project manager may need to assume the
role of lion tamer, or at the very least, referee. While the material in
the Charter comes from or is generated by the sponsor and stake-
holders, the project manager is the willing interpreter and scribe, and
at times, has valuable contributions to make.

Figure 5.1 is the “big picture” of the Planning process from Part
I of this book. Developing the Charter is the “kick-off ” to the rest of
the Planning process.

A project needs boundaries. It will neither encompass nor do
everything. What’s in? What’s out? Who’s in? Who’s out? How much?
How long? What is success? How do you measure success? Who
makes decisions? What is quality? All those associated with the proj-
ect—the stakeholders—must have a common understanding about
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Figure 5.1 The Evolution of a Project Plan. © Copyright 2007 Pamela McGhee

and Peter McAliney.
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the project. They need to share a common set of assumptions around
many things. They need to have a common reference that will enable
them to answer questions about a project’s inputs, work processes,
resources, and outputs. They need a framework within which to
manage their expectations.

The answers to these questions are in a jointly developed docu-
ment called the Project Charter, a document that is written by and for
the stakeholders of the project.

Project Stakeholders

The individuals inside or outside an organization who impact or who
are impacted by a project are called stakeholders. A key role of the
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project manager is to manage these stakeholders. Typical project
stakeholders include:

• Client: Receives product of the project. Approves deliverables, ar-
ticulates requirements. May be on Change Review Board (see
Chapter 7).

• Project team: Those directly responsible for delivering the prod-
uct of the project. May be a cross-functional team and can in-
clude outside consultants or members of supplier organizations.

• Project sponsor: An individual—or a group—who provides re-
sources and direction for the project manager as they relate to
the completion of the project. Serves as advisor to the project
manager. Approves the Charter, thus establishing a contract
defining the work of the project. Will sit on—and often chair—
the Change Review Board (see Chapter 7).

• Discipline specific (functional) or geographic managers: Supply re-
sources and/or skills to project as directed by the project sponsor.
May provide subject matter expertise. May be on Change Review
Board (see Chapter 7).

• Vendors/suppliers: Provide inputs to the project. Can be goods
(e.g., computer hardware/software/telecom equipment, raw ma-
terials for manufacturing processes, computer support systems)
or services (e.g., consulting support, training).

• The project manager: As alluded to earlier, the “cat herder.” Ex-
pert in all matters of consequence as they relate to the project.

Many times, stakeholder needs will conflict. As the project
manager begins to develop the project’s Charter, he or she should
take the time to get to know the needs, wants, desires, and anxieties
of the project’s stakeholders. An important tool to help the project
manager develop an understanding of the stakeholders is the stake-
holder analysis chart (Table 5.1), which he or she should begin to
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Table 5.1 Stakeholder Analysis Chart

© Copyright 2007 Pamela McGhee and Peter McAliney.
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compile. This is the beginning of the project manager ’s understand-
ing about what he or she must do to keep stakeholders engaged and
contributing to the project. This chart will be developed further in
Chapter 6.

Role of the Project Charter

The Project Charter is the document that brings a project to life. It is
developed by the project sponsor, major stakeholders, and those who
will use the final product or service. The project manager functions
as a catalyst, guide, contributor, and scribe. The project manager
reaches out to a number of individuals (stakeholders and those with
relevant project or product/service-related information) in the orga-
nization to help him or her compile the Project Charter. As noted, the
project sponsor approves the Charter.

TIP

The initial group of people the project manager reaches out to will be few
in number but that number will grow as the Charter develops. The devel-
opment of the Charter is as much about defining the project as it is about
empowering stakeholders and gaining buy-in.

Elements of the Project Charter

Table 5.2 is a sample Project Charter outline as an alternative format 
to the Charter template in Table 4.2 on page 59. The Charter can be
short (small, simple project) or quite lengthy (large, complex, mission-
critical project). In every case, it provides an unambiguous definition of
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Table 5.2 Sample Project Charter Outline for Larger, More Complex Projects

Project Name

Date Prepared

Prepared By

Revision Log

Approvals

Table of Contents

Executive Summary

Corporate Mission

Project Mission

Business Case
–Background
–Project rationale
–Project goal
–Objectives
–Critical success factors
–Critical success measures

Assumptions

Project Scope
–Solution development
–Implementation and integration
–Production migration
–Decommission
–Exclusions

Risks

Constraints

Stakeholders

Project Team Structure

Commitment to Quality

Communications and Reporting

Appendices
–Preliminary budget analysis
–Project labor requirements analysis

116

© Copyright 2007 Pamela McGhee and Peter McAliney.
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the project, agreed to by all involved. The following elements are a part
of an expanded Project Charter:

• Project name: This is the unique identifier that people in the orga-
nization will use when referring to a project. For smaller projects,
this is not such an important element, but for larger projects, this
can serve the purpose of developing an esprit de corps around a
major initiative. For example, a project I worked on for a major
electric utility that faced the loss of the largest client in its rate
base—the U.S. Navy—was appropriately named “Save the Navy.”

• Date prepared: An important first step in a project is getting the
first internal deliverable completed in a timely fashion. Assigning
the Charter completion date establishes a fixed reference point
for a project for all who are involved with the project.

• Prepared by: In the Project Charter, the key individuals who con-
tributed to the development of the Charter are listed, as well as
the name of the project manager. Including others’ names in the
Project Charter serves the purpose of exhibiting to the organiza-
tion the breadth of talent that was employed in the development
of the Charter. Especially when a project is boundary spanning
(i.e., includes multiple departments within an organization), rep-
resentation from the different departments involved illustrates
the collaborative nature of the proposed project. This can be in-
strumental in obtaining higher-level organizational approval.

• Revision log: As the project progresses, changes in scope may be
necessitated due to changes in internal project circumstances,
business needs, or other project-altering events. It is important to
track changes in the project’s scope, schedule, and costs so that
the project manager can manage stakeholders’ expectations. This
also can provide an audit trail that will be helpful for any new
players who join the project team.

• Approvals: In its role as a contract, the appropriate parties need to
understand, agree to, and sign off their expectations of the project.
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Appropriate approvals might include clients, stakeholders, the proj-
ect sponsor, major vendors, and, of course, the project manager.

• Table of contents: Simple, but necessary, the table of contents al-
lows ready reference to any stakeholder who needs to revisit or
review elements of the Project Charter.

• Executive summary: Gives a high level view of the project. While
physically appearing as the first substantive description of the
project, it is actually the last part of the Project Charter that is
completed. The executive summary needs to summarize the im-
portant benefits, processes, and resources associated with a
project. In reality, it is often the only part of the Charter read by
many. It should be accurate, pithy, and short.

• Corporate mission: Because a project should be undertaken only
in support of enhancing the company’s mission (strategic align-
ment), the project team needs to illustrate their understanding of
the company’s mission. We have seen intended projects never get
birthed after the project team truly understands the mission of
the organization.

• Project mission: A short articulation of the project needs to be
provided. This section should also show how the specified project
will contribute to the organization’s mission articulated in the
prior section.

• Business Case: The Business Case states the reason why the proj-
ect is important for the company. It shows that the return for the
project will meet or exceed the return required by the organiza-
tion. There are six elements to the Business Case:

1. Background: Provides the context for the project. Who are the
major players? What are the major issues facing the organiza-
tion? The industry? What is the industry life cycle stage (e.g.,
embryonic, growth, shakeout, mature, declining)?

2. Project rationale: What are the organizational needs that are
not being met? What would be the impact of not undertaking

mcgh_c05.qxd  5/16/07  2:13 PM  Page 118



Developing the Project Charter for Larger, More Complex Projects 119

the defined project? What should the reader know about the
organization, the industry, the economy, the technology, the
resources, and other relevant things that call for a project such
as the one in the Project Charter to be initiated?

3. Project goal: What does the organization hope to achieve in
undertaking the project? Will it reduce costs? Will it increase
revenues? Will it reduce cycle time?

4. Objectives: What are the specific, measurable areas that will
communicate that the project’s goals are being met? These fall
into two categories:

5. Critical success factors: Those project objectives that must
be accomplished in order for the project to have fulfilled its
goals.

6. Critical success measures: Ways to measure if the critical suc-
cess factors are being met. Values for these need to be articu-
lated in advance to determine if the project Critical Success
Factors will be accomplished.

• Assumptions: Those set of givens that need to be articulated to
all stakeholders. Developing the list of assumptions can be a
very revealing exercise because it provides wonderful insights
that reveal stakeholder biases. Assumptions should be dis-
cussed with individual stakeholder groups first. If some as-
sumptions are very disparate, it is sometimes necessary to call
a meeting of different stakeholder groups to hammer out the
assumptions.

TIP

As tempting as it is to let differences of assumptions remain unresolved at
this early stage for fear of alienating stakeholder groups, it is imperative to
get these differences resolved early. It will always be more costly to do so at
a later stage in time.
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• Project scope: Simply stated, what’s in and what’s out. If you have
ever heard the expression “scope creep,” this refers to the insidi-
ous tendency for projects to try to do more and more and more.
Imagine setting out to build a modest, two-story house and end-
ing up with Windsor Castle! There are five elements of the proj-
ect scope:

1. Solution development: An outline of the elements that make up
the solution.

2. Implementation and integration: If the project is an improve-
ment of a process, how the results/deliverables of the project
will be put into place within the organization. This usually
contains a pilot stage (i.e., implementation on a small scale
whereby kinks can be worked out of the system) before full-
scale implementation.

3. Production migration: If the project is an improvement of a
process, how the project’s deliverables will move from pilot
stage to the new way a company conducts business.

4. Decommission: If the project is an improvement of a
process, how the older process will be removed from the
organization.

5. Exclusions: What will not be done. This is the element of scope
for which the term “scope creep” was created.

In addition, the Project Charter contains a discussion of the
following:

• Risks: Like many elements of the Charter, the project manager ’s
view of risk becomes clearer as time passes. A model for thinking
about project risk is illustrated in Table 5.3.

• Constraints: You want to describe internal structural or any other
constraints that you must work within to accomplish the project.
It is important to articulate constraints to help manage stake-
holder expectations.
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Table 5.3 Potential Sources of Project Risk

Project Related Risks
–Scheduling
–Cost
–Personnel—individual
–Personnel—team
–Quality
–Stakeholders (internal)
–Scope change
–Management

Partner Related Risks
–Financial difficulty
–Change in ownership
–Nonperformance
–Cost increase
–Key contact personnel turnover

Business Related Risks
–Contract difficulties
–Market shift
–Competitor activity
–Technology shifts
–Customer demand

External Risks
–Industry
–Environmental
–Political
–Cultural
–Social

• Stakeholders: See the previous discussion of stakeholders.

• Project team structure: A team can have many structures: hierar-
chical, matrix, project matrix, tiger team, skunk works (see
Chapter 8). There is no one correct design but pick the one that
makes the most sense and make sure everyone understands what
it is.

• Commitment to quality: The Charter should document what
the project’s commitment to quality is. Whereas most projects
will want to meet or exceed the company’s or industry stan-
dards, there may be instances where this is not the case. For
example, an organization may be willing to relax its usual qual-
ity standards in order to implement a short-term, fast turn-
around fix.

• Communications and reporting: The philosophy and an outline of
a communications and reporting plan need to be articulated in
the Project Charter. As the project plan unfolds, the level of detail

© Copyright 2007 Pamela McGhee and Peter McAliney.
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in the communications plan will become much greater (see Chap-
ters 6 and 7).

• Appendices: Depending on the project, the Charter can have any
number of general or specific appendices. Two appendices that
should minimally appear in a project plan are:

1. Preliminary budget analysis: Some estimation of the project’s
cost. At this point, it is sometimes adequate to have a cost
range for the project cost.

2. Project labor requirements analysis: Some estimate of the num-
ber and type of resources, whether these are available inter-
nally or must be acquired from outside the organization, and
for how long they will be required to staff the project.

Tools for Developing Lists

When it comes to generating lists for Charter items such as stake-
holder issues and project risks, a project manager should develop a
list that is as robust as possible—he or she does not want to take this
step lightly. There are a number of useful tools the project manager
can employ to develop comprehensive lists for the creation of the
Charter including:

• Historical information: Look through Project Close reports from
other projects that the organization undertook that are applica-
ble to the current project. Speak with colleagues in other depart-
ments who have run projects.

• Vendor/Suppliers: Speak with vendors and suppliers to see what
they have seen in working with other clients.

• Brainstorming: Provide a comfortable and detached environment
for a cross-functional group of individuals to get together to
think creatively. Food and refreshments ALWAYS help.

• Delphi technique: Send out questionnaires to those you believe
would have some insight about the project. Receive question-
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naires back, organize and sort them, and then resend them to the
participants for additional thoughts.

• Forced ranking (or nominal group technique): Assemble a group
of individuals and ask them to list the most important thing
they can think about (i.e., biggest issue for a stakeholder group,
largest risk factor). Have them write it on a sticky note. Collect
the notes and place them in full view. Go around the room
again, asking for items that the group has not yet generated.
Continue the process until all ideas are exhausted.

Project Charter Sign-Off

Before embarking on the project, you will want the project stake-
holders to sign off on the project. The Charter, as we had mentioned
before, serves as a contract. In having all of the stakeholders sign off
on the Project Charter, you are holding them accountable for having
read and understood the purpose, process, and deliverables that will
result at the end of the project. Their signatures represent their com-
mitment to the completion of the project and their cooperation to
contribute as spelled out in the Charter.

TIP

After all signatures are obtained on the Project Charter, the project man-
ager should photocopy the original and provide copies to all stakeholders.

Conclusion

The Charter is complete. The stakeholders have contributed to its de-
velopment and have signed off. It’s now time for the project kick-off
meeting.
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REAL LIFE EXPERIENCES FROM THE TRENCHES

VIGNETTE 5—The “Real” Process of Developing the
Charter: Chartering

We’ve all heard the expression “talk is cheap.” In the world of
project management, it is the charter that serves as the
mechanism for converting talk into action. It is at this point,
that a formerly unrelated group of individuals inside and
outside the organization are pulled together to begin sharing
the common name of stakeholder for a specific project.

I was working with a Visual Effects House on a major re-
design initiative. The client produced visual effects for large
motion picture studios. The nature of the work was such that it
employed anywhere from 5 to 15 artistic crafts to create the
different effects that the studios demanded. And, yes, artistic
types are, as you might surmise from common knowledge,
well . . . artistic (translated, they have a passion for their art
and not necessarily the business component for delivering their
art). Since the movie-going public was demanding more and
more visual effects in movies, it had started to become a major
line item cost for the studios. This attracted their attention.

Studio executives started to demand more cost-effective
visual effects from the Visual Effects House. Management of
the Visual Effects House knew that if they did not redesign
the way visual effects were created, there stood the potential
that they would start losing projects to smaller, more agile
companies who did not have the overhead responsibilities
that they did as one of the largest visual effects companies.
They met with me to discuss what could be done. As a result
of numerous conversations, management decided they
needed to initiate a major redesign project to help deliver
their visual effects better, faster, and cheaper than they had
in the past. They realized that in order to do so, they would
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have to engage the 15 or so artist groups who collaboratively
produced the effects to see the importance of the initiative
and, more important, help develop new work processes. I
suggested that the first stage of the project should be to cre-
ate a lead team containing a representative group of man-
agers, producers, artists, and other creatives to jointly
develop a Project Charter for the initiative.

The charter had to address the needs of all major con-
stituencies. Artists and other creatives wanted the freedom
to develop new and “cooler” techniques employing the latest
bleeding edge (and expensive) technology. Producers were
accountable to management to bring in the work on time and
on budget—a budget that their client movie studios were
telling them now had to be less than what it was in the past.
The charter that was to be developed had to address seem-
ingly contradictory demands. And in the many projects that
I have worked on in my career (spanning many different in-
dustries), managing contradictory demands is always part of
developing the charter.

While there is much talk of the charter as a document, I
think the power of the charter is in the verb form—chartering.
The process of bringing together a group of people—some-
times with divergent and even adversarial viewpoints—to
focus their attention on solving a business imperative is an ex-
citing and challenging activity. It often involves educating the
different parties about what their needs, constraints, and
worries are. Many times, groups find that they share similar
constraints and worries and they are more like than un-like.
It’s about forming relationships, building trust, finding out
about complementary skills, and, oh yes, producing a docu-
ment called the charter.

STEPHEN H. BAUM

The Point Group Network
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C H A P T E R  6

Much, Much, More on WBSs,
Networks, and Gantt Charts

The Charter is now complete. Ev-
eryone agrees what needs to be done. As they say, the “devil is in the
details” and now it’s time to get to the details.

If you have never managed a project before—or even if you have,
but not to the scale of your present project—you may be a little
daunted as to where to begin. After the initial euphoria of the Charter
signing wears off, you may experience what we professionals call a
“Yikes” moment, as in, “Yikes! What do I do now?” A good project
manager at this point will take a deep breath, collect his or her
thoughts, go to his or her tool kit, and begin to start digging into the
details of planning the project.

At this point, the project manager has to develop more detail
around:

• What the work is.

• How long it will take.

• How much it will cost.

• Who will do the work.

• What could go wrong (i.e., risks revisited).
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In order to do this, you must develop a Work Breakdown Struc-
ture (WBS).

This needs to be articulated at an increasing level of detail as the
work of the project begins. Not to be caught in the paradigm of
“analysis paralysis,” a good project manager undertakes the descrip-
tion of the details using an iterative approach, providing more detail
and obtaining more buy-in each time the work of the project is more
fully defined. The iterative approach brings clarity to the project plan
and enhances communication among stakeholders. We call this “heli-
coptering in.”

A project needs boundaries. It will neither encompass nor do
everything. What’s in? What’s out? Who’s in? Who’s out? How much?
How long? What is success? How do you measure success? Who
makes decisions? What is quality? All those associated with the proj-
ect—the stakeholders—must have a common understanding about
the project. They need to share a common set of assumptions around
many things. They need to have a common reference that will enable
them to answer questions about a project’s inputs, work processes,
resources, and outputs. They need a framework within which to
manage their expectations. Figure 6.1 illustrates the Helicopter Ap-
proach to project planning that will guide you into a secure project
start every time.

First Iteration—5,000 Feet

The first step in defining the detail should be to draw a general out-
line of what the project looks like. The project manager will want to
start developing a picture about what the work is, how long it will
take, how much it will cost, who will do the work, what could go
wrong, and what to do about it. The first picture should describe the
steps in the project (i.e., what the work is) in very broad brushstrokes.
The additional attributes can then be layered onto this initial picture.
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Figure 6.1 The Helicopter Approach to Project Planning. © Copyright 2007

Pamela McGhee and Peter McAliney.
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Using the logic of “first do this, then do that, then after that do
that . . . ,” develop a high level view (i.e., the 5,000-foot view) of the
project. Block the project into five to seven very high-level steps. Use
a declarative phrase to fill in each of the blocks such that you can de-
scribe the project in simplified terms (see Figure 6.2).

The fact that there are potentially hundreds of details under each
of these simplified steps is of no concern for the project manager at
this time. All that will come—later.

Once the high-level picture is developed, the project manager can
then enhance the initial view of the project with the other defining
attributes of how long it will take, how much it will cost, who will do
the work, what could go wrong, and what to do about it. With this
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Figure 6.2 The Initial Step Chart. © Copyright 2007 Pamela McGhee and 

Peter McAliney.

Begin Step 1 Step 2 Step N Project
Done. . .

view of the project, it is best not to think in terms of exactness—it is
much too early for that—but rather direction and some measure of
quantification. Best at this point to think about the project attributes
in terms of ranges. Because you know from the Project Charter when
the targeted completion date is, how much has been budgeted, and
generally what resources are available, you can use these as the basis
for developing your 5,000-foot view. You can now develop a high level
view of the project as illustrated in Figure 6.3. You will return to this
framework two more times as you further refine the project plan.

Using the first high level of the picture will also help you think
about what potential problems can occur. Here, you will want to re-
visit the project, partner, business, and global risks you identified
when you were developing the Charter. You can now start to develop a
better understanding of them and the impact they can potentially
have on the project. With this added level of detail around project
steps, you may discount some of the risks you identified earlier in the
development of the Charter. Additionally, you may also identify addi-
tional risks that were not clear during the Charter development stage.

With this increased knowledge of risk, you can now begin to
think about how likely it is that a potential risk will occur. During
this first iteration, you should begin to classify—not yet quantify—
the likelihood of risk occurring in each of the steps that you have
identified in your first block diagram. Using the original risk identi-
fication chart that was developed during the Charter, you want to
now add a column to capture your estimates of risk by assigning
them a value of high, medium, or low to the identified risk. Table 6.1
represents the enhanced risk profile for Step 1 of your project. You
will need to plan for risks that might occur and will do this when you
develop your risk mitigation contingency plan.
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Figure 6.3 High Level Project Dashboard. © Copyright 2007 Pamela McGhee

and Peter McAliney.
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One of the reasons for approaching the work in this fashion
(i.e., top down) is to make sure that resources are not needlessly ex-
pended on developing out the work before the work is agreed on by
major project stakeholders. For this reason, before adding any more
detail to the project plan, you will want to review it with key project
stakeholders. You can be sure that valuable refinements will be
added when this first cut picture of the project plan is socialized
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Table 6.1 Step 1 Risk Identification Chart

among the stakeholders. Incorporate the changes that reflect the
spirit of the Charter. For those refinements not incorporated, you
will want to get back to the individuals who suggested them. Let
them know why a particular enhancement was not included. This
must be handled diplomatically. You do not want any of your major
stakeholders “checking out” of the process—especially this early in
the project.

You are now ready to take the project plan to the next level of
detail.

© Copyright 2007 Pamela McGhee and Peter McAliney.
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TIP

This first block diagram, along with the associated information, also serves
as an important communication tool. Setting up blocks associated with
milestones begins to focus the project team on the important components,
interim deliverables, and specific risks of the project.

Second Iteration—3,000 Feet

Once the high-level enhanced picture of the project is developed, you
can now begin to start drilling into each of the individual pieces that
are defined in the project work steps. Remembering that work on any
project is done for the sole purpose of creating deliverables, we now
have to start thinking about what the deliverables of the project need
to be. There are two kinds of deliverables:

1. Interim deliverables: Deliverables generated during the course of a
project that are necessary inputs to end product deliverables.

2. End-product deliverables: Deliverables generated during the course
of a project that are part of the solution delivered to the client.

Sometimes, projects tend to overlook the importance of interim
deliverables because they are not seen by the client. Beware, however,
of neglecting the importance of these interim deliverables. More than
one project has gotten into trouble because the project manager took
his or her eye off the creation of interim deliverables.

Work Breakdown Structure

A common tool used by project managers to identify the project deliv-
erables is the WBS tool. The WBS graphically illustrates the project’s
deliverables in an organized and hierarchical fashion. By going
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through this exercise, and breaking the deliverables into smaller units
(or subprojects, if you will), the project starts to become more man-
ageable. Common project management protocol is to use nouns or
past-tense events in the WBS (action verbs are reserved for defining
tasks, the work component that occurs after the WBS is laid out). In
the following example, we illustrate the development of the WBS.

Let’s say one of the steps you described for your project was the
securing of airtime from a radio station to advertise the new product
you are launching. We would call this step “Radio Airtime Project.” To
secure the airtime, you would have had to identify and produce three
deliverables: price quotes, the contract, schedule of times to run adver-
tisements. Each of these deliverables, in turn, might have deliverables
under them that need to be identified and produced. So, if we were to
look at the deliverable “schedule of times to run advertisements,” you
would further need to produce deliverables around station demo-
graphics, the day-by-day programming schedule, and other advertisers
on the station. We could then look at each of these deliverables and de-
termine if there are any other deliverables that support them until we
are at a level of deliverable that corresponds to one (work) task.

The WBS corresponding to the “Radio Airtime Project” step in
our example is illustrated in Figure 6.4.

Figure 6.4 Radio Airtime Project. © Copyright 2007 Pamela McGhee and 

Peter McAliney.
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A couple of additional notes about the WBS:

• You will want to limit the number of components under a WBS to
between 5 and 7, otherwise the definition of the work will be-
come too difficult to parcel out.

• A coding structure (numbering schema) is important to keeping
the work organized in a WBS. It allows you to track both the
progress and the cost of the work. Thus, level 1 might start with
10 and increase in increments of 10 with one level of decimaliza-
tion. Level 2, builds off level 1 and will add a second level of dec-
imalization. Level 3 builds off level 2 and will add a third level of
decimalization and so on. Figure 6.5 shows how the coding struc-
ture for this project would be carried out through the fifth level
of decimalization.

Figure 6.5 WBS Coding Structure. © Copyright 2007 Pamela McGhee and

Peter McAliney.
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• You may hear some project managers speaking about something
called a work packet. In one dialect of project management parl-
ance, the lowest level of a WBS is called a work packet. (In an-
other dialect, it is called a task.) What is important to know about
a work packet is that it is a unit of work that can be parceled out
to a subcontractor or an outside entity. For large projects, this
work packet itself can be a pretty significant piece of work.

• Do note that this numbering schema is universal, and follows the
basic rules of outlining. If you have a 20.2.1, you must also have a
20.2.2. If there is no legitimate 20.2.2, then 20.2.1 roles up to 20.2.

• While a standard WBS is presented in a graphic format, it can
also be displayed in a tree structure (outline form). Some may
find this easier to follow (see Table 6.2).

Table 6.2 Radio Airtime Project

10.0 Price Quotes
10.1 xxxxxxxx
. . .
10.N xxxxxxxx

20.0 Advertising Schedule
20.1 Station demographics
20.2 Programming schedule

20.2.1 xxxxxxxx
20.2.2 xxxxxxxx

20.2.2.1 xxxxxxxx
20.2.2.1.1 xxxxxxxx
20.2.2.1.2 xxxxxxxx
20.2.2.1.3 xxxxxxxx
20.2.2.1.4 xxxxxxxx

20.2.2.2 xxxxxxxx
20.3 Other advertisers

30.0 Contract
30.1 xxxxxxxx
. . .
30.N xxxxxxxx

© Copyright 2007 Pamela McGhee and Peter McAliney.

mcgh_c06.qxd  5/16/07  2:14 PM  Page 136



Much, Much, More on WBSs, Networks, and Gantt Charts 137

When you are developing the WBS, you might find items (work
components) that did not originally account for every deliverable that
might emerge from the project. Do not worry—this is actually a good
thing. The iterative approach that you are going through is meant to
help you bring clarity to your project. After some discussion, you may
decide that the (interim) deliverable belongs in the project. If this is
the case, you need to revisit the scope statement and account for this
new work component. Alternately, you may decide that the deliverable
does not belong in the project. In this case, you will still want to doc-
ument the fact that this was uncovered but consciously left out of the
project. At all times, you want to maintain a complete audit trail for
your project work.

Responsibility-Accountability Map

Once you have the deliverables defined, you need to understand what
kind of relationship the project players have with them. A project man-
agement tool that can present this to you in a concise format is the Re-
sponsibility-Accountability Map (some of you who are familiar with
project management may also have heard this called the Responsibil-
ity Matrix, Responsibility-Accountability Matrix, or the Responsibil-
ity-Assignment Matrix). Simply put, the Responsibility-Accountability
Map lists the deliverables and defines what responsibility project
stakeholders have for the deliverable. This responsibility can take one
of five levels of ownership with the deliverable. From weakest to
strongest relationship, they are:

1. Communications/FYI only

2. Participates

3. Assists

4. Responsible

5. Sign-off
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A tool such as the Responsibility-Accountability Map not only
helps focus stakeholders’ attention on their contributions to the proj-
ect, but is also a powerful communications tool that is invaluable in
helping to manage individual stakeholders’ expectations. Table 6.3 il-
lustrates a sample Responsibility-Accountability Map for the Radio
Airtime Project.

A couple of notes about the Responsibility-Accountability Map:

• For each deliverable, there should be only one person who is ulti-
mately responsible. There can, however, be more than one sign-
off required, especially for a large resource commitment (see
contract sign-off ).

• Project members have different contributions to the overall proj-
ect. Thus, on some parts of the project they will only have a “C”

Table 6.3 Sample Responsibility-Accountability Map

© Copyright 2007 Pamela McGhee and Peter McAliney.
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relationship but on other parts of the project they could have
many R and S responsibilities.

Work Behind the Deliverables—Task Lists

It is now time to start talking about the actual work. There is a three-
step process to developing the task list, as shown in Figure 6.6.

Step 1 and Step 2

The work consists of a number of tasks that can be indepen-
dent or somehow related. Initially, we will not be concerned with
dependencies.

When constructing the task list, you can choose to approach the
job in one of two ways (this is why Figure 6.6 illustrates that Step 1
and Step 2 can be ordered in one of two ways):

1. By step: Identifying work tasks as they relate to the different
steps in the project first. This approach would take the WBS
units and organize them according to work step.

2. By discipline: Identifying work as it relates to disciplines. This
approach would take the WBS units and organize them accord-
ing to different disciplines that contribute on the project.

Figure 6.6 Developing Task Lists. © Copyright 2007 Pamela McGhee and 

Peter McAliney.
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One way is not any better than the other. They each have their
advantages and you will end up at the same spot at the end of the
project. If you choose to lead by task, you will eventually have to as-
sign disciplines to completing the work. If you choose to lead by dis-
cipline, you will eventually have to overlay the work into the steps. It
is important at this point in time to simply list all of the tasks that
you think will be necessary. Under the paradigm of an iterative ap-
proach, recognize that some may be pruned later while others will
be added.

TIP

Engage the project team in creating the task lists. This will provide a sense
of ownership and will help manage expectations.

Step 3

We can now revisit the time estimates we initially developed. There is
no scientific way to estimate how long it will take to complete tasks.
There are a few guidelines you can follow, however:

• Use history: Has the organization ever done anything like this be-
fore (here is where good organizational project management
recordkeeping can assist you—see Chapter 7).

• Use benchmarks: Reach out to your network (e.g., former col-
leagues, professional organizations, prior consulting companies
you may have used). Do a quick scan of industry and project
management literature.

• Bottom up—top down: Come up with estimates by figuring out
how long individual tasks will take and add them up. Look back
to the Charter and the view from 5,000 feet to see how much time
you have available. This way you will develop an integrated view.
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Ordering the Tasks—The Network Diagram

At this point, you have identified tasks (and subtasks), assigned re-
sources and time estimates. Now it’s time to start seeing how all
these tasks fit together. Tasks can either be independent (have no re-
lationship with each other) or dependent. If tasks are dependent, they
usually are related in one of the following three ways:

1. Finish to start: The independent task must finish before the de-
pendent task starts. A simple example would be if you were chang-
ing a tire, you must first unfasten all of the nuts (the independent
task) before you can take the rim off the car (the dependent task).

2. Finish to finish: The independent task must finish before the de-
pendent task finishes. A simple example of this is if you are build-
ing a house, you need to have the frame up before you put the
roof on. Assuming the roof will rest on the frame, you cannot put
the roof on until the framing is complete. You can, however,
build a prefabricated roof to set on the frame so that once the
frame is completed, the prefabricated roof can be set on top of
the finished frame.

3. Start to start: The independent task must start before the depend-
ent task starts. A simple example of this would be if you were
writing documentation for a product or service (e.g., software,
consumer, commercial), you can review the documentation ma-
terials as they are being written. You do not have to wait until the
end to start reviewing materials.

Your job at this point in time is to review the task lists you have
created and start organizing them according to the relationship
they have with each other. You can think of organizing the project’s
tasks into subprojects, wherein some of the subprojects are related
to other subprojects and some subprojects are completely indepen-
dent. In project management, we call this creating the network 
diagram.
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Simply put, a network diagram is a picture that illustrates the order
in which tasks will be done (if you are familiar with a f low chart, then
you can think about a network diagram as a f low chart that maps task
activity). Just like a project has a beginning and an end point, so too, do
the tasks associated with the subprojects within a project. You will want
to organize the tasks in a logical sequence such that the beginning point
is represented on the left of the chart and the result is represented on the
right of the chart. While there are a couple of different ways that net-
work diagrams can be presented visually, Figure 6.7 illustrates a net-
work diagram showing different ways tasks can be related in a project.

You (and your project team) will want to construct a series of
network diagrams corresponding to the number of work flow
streams that you envision for your project. As with all of the work
that you are producing as a project manager to date, you will want to
socialize these with different team members to validate them and
help build ownership of the project within the team.

Costs Revisited

With this increased clarity of you project, you can now return to the
initial cost estimates you developed and refine them further. This
takes you one step closer to developing your final budget.

Figure 6.7 Network Diagram Showing Task Relationships. © Copyright

2007 Pamela McGhee and Peter McAliney.
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Risk Revisited

With the completion of the WBS, the Responsibility-Accountability
Map, the task list, and the network diagram, you now have a clearer
picture of your project. It is now time to revisit and refine the risks
that were identified earlier.

With this increased understanding of the project, you can begin
to better quantify the risks so that you can begin to develop contin-
gency plans for those risks that might actually turn into realities. You
can do this by assigning probabilities that the risk will occur and as-
sign a weight to the impact the risk may have on the project. This will
provide you a mechanism for determining risks that have the highest
potential to negatively impact your project. Table 6.4 shows an en-
hanced version of the Risk Identification Chart that we developed
earlier.

Note that the risks associated with Business Risk 1 (4.50), Part-
ner Risk N (3.75), and External Risk N (3.00) present the greatest de-
gree of risk. You would start with these three risk areas when
developing risk mitigation contingency plans.

Table 6.4 Enhanced Risk Identification Chart

Risk Project Probability Impact Weighted
Category Risk Probability (%) (1–10) Impact

Project 1 . . . M 50 2 1.00
H 75 3 2.25

N . . . L 25 6 1.50
Partner 1 . . . L 25 7 1.75

H 75 3 2.25
N . . . H 75 5 3.75

Business 1 . . . M 50 9 4.50
M 50 5 2.50

N . . . M 50 2 1.00
External 1 . . . L 25 8 2.00

L 25 1 0.25
N . . . H 75 4 3.00

Note: H = High; M = Medium; L = Low. © Copyright 2007 Pamela McGhee and Peter McAliney.
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TIP

Assigning probabilities has the potential to cause great concern and can be
very time consuming. To simplify, for Low use a probability of 25 percent,
for Medium use a probability of 50 percent, and for High use a probability of
75 percent.

Third Iteration—1,000 Feet

We now have a series of network diagrams, that when integrated, dis-
play the series of tasks, the relationships among them, and the time it
will take to complete them. However, we are not yet at the level of de-
tail we need to begin our project. We now need to develop the project
schedule—who will be doing what when, for how long, and for how
much. A powerful tool for developing the project schedule is the Pro-
gram Evaluation Review Technique, or PERT.

Program Evaluation Review Technique

PERT was developed by the U.S. Navy to manage the Polaris Missile
Program. While your project might not be as complex as that, you
will find PERT is a useful tool. In decades past, the network was
called a PERT Chart. We use that network as a tool to find the critical
path (see Figure 6.8).

Time estimates have been assigned to the tasks in this project. In a
simple example such as this, we can see by inspection that the path
flowing through Tasks 1 to 2 to 4 takes 7 weeks (2 + 3 + 2) while the
path flowing through Tasks 1 to 3 to 4 takes 9 weeks (2 + 5 + 2). Path 1
to 3 to 4 is the longest path of sequenced tasks that appear in this proj-
ect. If there was a delay in this path (the critical path), the project would
be delayed. The path represented by Tasks 1 to 2 to 4 could experience
up to a two-week delay before impacting the end date of the project.
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Figure 6.8 Simple Illustration of Critical Path.  © Copyright 2007 Pamela

McGhee and Peter McAliney.
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Calculating Time Estimates

As you might notice from the previous discussion, the key to identify-
ing the critical path is determined by the time estimates that you as-
sign for each task. The times you assign to tasks need to be developed.
But how to select the time estimates (got a dart board)?

Similar to the first way we categorized risk, we will identify not
one but three time estimates:

1. Most likely estimate (Tml): If you had only one estimate to choose,
using what you know today, this is the number you would
choose?

2. Pessimistic estimate (Tp): If things went wrong, how long could it
take?

3. Optimistic estimate (To): If things went right—you had the wind
at your back the entire way—how long would it take?

Using these three estimates, we can come up with what we call
the expected time estimate (T). This can be calculated using a simple
formula:

Task� effort� ( )

(Most� likely
estimate� (

e
Tml

=
×4

)))
(Most� optimistic

estimate� ( ))
(Most� pe+ +

To
sssimistic

estimate� ( ))

6

Tp
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or

This formula, when used to develop a time for a single task, pro-
duces a beta curve skewed to the right. The results range is correct 68
percent of the time.

When the same formula is used to predict project duration, a
symmetrical beta curve is followed (one standard deviation ± from
the mean produces a results range which is correct 68 percent of the
time).

You also want to obtain a measurement for the confidence you
have in the estimates you developed. The amount of confidence you
have in your estimates is a way to think about the risk involved in your
estimates. The closer your optimistic and pessimistic estimates, the
more confident you are and the less risk there is in your estimates.
The greater the difference, the less confident you are and the more
risk there is in your estimates. In statistics, this risk is measured by
the standard deviation. For those of you who remember your statis-
tics (not necessary), you may recall that the true estimate will be cor-
rect approximately 68 percent of the time to within one standard
deviation, 95 percent of the time to within two standard deviations,
and 99 percent of the time to within three standard deviations.

A simplified way to determine the standard deviation can be cal-
culated with the following formula:

While all of this may sound complicated, it really is not. All of
this information can be calculated in a simple Excel spreadsheet. You
may not want to “live and die” by the numbers that are produced, but

Standard� deviation
(Optimistic Pessimistic)

=
−
66

T
Tp To

used
(Pessimistic � ( ) Optimistic � ( ) 4 M

=
+ + × oost� likely� ( ))�

6

Tml
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certainly the information will provide you directional guidance for
identifying those risks for which it is important to be aware.

Determining Schedule Flexibility

As noted, using a network allows us to identify critical paths (there
may be more than one in any network). Another type of logic dia-
gram, the Precedence Diagram, uses early and late starts to isolate
the critical path.

Whether we use the network or the Precedence Diagram, there is
the matter of f loat. What about the tasks that are not on the critical
path? What happens if they do not get done in a timely fashion—will
that slow a project down? The answer to that is maybe yes, maybe no.
It depends how long they slip.

There are four dates of which a project manager need be aware
when determining a project’s critical path. Accordingly, he or she can
redeploy resources that may be available due to the f loat (f lexibility)
in different work streams:

1. Earliest start date (ES): The earliest date a task can start given
logic, constraints, and dependencies to other tasks.

2. Earliest finish date (EF): The earliest date a task can finish given
logic, constraints, and dependencies to other tasks.

3. Latest start date (LS): The latest date a task can start before im-
pacting the finish date of the project.

4. Latest finish date (LF): The latest date a task can finish before im-
pacting the finish date of the project.

For tasks on the critical path, the late start is equal to the late fin-
ish. If the late start date is different than the late finish date, the
amount of the difference is called float. Float is an important tool in
that it gives the project manager leeway. If resources are needed on
other parts of the project, the project manager can look to see what
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areas of the project have float. Resources can be shifted from these
areas and redeployed in areas that need them.

However, using float does not come without risk. If the project
manager uses all of the f loat available for a given task, that task then
becomes critical. If there is a delay in completing that task, the proj-
ect may be late anyway! The wise project manager is parsimonious
when it comes to using float.

Knowing about networks, Precedence Diagrams, earliest-latest
start, earliest-latest finish, and float, plus the concepts of task esti-
mating when the work is unknown is key to project success. You can
now use the following steps to calculate the critical path in a logic di-
agram and therefore calculate the time the work will take to com-
plete, or the project time line or schedule:

1. From the WBS, select all lowest level tasks.

2. Identify dependencies and create a network or Precedence Dia-
gram.

3. List the time estimates for each task on the network or Prece-
dence Diagram.

4. When using a network, count up the task timings for each path.
The longest path is the critical path. When using the Precedence
Diagram method, use the forward and backward pass technique
to isolate the critical path tasks. A critical path task is one with
zero float. In this method, f loat equals the difference between
the LS and LF for the task.

5. When using the Precedence Diagram, connect with a line all of
the tasks with zero float.

6. That path is the critical path and its length represents the shortest
amount of time that the work will take relative to dependencies.

7. If you have used effort time (recommended) when estimating the
time a task will take to complete, then apply a conversion ratio
to arrive at duration. That duration, when applied to a calendar,
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is your project schedule (Gantt Chart). Simply lay out the time-
converted network or Precedence Diagram on a calendar. If you
have made your task estimates in duration, simply layout the net-
work or Precedence Diagram on that calendar. The good news is
that any project management software will do this for you, once
you have defined the task dependencies.

If we were to assign our project a start date of May 17, then the
chart shown in Table 6.5 would identify our critical path.

In the example we used in Figure 6.8 on page 145, the non-critical
path 1–2–4 had a float of 2 weeks (the difference between the 7 weeks
it was estimated and the 9 weeks of critical path 1–3–4). The wise proj-
ect manager will not use this float in a profligate or wasteful manner!

Budget

You have now identified all of the work and the resources required to
do the work. You can revisit the budget that you have been developing
as you have been adding—and socializing with other project stake-
holders—detail to the work of the project. The final budget that you
have put together is called the baseline budget. It will be this baseline
budget to which all costs will be compared as you begin to work on
the project.

Table 6.5 Simple Critical Path Analysis

Dependent Time Earliest Earliest Latest Latest Float
Task on Task Estimate Start Finish Start Finish Time

Number Number (Weeks) Date Date Date Date (Weeks)

1 N/A 2 05-17 06-02 05-17 06-02 0

2 1 3 06-02 06-23 06-16 07-08 2

3 1 5 06-02 07-08 06-02 07-08 0

4 2, 3 2 07-08 07-22 07-08 07-22 0

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Change Management Plan and Communication Plan

We are certain that most have heard of the old adage, “The only
thing constant in life is change.” When it comes to managing a proj-
ect, this is acutely true. You need to develop a change management
plan. The heart of the change management plan is the communica-
tions plan.

At this point, the project manager has reached out to different
stakeholders in the development of the project plan. He or she now
needs to reflect on all of the activity that has transpired to date and
determine how communications need to be managed going forward.
Mistakes will already have been made in communications—too
much information, not enough information—hopefully none too
bad. A key role the project manager will play during the execution of
the project will be to continue to manage communications from a
strategic perspective—the overall vision of the project—while keep-
ing an eye on day-to-day operations—and changes—that may burst
into the strategic perspective.

Successful project management requires managing expectations.
The communications plan is the mechanism whereby all stakeholders
are apprised of the project’s progress. It is an important tool in man-
aging expectations and plays a key role in the Monitoring and Con-
trolling aspects of project management. It is the tool that will let you
celebrate the victories of attaining milestones and the temporary set-
backs of missed deadlines and potential overspends.

The communication plan has two elements. There is the Strate-
gic Communications Plan and the Operating Communications Plan.

Strategic Communications Plan

The guiding principle for creating the Strategic Communications
Plan is to be ready to address issues thoughtfully and in a timely
fashion. We rely once again on the stakeholder analysis to help craft
the Strategic Communications Plan. During the Planning stage of
the project, you will need to develop the high-level outline for the
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Strategic Communications Plan. Putting aside the day-to-day com-
munications you will employ while running the project (see the Op-
erating Communications Plan discussion that follows), one of the
conversations you as a project manager need to lead is to whom
you will communicate, what you will communicate to them, how
you will communicate it to them, and how often you will communi-
cate with them.

The to Whom is easy—Who are the stakeholders?
The What can be informed by an extension of your stakeholder

analysis. You need to identify what issues are important for each of
the stakeholders, the probability that these issues may arise, and the
impact of not addressing each individual issue. What you are doing
here is painting multiple pictures, or scenarios, of the future.

TIP

When building your Strategic Communications Plan, you want to be as ex-
haustive as possible about what issues may arise. A comprehensive exercise
building your Strategic Communications Plan will help avoid potentially
project-killing consequences after the project starts.

By addressing these issues in a conceptual setting—before they
actually occur—you are able to see the impact of potential conse-
quences before issues arise. You can use the results of this exercise to
create three important project management tools—the quick shift
list, the FAQ list, and the virtual file cabinet:

1. Quick shift list: There will be some issues that can be addressed
immediately so that they will not appear as issues. Fixing them
up front ameliorates the need to address them later on.

2. FAQ list: Some of the issues will be information-oriented. These
can be directed toward single or multiple stakeholder groups. For
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these, you can put together a Frequently Asked Questions (FAQ)
list to circulate to the project stakeholders. This will save you
from answering the same questions repeatedly and makes sure
that everyone has the same answer to a question.

3. Virtual filing cabinet: Some issues have only the potential to
occur. The virtual filing cabinet is a repository of well-thought-
out solutions to a number of potential issues that may arise in
the project. Doing this ahead of time, allows you to respond
quickly should these issues manifest themselves. Trust us, you
will have enough issues that you did not think of ahead of time to
address. You want as much time to thoughtfully consider those
you did not identify in advance so you can act quickly and
thoughtfully on them as well. Having a virtual filing cabinet of
solutions available provides you a layer of support that will turn
out to be invaluable.

TIP

Many of the issues that end up in the virtual filing cabinet are of a very sen-
sitive nature. You will want to consult with the appropriate individuals in
the organization when you put together the responses for issues that end
up in the virtual filing cabinet.

The How you will communicate to them is another decision that
you want to make and share with stakeholders during this last stage
of the planning phase of the project. Some stakeholders only need to
be apprised in person at key milestones while others need more per-
sonal contact on an ongoing basis—you will want to learn early the
preferred medium and frequency that different stakeholders want.
You will want to look at how to employ such communication mecha-
nisms as town hall meetings, departmental visits, e-mails, project
meetings, memos, or podcasts.
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Special care needs to be taken in the communications plan as it re-
lates to the client stakeholders. Chances are the project you are work-
ing on will be upsetting to the way they have been doing their work or
conducting business so there will be some element of fear, uncertainty,
and doubt that they will be experiencing. More personal contact may
be required at different phases of the project to assure the clients that,
if applicable, you are available to help them through any changes they
may need to make in order to accept your project deliverables.

Last, you want to think about the How Often. As mentioned, some
of the stakeholders will not need too much contact, while others will.
Additionally, this may change during different phases of the project.
Thinking through this ahead of time is an important part of the Strate-
gic Communications Plan. In Table 6.6 we illustrate some elements
that should be embodied in the Strategic Communications Plan.

Operating Communications Plan

The Operating Communications Plan is the plan addressing how day-
to-day communications will occur among the project team, clients,
vendors, and, to a lesser extent, company managers. This is the set of
management routines, meetings, checkpoints, milestones, and audits
that occur as the project unfolds.

This, too, needs to be revisited from time to time as the project
progresses. For example, during Project Concept, two individuals
may be driving the output of a particular work step and are applied to
the project for 100 percent of their time. At a later point in the proj-
ect—in the Planning stage, for example—they may be much less than
fully applied to the project. The Operating Communications Plan
should acknowledge this by answering the following questions:

• To what extent do these individuals need to come to project
meetings?

• What is the level of project detail of which they must be kept
apprised?
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Table 6.6 Stakeholder Chart—Strategic Communications Plan

© Copyright 2007 Pamela McGhee and Peter McAliney.
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• How do you obtain specific portions of their time when they
move on to other projects?

• What input will you provide for their overall performance review?

Risk Analysis and Contingency Plans

You want to revisit the risk analysis that you have been diligently
building as you are bringing your project plan to a close. Have you
learned anything that might change the risk probabilities that you as-
signed earlier? Have you learned anything that will change the impact
to the project associated with risks? Are the contingency plans that
you have started to create adequate to address your perceived risks?

Before you get the final sign-off to begin the project, you will
want to review the risk management plan, with the corresponding
contingency plans, and address any deficiencies that might exist.

Quality Plan

A project manager should not make assumptions around quality. In
the Charter, certain standards around quality were articulated. But
like the other elements of the Project Plan, they were more theoretical
in the Charter than they are now that additional detail has been de-
veloped. The project manager needs to rearticulate the quality policy
of the project:

• Standards: What are general acceptance levels of completed deliv-
erables? How do they relate to company and industry standards?

• Cost of quality: What cost will be incurred to assure quality? Who
will bear the cost to ensure quality within the project?

• Intervention policy: What recourse does the project manager have
to address quality issues inside the project? Outside the project?

The project manager needs to create an enhanced quality policy
document to include within the project plan. This policy needs to be
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circulated and socialized with the project’s stakeholders. This will be-
come a very important tool for helping manage expectations around
the project.

Project Sign-Off

All the pieces are assembled. They have been socialized among differ-
ent project stakeholders. The project manager needs to put together a
final package and receive sign-offs from the appropriate stakehold-
ers. The package should include the following items:

• Charter

• WBS

• Network diagram

• Precedence Diagram

• Project schedule (Gantt Chart)

• Change Management and Communications Plan

• Stakeholder analysis

• Budget

• Quality Plan

• Risk Analysis and Contingency Plans

Conclusion

At this point you might be saying to yourself, “Whew! That was a lot
of work!” But remember where you were at the beginning of this
chapter.

Yes, you did pull much together in this chapter. With all of the
preceding done, you are now ready to . . .

Go!Go!Go!
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REAL LIFE EXPERIENCES FROM THE TRENCHES

VIGNETTE 6—Project Management: A Behavioral Approach
That Requires Discipline

In the early 1990s, the Research Development & Engineering
(RD&E) center for a major international metals producer
began an intense effort to develop a series of quality-related
metrics that could be used to measure the overall perfor-
mance of that center in its development of new metal prod-
ucts and metal-producing processes for its business unit
clients. In this initiative, the client-driven, quality-metrics
project team surveyed many of the business unit leaders (the
clients for the RD&E center ’s technical development efforts)
to identify what the expectations of this leadership group
were for the RD&E center related to how the technical staff at
the center completed its work. The survey (in which over 600
people participated) did not deal with the content of the re-
search—but rather the how or the processes that the RD&E
center used to conduct its work for its business unit clients.

The overwhelming message that the business unit lead-
ership conveyed was that they simply wanted “what had been
promised to be delivered on time and within budget.” From
this particular initiative, the center derived a series of client-
driven, quality metrics the RD&E center management used
as the tools to measure one dimension of the overall center ’s
performance. The key client-driven metric that the center
adopted was “percent of deliverables delivered.” For each
RD&E program, the project leader developed in concert with
the business unit clients a statement of the key deliverables
that each RD&E program was to deliver by the end of the
funding year.

While valuable to the RD&E center management and to
its business unit clients, the specific measure, however, did
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not address the root cause or the reasons for this measure
being adopted to begin with. This failure laid with the cen-
ter ’s failure or inability to use project management in an ef-
fective manner in conducting its RD&E activities.

The RD&E center only began to address this root cause
during its reengineering effort that occurred several years
after the client-driven quality metrics initiative. During this
latter initiative, another project team—the reengineering
team—collected sufficient data to begin to understand that
the root cause behind the “percent deliverables delivered”
measure was the lack of project management—skills, disci-
pline, tools, and so on—within the research community.
Their data indicated that deadlines were missed and project
schedules were routinely not followed. While the deliverables
metric was being used to measure the center ’s performance,
adequate cultural changes—akin to a disciplined approach
to RD&E—had not yet occurred.

A key recommendation that the reengineering project
team made was to instill a rigorous project management cul-
ture within the RD&E center. The RD&E leadership team
adopted this recommendation and created a Project Man-
agement Office under the leadership of one of the center ’s
respected division managers.

The intent of that office was twofold:

1. Provide training to the R&D project leaders to enhance
their skills in managing projects—both one-on-one and
group training efforts.

2. Provide project management leadership for a few highly
visible projects with these projects reporting to the head
of the Project Management Office (PMO).

Post Script: Creating a project management culture re-
quires great discipline. In this company’s case, those in the
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organization outside the RD&E department had not adopted
the project management mindset. This was evidenced when
the company imposed across the board budget cuts. The cen-
ter ’s management team determined that the Project Man-
agement Office could not be sustained due to the loss in
RD&E budget dollars. The Project Management Office was
closed and PMO head took early retirement. Unfortunately,
the RD&E center reverted back to an environment of frus-
tration and missed deadlines.

A. ROBERT WASSON

Toffler Associates
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C H A P T E R  7

Status Reporting: What to Tell,
When, and to Whom

The phrase that anyone associated
with a project loves to hear is that the project is “on time and on
budget.” Even more magical is when you hear that a project is “ahead
of schedule and under budget.” What does that really mean, though,
and how do you get to that place?

As we have acknowledged, a project consists of many moving
and interrelated parts. These interrelationships span work activi-
ties, super sets of work activities, and the different stakeholders as-
sociated with the project. In order to make sure the project moves
toward its intended goal, the project manager needs to be like a
traffic officer at a very busy intersection, identifying and prioritiz-
ing the flow of information throughout the project and among its
participants. He or she must make judgments on what information
is important and what information is not important. Information
that is deemed important must be delivered quickly. Some informa-
tion—either because it is unimportant or incomplete without an ex-
planation—has the potential to distract the project’s players and
can lead to unintended, negative consequences. The project man-
ager cannot discount this information out of hand, but rather will
have to exhibit his or her professional business judgment on how
best to handle it.
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A project manager is responsible and accountable to the project
sponsor, project resources, and other project stakeholders on three
dimensions associated with a project’s progress: planned versus ac-
tual progress, changes in the project, and potential and/or actual
project disruption.

Before addressing these three dimensions of project progress,
however, we briefly address communications mechanisms available
to the project manager. We have at our disposal a very powerful, top-
level reporting tool—the Elevator Report.

Communications Mechanisms

The following chapter addresses in more detail the Strategic Commu-
nication Plan and the Operating Communication Plan. However, the
project manager has to have an understanding of the communica-
tions mechanisms that she has in her communications toolbox. A
knowledge of these communication mechanisms—e-mail, phone, and
in-person communications—and more importantly, how and when to
use them, will be essential in communicating all facets of the project.
Table 7.1 provides a summary of these mechanisms and some guide-
lines on when to use them.

TIP

While e-mail is a powerful communications mechanism, do not over rely on
it. For those aspects of communication that require a timely response,
either pick up the phone or drop by the stakeholder’s office if convenient.

The Elevator Report

Because of all the moving parts involved in a project, it is nearly im-
possible for a project manager to have all of the information related
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Table 7.1 Communications Mechanisms

E-Mail Phone In Person

Communicate quickly
and concisely.

Access someone conveniently
(cell phones).

Reduce potential for
miscommunications.

Share information with-
out interrupting the
recipient.

Explain subject in further
detail.

For sensitive and
important topics.

Have a record of
shared information 
for future use.

Communicate when Internet
or face-to-face unavailable.

Convey message with
“complete” communi-
cation (body language,
voice inf lection, facial
expression).

Share a message 24/7. Receive an immediate
response.

Build relationship and
develop rapport.

Save money on postage.

Easier than fax or mail.

Share a message with
many.

to the project at his or her finger tips at all times. However, he or she
should be able to provide the project sponsor or client a snapshot of
key activities at any point in time in a simple and concise delivery.
And what is it that the sponsor or client usually wants to know in
either a formal setting (i.e., a status report meeting) or in an informal
setting (i.e., chance hallway meeting)?

The Sponsor, stakeholders, and clients want to know what was
accomplished this period, what they have to look forward to complet-
ing in the near future, and what issues exist that could negatively
impact the project. We call this the “Elevator Report.” Just as an en-
trepreneur needs to be able to pitch his or her idea in the space of
time it takes to go 20 floors in an elevator, the entrepreneurial project
manager needs to be able to concisely report on his or her project to
stakeholders when they ask. Whether delivering information on the

© Copyright 2007 Pamela McGhee and Peter McAliney.
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project in an e-mail, on the phone, or in person, the project manager
needs to carefully navigate the ground between too much informa-
tion and too little information. Additionally, the project manager is
expected to deliver a crisp analysis of the current state of his or her
project. Doing so will add to the credibility of the project manager as
well as add to the credibility of the project itself.

Table 7.2 (on pp. 166–169) outlines a template for a common status
report called the Elevator Report that can be used to report high-level
project status. In the following sections, we describe how to find the in-
formation to complete this powerful report. For now, though, it is im-
portant to understand how to present this information to satisfy the
information needs of project stakeholders.

The elements of the Elevator Report are:

• Activity category: These represent either accomplishments or
issues.

Accomplishments are reported at two levels:

1. Completed this period: Major activities completed in current
period.

2. Scheduled for completion in upcoming period: Due for comple-
tion in upcoming period.

Issues are reported at three levels:

1. Closed this period: A prior issue that was resolved during the
current period.

2. Open from prior period: A prior issue that remains open from a
prior period.

3. Opened in current period: A newly identified issue that war-
rants the attention of the project manager.

• Completion status: Status of the accomplishment or issue.
For accomplishments:

—Ahead or behind schedule: Whether the accomplishment that was
completed finished ahead, on, or behind the scheduled date.
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—Ahead or behind budget: Whether the accomplishment that was
completed finished ahead, on, or behind the scheduled budget.

—Date closed: Date accomplishment was completed.

For issues:

—Date reported: When issue was first identified.

—Date due: Planned resolution date of the issue.

—Date closed: Actual resolution date of the issue.

• Critical path: Does this accomplishment or issue appear on the
critical path? If so, it carries more weight and, if an issue, may
require the application of more resources to complete.

• Stakeholders directly impacted: Which stakeholders are impacted
by this accomplishment or issue. Depending on the potential im-
pact to the project, you may need to contact them and proactively
manage the situation.

TIP

This Elevator Report can very easily be housed in an Excel spreadsheet.
Sorting by stakeholder will allow you to give personalized reports to stake-
holders that directly address their interest areas without burdening them
with areas that do not interest them.

• Accomplishment/Issue: What the nature of the accomplishment
or issue is.

• Notes: Any additional, clarifying information that will help you
better explain the accomplishment or the issue.

• Responsible party: The name of the individual(s) who are responsi-
ble for the accomplishment or the issue. Don’t forget to celebrate
success when accomplishments occur during a project—this can
add significantly to team morale and in building confidence
among other stakeholders.
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Table 7.2 Elevator Report

© Copyright 2007 Pamela McGhee and Peter McAliney.
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(continued)
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Table 7.2 (Continued)
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There are many off-the-shelf project management software pack-
ages that you can use to track in detail all of the project activities,
milestones, critical paths, and other time and budget considerations
associated with a project. Type “project management software” into
a search engine on your computer and you will receive a surfeit
of product offerings. Some are even “open source” (free or at a nomi-
nal charge).

Planned Progress

Wouldn’t it be nice if everyone shook hands when the Charter and
Project Plan were established and agreed to meet at the end date of
the project to celebrate the project’s success?

Well, this would mean living in a world of no surprises, no
changes, no risks, no unanticipated events, and the project manager
having the ability to predict the future!

We don’t live in such a world.
So, one of the key roles of a project manager is to communicate

the ordinary progress of the project and any extraordinary circum-
stances the project may run into during the life of the project. This
section addresses tracking the ordinary progress of the project.

Time Line and Budget Revisited

To begin to think about the project’s progress—and how a project
manager needs to report the project’s progress—we need to refer
back to the time line and the budget that was originally put together
in the planning stages of the project. Recalling that both of these rep-
resent a contract that the stakeholders agreed to when the project
was launched (the time line for delivery dates and the budget for mon-
etary commitments), these play an instrumental role in managing
stakeholders’ expectations. As such, both the time line and the budget
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provide the basis for which all current work activity must be com-
pared. As we all have heard many times over, “Time is Money.”
Hence, when we are reporting on a project’s progress, we need to
think about reporting it in terms of time and money.

Progress as It Relates to the Time Line

All projects are driven by time, whether it is a primary driver or a sec-
ondary driver. To think of time as a primary driver, think of a build-
ing developer who is trying to complete a project so families can
move in before a September school start or an IT project manager
who needs to get a system online before a specified calendar date to
accommodate a mandated compliance change. Other projects are not
driven by time. To think of time as a secondary driver, think of that
same building developer who is completing a project only as he or she
has extra resources available as surplus from other projects that he or
she has underway or an IT project manager implementing a discre-
tionary IT system that has low priority in an organization. Whatever
role time plays in the completion of the project, a project manager
needs to be able to report the status of a project to his or her stake-
holders in terms of how the project is progressing.

Progress as It Relates to Budget

Projects also generate a series of indirect and/or direct costs. The
cash needs of a project are often called the burn rate of the project.
That is, at what rate does the project require, or “burn,” cash to move
forward. It is important to recognize that the burn rate of the project
is not necessarily constant throughout the life of the project. In the
Planning stage, the project manager provided a pro forma cash needs
analysis to accommodate the cash needs of the project. As the project
progresses, the project manager must keep his or her financial stake-
holder group cognizant of the burn rate so that funding the project is
aligned with the overall cash needs of the organization.
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Some direct costs associated with projects are in-house labor
costs, overtime costs, contractor costs, and procurement costs of ma-
terials and supplies. Some indirect costs associated with projects are
supervisory costs, redundancy costs, and opportunity costs.

TIP

Project tracking software will track time and budget considerations down
to a very small unit level. The successful project manager will be able to
sort through this detail to make sure the right items end up on the Elevator
Report.

Tracking Tools to Determine What’s Important

The question becomes what to put on the Elevator Report. There are
a number of tools the project manager has available to him to help put
an elevator report together that will be meaningful and have signifi-
cant impact:

• Variance analysis: The variance analysis is a simple tool that al-
lows you to compare actual progress with anticipated progress as
outlined in the budget. The project manager can use it to compare
actual budget, schedule, and quality with targets. In Figure 7.1,
we can see that Activity B is suffering a larger negative variance
than Activity A. All things being equal (i.e., both are—or are not—
on the critical path), the astute project manager will be looking to
better understand what is happening with both activities that are
falling behind. However, in an environment of constrained re-
sources, he or she would probably look to apply additional re-
sources to Activity B before Activity A.

• Trend analysis: Trend analysis looks to see if the progress is get-
ting better, worse, or staying the same. This also can be used to
track progress against budget, schedule, and quality with targets.
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Figure 7.1 Activity Completion—Variance Analysis. © Copyright 2007 Pamela

McGhee and Peter McAliney.
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In Figure 7.2, we see that although both Activity A and Activity B
are off budget, a corrective action applied to Activity B in period
5 (as suggested through the use of the variance analysis in Figure
7.1) shows that Activity B is improving and that perhaps atten-
tion now needs to be applied to Activity A.

• Earned Value Analysis (EVA): A more sophisticated tool used to
track and support a project’s progress is the EVA. While vari-
ance analysis and trend analysis provide high-level direction in
determining a project’s performance, EVA calculates cost,
scheduling, and scope measurements together to determine
productivity indices, performance measurements, as well as
more refined variances of schedule and budget. EVA reports on
such measurements as:

1. Budgeted Cost of Work Scheduled (BCWS): Also called the
planned value, this is what appears in your original budget.
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Figure 7.2 Activity Completion—Trend Analysis. © Copyright 2007 Pamela

McGhee and Peter McAliney.
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How much do you think the project will cost? The BCWS at the
end of a project is called the Budget at Completion, or BAC.

2. Actual Cost of Work Performed (ACWP): Also called the actual
cost, this tracks costs as they are actually incurred on the project.

3. Budget Cost of Work Performed (BCWP): Also called the
earned value, this looks at the work that was performed (for
which you paid actual money) and reports what the original
budget was for this work. If the project is on time and on
budget, then this should equal the BCWS.

Using these three concepts, we can accurately track a project’s
schedule and budget to develop schedule variances (and a scheduling
index) and cost variances (and a cost index):
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• Schedule Variance (SV) and Schedule Variance Index (SVI): The
SV and SVI compare the amount of money scheduled to be spent
on a project (or the project to some point in time) with the
amount of work that was paid for and actually accomplished. The
SV and SVI can be used to help the project manager predict how
much time it will take to finish the project.

This can be reported either in absolute terms (SV) or as an
index (SVI) and can be calculated from the concepts described
previously:

While it is not necessary to memorize the formulas, you do
want to remember that bad SV variances are negative and good
variances are positive. Similarly, bad SVI variances are less than
one and good SVI variances are greater than one.

• Cost Variance (CV) and Cost Variance Index (CVI): The CV and
CVI compare the amount of money actually spent on a project
(or the project to some point in time) with the amount of work
that was paid for and actually accomplished. The CV and CVI can
be used to help the project manager predict how much money it
will take to finish the project.

This can be reported either in absolute terms (CV) or as an
index (CVI) and can be calculated from the concepts described
previously:

While it is not necessary to memorize these formulas either,
you do want to remember that bad CV variances are negative and
good variances are positive. Similarly, bad CVI variances are less
than one and good CVI variances are greater than one.

CV BCWP ACWP

CVI
BCWP

ACWP

= −

=

SV BCWP BCWS= −
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Other information that you will want to have readily available to
you is what percent complete you are at any given point in time and
what percent of the originally allocated money has been spent to date.
These two questions often come from your project sponsor who is
thinking about your project from a wider perspective and is not always
privy to the day-to-day details of the project like you are.

These, too, are easy to develop within the earned value framework:

• Percent complete: Quite simply, how far along in the project you are:

• Percent spent: Quite simply, how much money you have already
spent of the originally allocated budget.

Project Changes

A project travels through many twists and turns before it is completed.
While one cannot predict the nature of specific changes that may be re-
quired to bring a project to completion, one can state with a pretty
high degree of certainty that changes will occur. The important thing
to plan for, as a project manager, is that a process is in place to recog-
nize and act upon any changes that emerge as the project progresses.
And, more importantly, this process should be shared with all project
stakeholders well in advance of the first time a change is required.

TIP

It is important to recognize as early as possible that a change may be im-
pending. A good project manager will manage stakeholder expectations as
they relate to the change request process so that changes are dealt with

Percent� spent
ACWP

BAC
=

Percent� complete
BCWP

BAC
=
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sooner when there is time to explore options rather than later when
changes can quickly turn into a project crisis.

While all change requests should flow through the project man-
ager, some projects have an additional governing board that oversees
the project. This body goes by many names, such as Change Review
Board, Change Control Board, Project Review Board, and Change
Board. For an organization that is managing many projects concur-
rently, this body may come out of the office of project management
(Project Management Office or PMO). This makes sense because the
office of project management has visibility across many projects and
can determine the impact of the change for not only the individual
projects, but for all projects across the organization. If an organiza-
tion has this governing body, the project manager must recognize
this as a very important stakeholder group that needs to be managed.

A project manager needs to make sure he or she creates and so-
cializes the Change Process with the stakeholders when the project
is launched. Figure 7.3 displays a sample Change Request Process.
The important thing to notice about this process is that even when a
change request is denied, it is the project manager ’s responsibility
to inform the original requestor with the reasoning behind the

Figure 7.3 Change Request Process. © Copyright 2007 Pamela McGhee and 

Peter McAliney.

mcgh_c07.qxd  5/16/07  2:15 PM  Page 177



178 LARGER PROJECTS AND EXPERIENCED PROJECT MANAGERS

denied request. This information will help the requestor put the
original change request within not only the project with which he or
she is associated, but also within the context of the entire organiza-
tion. This additional context will enhance the individual project by
helping individuals recommit to the purpose of their project within
the overall goals of the organizations.

Equally important to having a well-articulated change review
process, a project manager needs to put together a standard Change
Request Form. This form serves two purposes:

1. The instrument for creating a single point of communication
around changes requested for a project, and

2. A document to include in the permanent record of the project to
document the project audit trail.

A sample Change Request Form is shown in Table 7.3 (on pp.
180–181).

Not all changes are created equal. Some may be only minor
course corrections (i.e., changing out a nonessential vendor), while
others have the potential to impact the scope of the project. For those
changes impacting the scope of the project, the project manager
needs to make sure they update the Charter and track the change in
the Project Charter ’s Revision Log.

Project Disruptions—Risk Happens

There are changes and then there are disruptions. Hopefully, you
have identified the potential disruptions in your risk management
plan, recalling that they can come from four key areas:

1. Project related risks

2. Partner related risks
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3. Business related risks

4. External related risks

The most important thing a project manager needs to do in
the face of a major disruption is to stay calm. All eyes are on a proj-
ect manager when a major disruption occurs and the project’s
success will depend on how a project manager responds to a
major project disruption. It is important to assure all stakeholder
groups that the situation is being managed. Loss of confidence by
any stakeholder group can have a severe impact on the ability of
a project and project manager to respond to the specific project
disruption.

After suffering the expected discouragement when the project
disruption first manifests itself, the good project manager will swing
immediately into action mode. He or she has a number of strategies
available for dealing with risk:

• Suffer it: Don’t do anything and see how events play out. This
does not mean ignoring it, but rather not immediately moving
into an action mode.

• Prevention: Or avoidance, means that you would have taken pre-
ventive measures to make sure the risk does not occur.

• Transference: Shift the risk to someone else. Your risk plan may
have called for purchasing an insurance policy or obtaining spe-
cific wording in a contract that would transfer the risk in the
event that it occurred.

• Mitigating: Reduce the potential impact of the risk.

• Addressing: When all else fails, you have to address the risk. This
entails embarking into problem-solving mode and pulling the
team together to collectively brainstorm ideas that will work the
project around the disruption. Team-driven root cause analysis
is an effective tool at the project manager ’s disposal to help them

mcgh_c07.qxd  5/16/07  2:15 PM  Page 179



180

Table 7.3 Change Request Form

© Copyright 2007 Pamela McGhee and Peter McAliney.
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Table 7.3 (Continued)
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Figure 7.4 Oval within Oval Problem-Solving Tool. © Copyright 2007 Pamela

McGhee and Peter McAliney.
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resolve a major project disruption. In Figure 7.4 we illustrate a
model problem-solving tool that can help a project manager and
his or her team come up with solutions to even the most major
project disruptions in an organized and auditable fashion.

Project disruptions are part of “a day in the life” for any project
manager. The successful project manager will rise to the occasion
and meet these disruptions head on.

Reporting Quality

You will have to assure your stakeholders that the work being done on
the project is meeting the standards as defined in the Quality Plan that
was developed. While there are many ways of enforcing quality, the P-D-
C-A cycle, as described by Edward Deming as part of Total Quality
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Figure 7.5 The P-D-C-A Cycle. © Copyright 2007 Pamela McGhee and 

Peter McAliney.
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Management, is a useful tool for enforcing quality during the work of
the project. In Figure 7.5 we show the classic P-D-C-A cycle that you
will probably want to employ while managing a project. The Risk
Analysis chart will inform you where you should apply it—look to those
areas of the project that continue to exhibit an element of high risk.

Proactively reporting to project stakeholders results in assuring
them that you are committed to the quality standards articulated in
the project plan.

Reporting Project Completion

Upon successful completion of a project, the first thing that comes to
mind for (most) project managers is to celebrate success by popping a
cork on his or her favorite bubbly. Go ahead—it is well deserved.
However, after the mandatory team celebrations, there are still some
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important loose ends that need to be completed. But what does suc-
cessful completion mean? This term needs to be agreed upon by all
stakeholders and it is the project manager ’s job to make sure a com-
pleted project means “successful” completion for all stakeholders.
And when is this—when all stakeholders agree that it is finished.

Upon completion of a project, the project manager is responsible
for making sure a number of essential items are addressed. These
include:

• Client/sponsor/stakeholder sign-offs

• Accounting close

• Contracts close

• Lessons learned document

—Content lessons

—Process improvement lessons

• Project documentation archival

• Project performance appraisals

Organizations should benefit from a well-run project. All too
many projects end up getting filed into oblivion, never to be seen or
heard of again. You should take it upon yourself as a project manager
to make sure any lessons learned that can benefit the organization
are documented to help the organization in future project endeavors.

By completing all of the preceding activities, both the individu-
als who participated on the project and the organization as a whole
gets to benefit from a well run, successful product.

New Technologies: Dashboards and Blogs

The concept of a dashboard—a concise representation of key indica-
tors—can be applied to project management as well. With open ac-
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cess software readily available one could easily construct a dash-
board that houses all of the information that is important to a proj-
ect. This dashboard should follow the same guidelines as the Elevator
Report—not too much, not too little. As a more visually appealing
representation, It can be used to either complement or replace the El-
evator Report.

It is worth mentioning, also, the concept of blogging (i.e., web
logs). Project managers could establish an additional avenue of com-
munication that is housed in a blog. This way, stakeholders can check
in and out at their convenience to see what is happening with a proj-
ect. Specific areas can be established that are of interest to individu-
als across stakeholder groups. In using blogs, the project manager
can open up a dialogue that helps to build team spirit and cama-
raderie. The blogs can also serve as fertile ground for solving—or pre-
venting—problems along the way. And, oh yes, blogging can also be
used to plan team extracurricular activities as well.

Conclusion

A project manager needs to know all of the intimate details of a proj-
ect. At the same time, he or she must be able to sort through the myriad
details and provide meaningful information to different stakeholders
as the project progresses. The information that a project manager re-
ports on can be everything from ongoing work activities, completed
milestones, changes, delays, major interruptions, and a host of other
project-related details. The project manager has many tools available to
him or her, including different communications mechanisms, reports,
statistical methods, and problem-solving tools.
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REAL LIFE EXPERIENCES FROM THE TRENCHES

VIGNETTE 7—The Wisdom in Waiting

I was working in the medical applications group of a large
data storage manufacturer. One of the value-added resellers
(VARs) we were working with had secured a contract to im-
plement a comprehensive medical application (i.e., finan-
cials, clinical analysis, laboratory) into a regional hospital
and I was asked to be on the project team to represent the
data storage component of the solution. The application re-
quired many computer servers and a large storage access
network (SAN) storage fiber network. The solution was to be
a client/server-based application that would replace the ex-
isting configuration of terminals with personal computers.

The IT manager at the regional hospital was the project
manager for the implementation of this new system. The
team consisted of the VAR, me, representatives from two
other hardware/software providers, the client (the hospital’s
area managers), and the IT group. The specific members of
the IT group she was assigned at the hospital were a rela-
tively inexperienced and young team, but all very technically
proficient. She had worked with the team to develop a Proj-
ect Charter and reporting system to manage the project.
Upon acceptance of the Project Charter, we were off and
running.

Somewhere along the way, the system architects in the
IT group at the client hospital site started moving in a direc-
tion away from that specified in the Project Charter. They
started to design a solution that was much more technical
than originally planned for (as articulated in the Charter),
budgeted, or needed. The IT staff at the client site felt that
since they had the budget and the go ahead to implement this
large medical application, it was theirs to “own” as it related
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to the development of the system. As members of the IT
group learned more about the latest technology available
from my company and providers of other hardware for the
computer room, they started layering more and more ad-
vanced technology into the system design. From what lim-
ited view I had, I saw that this additional technology really
added little or nothing to the end user environment. I was
not sure where the IT department was going, so I put this in-
formation away in my “yellow flag” file to closely monitor.

The system’s client at the client hospital site—the area
managers—however, became concerned as well. When an
interview by the IT department took a turn toward the ultra-
technical, and the area managers started answering ques-
tions about technical needs that they knew for sure they did
not have, they became concerned. After the interview, a rep-
resentative of the area managers followed up with the IT
manager. The IT manager checked with me and I expressed
the same concerns as the client. The IT manager realized im-
mediately that the IT group focus had to be redirected.

Rather than confront the IT technical staff, the IT man-
ager instructed them to shadow hospital workers to under-
stand their jobs and the requirements. In this way, the IT
technical staff would see firsthand what the true system and
other equipment requirements were. After this exercise, the
IT technical staff came back with a solution that was more in
line with the original system requirements. The project man-
ager debriefed the team when they returned. Together, they
“discovered” the potential misdirection and quickly redi-
rected the project. The IT manager did not have to resort to
chastising the staff for making a wrong turn, but rather gave
them the opportunity to correct their own missteps—with-
out losing credibility.

To make sure this did not occur again, the IT manager
inserted additional checkpoints into the project process.
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Hospital group meetings were held on a more frequent basis
to validate findings and get the end user to buy in before
moving forward.

I took a lot away from that experience. From my perspec-
tive as a team member, I have a management responsibility
as well. I could have gone to the IT manager with my concern
right away. Instead, because I was a peripheral player, I chose
to wait to see if a more significant player would raise the
issue—you always want to make sure you understand and re-
spect the “chain of command” as it relates to noncritical is-
sues. In this case, I did not see these early missteps as critical
(yet) and waited to see if the natural course of events would
play out. In this case, they did and the situation was resolved
when the area managers brought this issue to the project
manager ’s attention. However, at some point, if the condition
persisted, it would have been my job to make the project
manager aware of what was going on.

From the IT manager ’s perspective, she had a number of
different ways to handle the “wrong turn” that the inexperi-
enced, technically awed IT staff had made. She chose to give
them the opportunity to recognize their own mistake. She
did not put them in a position whereby they lost credibility
with their clients. Instead, they resolved the problem on their
own and as a result of the experience, they emerged as
stronger professionals.

P.S. Oh, by the way, the project ended on time and on
budget.

DEBORAH Z. FARMER

J. J. Wild
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C H A P T E R  8

The Management Part of
Project Management

Simply stated, it is the project
manager ’s responsibility to make sure that the project is delivered—
period.

So far, we have focused pretty pointedly on the technical aspects
of project management. One of the primary keys to the success of a
project, however, is not technical. It is, rather, the way that all of the
individuals associated with the project work together toward the
common goal of getting the project completed. Not only as a project
manager must you juggle all of the ongoing work, but in addition to
that you have to manage all of the people-related issues that are in-
volved when you get any group of individuals together. That can
prove to be very challenging.

You have been put in charge of a project. Now what? You have
proven that you are very good at what you do—that’s why you have
been chosen to lead the project. But chances are that the skills re-
quired for your technical work are only a partial list of those skills
required to be an effective project manager.
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TIP

Look at every project management assignment as a professional develop-
ment opportunity. Identify skills that you want to develop during the course
of leading your project to success.

You have the dual challenge of not only leading a successful proj-
ect (which benefits the organization), but also the opportunity to de-
velop your own professional skill set (which benefits you and your
career). Yes, we all know the textbook definition of management as
planning, organizing, leading, and controlling (if unfamiliar with
these concepts, pick up any basic management textbook). However,
what does this mean as it relates to project management?

Skills and Qualities Required of a Project Manager

A good project manager needs to exhibit a number of skills and qual-
ities. While you probably have developed most (if not all) of these
skills and qualities, you will want to identify two or three that you
want to develop further during the course of the project. For example,
these skills and qualities might include:

• Visionary leadership: Project team members, clients, and end
customers will develop confidence in a successful project out-
come when it is lead by a project manager who can create, com-
municate, and live a project’s vision. A project leader with vision
will help all those associated with the project feel ownership in
the process of bringing the project to life and the delivery of the
project’s finished product.

• Communication: There are a number of roles associated with a
project. Each role has a corresponding portfolio of information
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that it needs and shares with others associated with the project.
Managing the communication of this information through the
network of relationships, while at times can be challenging, is a
very important activity that needs to occur. A project manager
needs to be able to communicate with people on the project deliv-
ery team, the clients, and many others both within and outside
of the organization (e.g., suppliers, industry and user groups,
and government entities). He or she needs to articulate clearly
the needs of the project as it relates to the project’s goals, indi-
vidual and group responsibilities, and performance expecta-
tions. He or she needs to be able to communicate clearly both
positive (the easy part) and negative (the not-so-easy part) feed-
back to make sure the project stays on track. The successful proj-
ect manager will have a strong command of both written and
oral communications.

• Negotiation: Negotiating skills are important to secure and retain
project resources. The successful project manager needs to make
sure he or she maintains the proper perspective about his or her
project. It is very easy to think that the sun will not rise or set
based on the outcome of an individual project, but the good proj-
ect manager must recognize the need to complete that project
within the larger organizational perspective. While some have a
more natural aptitude toward negotiating, negotiating itself is
made much easier when the project manager has developed and
articulated a strong vision around the project itself.

• Problem solving: You can be sure you will encounter myriad
problems on your project. Some you will have seen before, some
not. Some that are easy, some not. Some that you will need to
solve by yourself, some where you can reach out to either your
team or other trusted colleagues not involved with the project.
Given the range of problems you will encounter, you will need
to be able to sort through the problems that arise and determine
the potential impact of that problem. The Problem-Solving
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Figure 8.1 Project-Solving Impact Tool. © Copyright 2007 Pamela McGhee and

Peter McAliney.
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Impact Tool illustrated in Figure 8.1 is a simple decision tree
that offers you a quick way to sort and prioritize problems as
they arise.

• Integrity: As project manager, you are under many microscopes—
team members, clients, stakeholders—your behavior will set the
ethical tone for the project. You will be judged by your actions,
not your words. You will find yourself in many tight spots along
the way, but you need to always remember that a small compro-
mise to your integrity in the short term may tarnish your overall
integrity as project manager in the long run. Follow the New York
Times rule—if you do not want to see your action on the front
page of the New York Times, then you probably should not do it!

• Calm under pressure: There will be plenty of occasions when you
will need to exhibit calm under pressure. Your actions are viewed
under those microscopes, so it is important to give the appear-
ance that you are on top of the situation (even when you are not!).
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Avoid knee-jerk reactions, especially the quick e-mail dashed off
clouded in an emotional fog. Sometimes—if the situation al-
lows—you will want to apply the “24-hour rule,” which, simply
stated, means waiting 24 hours before responding in any fashion.

• Team orientation and delegation: As noted, you were selected to lead
the project because you demonstrated certain skills and qualities.
Often, these were exhibited by you as an individual on a team.
There are two things you need to remember. First, you are now the
project manager and your job is not as an individual contributor of
a specific piece of the project but rather your responsibility is to
make sure all of the moving parts work together. Second, just as
you will be developing professionally in certain areas on the proj-
ect, so, too, will your team members. It might eat you up inside to
see someone not doing as good a job as you would in a particular
facet of the project, but your job is not to go in there and do it your-
self but rather take the time to coach the individual so he or she
can grow professionally in this particular area. You have to feel
comfortable delegating.

TIP

You don’t always know team members very well when starting a project.
Hence, when delegating work on a project, start with small tasks to determine
how well team members perform on delivering the required work. If they ex-
perience difficulties, take the time to coach them. This will benefit the project
in the long run. As you gain confidence in their abilities, you can delegate more
and larger tasks with a comfort level that the work will be completed.

• Consistency: You need to be consistent in the way you manage
problems; deal with interpersonal issues; and treat your team
members, clients, and others associated with the project.

• Empathy: Similar to consistency, you must exhibit empathy
to those involved with the project. As much as you would like to
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think that your project is the only thing your team members and
clients are involved with, it is not. For you, as project manager,
this might be the case. You need to respect that they have other
responsibilities outside of the project. Exhibiting empathy often
runs side by side with flexibility (see next point).

• Flexibility: Yes, you have a project plan to which you need to
adhere. However, as contradictory as it sounds, you also need to
be flexible. You need to be able to make trade-off decisions
that ameliorate needs that are not directly related to the project
(e.g., a colleague needs to “borrow” a resource for a short period
to work on another project). When exhibiting flexibility,
you need to make sure that you clearly specify the parameters in-
volved. This will assure you that you can be flexible while at the
same time not sacrifice the overall success of the project.

• Follow through: If you tell someone you are going to do some-
thing, then make sure you do it. It is important for the project
that you continually instill confidence for all the key players.
Lack of follow through will erode this confidence, having a dev-
astating effect on the project.

• Application-specific competence: Believe it or not, this is not a nec-
essary skill a good project manager needs to have—at least ini-
tially. A good project manager needs to develop an understanding
of the underlying application area—whether it is technical (e.g.,
software, aerospace, telecommunications) or nontechnical (e.g.,
trade show, construction, real estate development)—but does not
necessarily have to be a content expert in the underlying applica-
tion at the inception of the project. If a project manager possesses
the other skills listed here, he or she will be able to provide the
“glue” necessary to bring a project in on time and on budget. The
project manager will be able to pick up the application-specific
competence along the way.

Whether you’ve managed projects before, or this is your first
time managing a project, you will want to conduct a self-inventory of
these skills and qualities.
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TIP

When conducting a self-inventory of your skills and qualities that are re-
quired for successful project management, be hard on yourself. It is better
for you to overcompensate in a specific area than undercompensate—un-
dercompensating will compromise the confidence you will need to lead a
successful project. Find a mentor—preferably outside your organization—
to help you refine your self-inventory.

No one can say that he hasn’t made mistakes in the past that
need either to be rectified or that he does not want to repeat. You
might assert, “Of course I have integrity!” But you have to put the proj-
ect in the context in which it will be delivered. Perhaps you personally
have integrity, but the department you are working in has had diffi-
culty in the past—perception is reality. You may have to reestablish the
integrity of the department because of problems in the past. After com-
pleting your self-inventory, select two or three areas you want to focus
on as professional development areas.

The Skills and Qualities Self-Inventory is one way to obtain a
snapshot of your self-evaluated skills and qualities as they relate to the
project (remember the integrity example mentioned earlier). In Fig-
ure 8.2 we show a Skills and Qualities Self-Inventory completed by a
project manager.

If you were a mentor, what areas would you recommend this
project manager focus on during the project?

The Stakeholder Analysis Revisited

We talked extensively about the clients, sponsors, and other stakeholders
earlier (see Table 6.6) when we were discussing the development of the
Business Case, project buy-in, and clarification of needs and wants. Not
only is the stakeholder analysis a technical tool used during the planning
stage to determine the scope and work activities, but it also serves a
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Figure 8.2 Skills and Qualities Self-Inventory. © Copyright 2007 Pamela

McGhee and Peter McAliney.
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major role in the Executing stage. In Execution, stakeholder analysis
helps you organize your thoughts as a project manager about with
whom you will communicate throughout the life of the project. While
the technical component of the project at first glance appears to be the
toughest part of the project, it is often managing the social aspects of
the project—the people—that is the toughest.

Who Are You Really Managing?

The short answer is that you are managing more people than you
think.
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A priori, you have some relationship with all of the stakeholders,
from no relationship at all to strong relationships that may have been
developed over many years. In addition to the relationship you have
with each individual associated with the project, individuals all have
their own aspirations, skill sets, aptitudes, communication styles,
learning styles, and motivations. What may be important to one may
not be important to another. The more you know about the individu-
als’ aspirations, skill sets, aptitudes, communication styles, learning
styles, and motivations, the better you will be able to manage their ex-
pectations and contributions to the project.

At a very high level, you are managing your project team, your
management team, your stakeholders, your clients, and your vendors.
For each of these stakeholder groups—and individuals within each
group—you will want to develop an overall picture of what “stake”
each has in the project. The Individual Communication Plan (Table
8.1) can help you find out what makes each of the stakeholders tick.

You will probably want to try to fill out the Communications Plan,
first, by yourself. Some of the categories are not relevant for all stake-
holder groups (e.g., it is not that important to know the learning style
for a vendor who is supplying you with a small item). You can also fill
in some of the answers in the Plan—especially those that relate to your
project team—by distributing a questionnaire or an online survey.

Once you have completed your initial pass at the Communica-
tions Plan, you probably will want to “road test” it with someone.
Actually, you will want to road test it with more than one individual.
Your choices here might be your mentor, a trusted colleague, a sen-
ior manager—anyone you feel can help you refine this very valuable
information.

You will want to review portions of the Communications Plan
(Table 8.1) with your project team.

TIP

Each project should serve as a professional development opportunity for
each of the members of your team.
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You will also want to find out what history exists between the in-
dividuals represented in the Stakeholder Chart (refer to Table 6.6 on
pp. 154–155)—forewarned is forearmed. Do any of the individuals
have a negative history? Do any of the individuals have a positive his-
tory? You want to know both, because in the former situation you
want to avoid any potentially damaging conflicts and in the latter you
want to take advantage of any leverage that you can employ right
away. The more you know about the individuals associated with the
project, the higher the likelihood of ultimate project success.

You will need to update the Individual Communication Plan as
the project progresses through the different stages as players come
and go. During the course of the project life, the nature and extent of
the relationships between and among the different roles will mani-
fest themselves in many different ways.

How Do You Manage

Once you have completed the initial stakeholder analysis, you can use
the Stakeholder Chart (Table 6.6 on pp. 154–155) to determine the
best way to manage all the stakeholders associated with your project.
As a project manager, you are managing upward, downward, and lat-
erally. Each requires a different style of management.

Here are some of the considerations that will guide you in man-
aging the different stakeholders on the project:

• Importance this project: How important is this project to each of
the stakeholders?
—Stakeholders considered: Project team, company managers,

clients, vendors

—Very often different stakeholders place a different level of im-
portance to the project as it relates to other work in which they
are involved. Knowing what priority a stakeholder places on
your project will help you manage expectations.
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• Percent this project: What percent of the stakeholders’ time is de-
voted to this project?

—Stakeholders considered: Project team, clients, vendors

—For stakeholders with a small percent of time devoted to
your project, you need to be cognizant of their other com-
mitments so that when you reach the invariable crunch
times, you frame your request for their time in a manner that
is respectful of their other commitments.

• Skill sets: What skill sets does each stakeholder bring to the
project?

—Stakeholders considered: Project team, clients

—Having an appropriate awareness of your project team and
client team skill sets is important to help you manage your
expectations.

• Aspirations: How will this project experience serve each stake-
holder ’s longer-term goals?

—Stakeholders considered: Project team, company managers,
clients, vendors

—Each stakeholder has a continuum that defines his career.
Your project is one point of that continuum. The more you
know about how each stakeholder views your project in his
personal continuum, the more likely you will be to have him
contribute the most he can to the project.

• Communications style: What is the preferred communication
style of each stakeholder—how does she like to communicate?
—Stakeholders considered: Project team, company managers,

clients, vendors
—It is important to know how individuals like to communicate.

Some are verbally oriented and like to discuss things in person
and on the phone while others are more visually oriented and
like to read memos, e-mails, and reports. Knowing this in ad-
vance will help you allocate your time.
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• Learning style: What is the preferred learning style of each stake-
holder—how does he or she like to learn?

—Stakeholders considered: Project team, clients

—Each project represents a learning opportunity for all involved.
You as a project manager, however, need to be acutely aware of
the learning styles of those who are “in the trenches” complet-
ing the work on the project—that is, your direct project and
client team.

TIP

To learn more about learning styles, look to the frameworks established by
Kolb, Gardner, and Dunn & Dunn. Additional areas to consult would be the-
ories on life-long learning, learning literacy, and continuing education.1

• Motivation: What makes each stakeholder tick?

—Stakeholders considered: Project team, company managers,
clients, vendors

—As a project manager, you need to inspire individuals on your
work team to exert high levels of effort to achieve the project’s—
and ultimately the organization’s—goals.

Armed with this individual stakeholder information, the more
general stakeholder analysis, the Strategic Communications Plan,
and the Operating Communications Plan, you now have the tools to
manage all facets of communications on the project.

Team Life Cycle

As project manager, you will be assembling your team. Your team, as
we acknowledged earlier, is not only your immediate project team,
but also includes, in varying degrees, vendors, clients, and company
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managers (i.e., the project stakeholders). It would be wonderful if we
were able to select everyone that is on our team, but we know that
usually is not the case. To configure the individuals who have been
assigned to the project team into a true project team, you must go
through a standard life cycle of forming, storming, norming, per-
forming, and adjourning.2 Different management styles are required
in each of the defined phases.

Forming

Forming is the first phase. Before a team forms, individuals will have
a varying level of familiarity with the other team members (from no
familiarity to having worked closely together in the past). The team
has to get to know each other and they will jointly discuss what the
specific project is about, what the context of the project is, and what
potential challenges might exist. They will discuss their objectives
and goals both individually and as a team. They will discuss how they
want to address the work.

Team members tend to be quite polite and civil to each other
in the forming stage. They tend to be individually focused at this
point and it is unclear to the project manager what motivates each
of the team members. As the team forms, it is often helpful to share
the Team Life Cycle model with the team members so they are
aware of the journey they will be taking together. From a project
management persepctive, you will want to be directive in your man-
agement style in the forming stage. You want to make sure all of
the individuals joining the team start off by being pointed in the
same direction.

Storming

Storming is the second phase in the Team Life Cycle. In this phase, in-
dividuals start to assert themselves and try to establish the best pos-
tion for themselves in the team. As such, it can get quite contentious.
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Differences of opinion emerge and team members confront each other
on their respective positions.

TIP

By opening up the vocabulary of the Team Life Cycle to your team during
the forming stage, you can avert disaster in the storming stage. If storming
occurs, encourage team members who are not in the middle of the storm
to work through calming those who are. This can potentially avoid a disas-
trous situation.

Storming, while sounding nothing short of disastrous, is a neces-
sary stage in the Team Life Cycle. While a team is storming, all of its
energies are directed at the unproductive activity of the internal
storm—not working toward completing the project goal. Similar to the
way an individual emerges from a period of hardship stronger, a team
will emerge stronger when it emerges from the storming phase—if it
emerges from the storming phase. A more seasoned team of individu-
als has a much higher probability of passing through the storming
phase in a short period of time. From a project management perspec-
tive, you still want to be directive in your management style as you help
team members navigate the rough waters of the storming stage.

Norming

Norming is the third phase. During norming the team starts to work
as a team. Productivity begins to increase because individuals have
worked out how they will work together. Routines are established and
territories will have been marked. Trust begins to be established and
this, in turn, will increase individual motivation toward accomplish-
ing the goal of the team.

As project manager, you need to be on the alert that teams do not
become too complacent during the norming phase. If so, they may en-
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gage in counterproductive activities such as group think and “analy-
sis by paralysis.” The management style you want to exhibit during
norming is participative—you have developed a trust that your team
has taken responsibility for parts of the project that they have taken
ownershiip of. You rely on them as professionals to get the job done.

Performing

Performing is the fourth stage. It is in this stage when productivity is at
its greatest. Team members are interdependent, are motivated, and
know exactly what they—and their teammates—need to do to be suc-
cessful as a team. Team members have exhibited their abiltiy to make
independent decisions for the good of the team so artificial decision-
making hurdles have been eliminated. Project managers display a par-
ticipative mangement style in the performing stage.

Adjourning and Transforming

Adjourning and transforming is the fifth and final stage. It corre-
sponds to the Project Close. In addition to closing the project from a
technical perspective, the project manager should take the time dur-
ing this phase to review her own profesional development goals and
those of her team. Here, the project manager exhibits a transforma-
tional management style.

TIP

As project manager, you mustn’t get too complacent about your team.
Teams can move backward through the Team Life Cycle, especially when
new members join the team or there is a change in key personnel in one of
the stakeholder groups.

Figure 8.3 shows the associated productivity of a team during
the Team Life Cycle.
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Figure 8.3 Productivity during the Team Life Cycle. © Copyright 2007

Pamela McGhee and Peter McAliney.
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A project team in essence is a work team. As such, the goals of the
project team will be accomplished through the collective perfor-
mance of the team. There will be created, as the team goes through
the Team Life Cycle, a collective synergy that allows the team to ac-
complish more than the individual parts if added up. Accountability
will be both individual and mutual because it is the team that delivers
the end product. Skills on the team will be complementary, thus en-
abling individuals to both contribute from their area of expertise
while at the same time learn other skills from their team members.

There are four types of team structures that can be employed in
project management:

1. Hierarchical structured team: A hierarchical structured team is
usually organized along functional lines (Figure 8.4). Here your
role as project manager is very clear because issues such as au-
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thority, decision making, leadership, and interactions among
team members are very clear. This kind of team is usually only
applicable to projects with a relatively narrow scope.

2. Matrix structured or project matrix team: A matrix structure team
involves lines of authority from at least two areas (Figure 8.5).
These areas could be functional, geographic, business unit, or end
user customer. Managing a matrix team presents challenges for a
project manager in that he or she must often time share a resource
with others. Additionally, if the project manager is not responsible
for the individual’s performance review, he or she may exert less
control on a project team member.

3. Tiger team: A tiger team is a virtual team that remains in its
home organization (Figure 8.6). They come together to work on a
particular project while still carrying out responsibilities in
their home organization. While the strength of a tiger team is the
vast number of skills and perspectives that are brought to a proj-
ect, it is a difficult team to manage for similar reasons that are
associated with the matrix team.

4. Skunk works: A skunk works team draws individuals from differ-
ent parts of the organization and separates them out of the

Figure 8.4 Hierarchical Team Structure. © Copyright 2007 Pamela McGhee and

Peter McAliney.
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Figure 8.5 Project Matrix Team (a) Matrix Structured (b) Project
Structured. © Copyright 2007 Pamela McGhee and Peter McAliney.
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mainstream (Figure 8.7). This works well in addressing projects
that are not in the company’s main line of work. A skunk works
team has the potential to take longer to go through the Team Life
Cycle than other kinds of teams but is very powerful once it
emerges from the storming phase.

Note on Politics

Politics exist in any organization. Because as a project manager you are
managing up, down, and laterally, your ability to navigate the political
quagmires both within and across organizations is an essential skill
you must master. You will want to keep this in mind as you develop your
Strategic Communications Plan. You will want to determine who your
allies are and what you need to do to support your allies.

Figure 8.6 Tiger Team. © Copyright 2007 Pamela McGhee and Peter McAliney.
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Figure 8.7 Skunk Works. © Copyright 2007 Pamela McGhee and Peter McAliney.
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Similarly, you will need to identify those who may provide resist-
ance to completing your job. For these individuals (often called nega-
tive stakeholders), you will need to make a determination if you will
be able to turn them into allies or settle for knowing that there is
nothing in your control to convert them. If an individual falls into the
latter category, you will want to develop strategies to neutralize the
influence he or she has on key decision makers and stakeholders as-
sociated with the project.

Conclusion

Managing a project team requires attention to the technical details of
the project as well as the “care and feeding” of the different stake-
holder groups associated with the project. It is as important to keep
the goal of the project first and foremost as it is to make sure that you
remain attentive to all of the vagaries associated with the process of
completing the project. There are technical elements and there are so-
cial elements—you need to make sure both are addressed in order to
ensure your success.

Notes

1. Dunn, R. S., & Dunn, K. J. (1979). Learning styles/teaching styles:
Should they . . . can they . . . be matched? Educational Leadership, 36(4),
238–244; Gardner, H., & Hatch, T. (1990). Multiple intelligences go to
school: Educational implications of the theory of multiple intelligences.
(Technical Report No. 4). New York: Center for Technology in Educa-
tion; Kolb, D. A. (1984). Experiential learning: Experience as a source of
learning and development. Engelwood Cliffs, NJ: Prentice Hall.

2. Tuckman, B. W. (1965). Developmental sequence in small
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REAL LIFE EXPERIENCES FROM THE TRENCHES

VIGNETTE 8—The Early Bird Gets the Worm

A billion-dollar project to design and build a Saudi Arabian
defense system had been canceled due to poor project man-
agement and delivery. The next contender—a contractor—
would need to convince the overseeing body, the U.S. Air
Force, that they could deliver the project under an acceler-
ated schedule. To sweeten the deal, the Air Force and the
Saudi government threw in a $50 million bonus for deliver-
ing the project ahead of schedule. On the downside, deliver-
ing the project late could result in liquidated damages for as
much as $50 million. The Saudi project became the most im-
portant project in the corporation.

The project manager was well liked and respected by
both senior management and the staff. A slowdown of proj-
ect starts in this particular division of the corporation en-
abled him to handpick talented staff for the project.
Unfortunately, the team had a problem similar to that of the
U.S. Olympic Basketball Team—many stars but not quite a
team. In an early staff meeting, one of the engineers on the
project complained, “these projects would be easy to manage
if we could just eliminate the people.” The project manager
had his work cut out for him.

With over 500 people working on the project, there was a
constant stream of people issues to deal with including get-
ting “big” personalities to work together, replacing or back-
ing up individuals who had personal problems, key players
being removed from the project at critical times to support
other projects, and dealing with infighting among staff
members. Clearly the project manager could not deal with
all of the people issues on a personal basis, but he wanted to
ensure that people issues were dealt with well and that he
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would be accessible to support all areas of the program to
deal with both technical and organizational issues. The proj-
ect manager instituted a meeting process that fit the bill, the
daily “Early Bird” meeting.

Every morning at 7:30 A.M. all of the project manager ’s
direct reports and staff attended a 30-minute meeting called
the “Early Bird.” At this meeting, all of the key issues and ac-
tions were discussed in a staccato style. The meeting was at-
tended by a little more than a dozen people. It ended
promptly at 8:00 A.M. A critical point of the meeting was near
the end when the project manager would ask every individ-
ual—one at a time—whether he or she had any issue that
needed to be discussed or brought to the project manager ’s
attention. “No surprises” was the hallmark of the project
manager ’s management style and the project. The entire
management team quickly came to realize that this was the
meeting that created the cohesion across the project. People
issues were dealt with head-on in these meetings. A tribute to
the project manager, the all-star team jelled quickly and fol-
lowed the project manager ’s keen leadership.

In retrospect, the “Early Bird” meeting seems so simple
a solution to getting a team on track for people issues. In set-
ting a tone and energy level every morning while enabling an
open communication at the beginning of each day across all
functions, the project team went on to deliver what the Air
Force deemed “the most successful program in Air Force his-
tory.” With demonstrated leadership and people skills, the
project manager went on to become the CEO. The “Early
Bird” was adopted as a standard meeting for all projects.

BRIAN HAGEN

Strategic Capabilities, Inc.

mcgh_c08.qxd  5/16/07  2:11 PM  Page 212



213

A F T E R W O R D

We hope that this slim volume
has helped bring some order and simplicity to project management
for you.

Our templates are available, free of charge, on the web at
http://www.painlessprojectmanagement.info. We update our tem-
plates from time to time, so visit us often at our site.

PAMELA MCGHEE and PETER MCALINEY
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Template 1
Project Context Diagram

Inputs Outputs

Organizational Domain
• Business Areas
• Other Projects

Sponsors
Stakeholders
Clients
End Consumer

Sponsors
Stakeholders
Clients

Project
• Goals
• Objectives
• Requirements
• . . .

P R O J E C T

D O M A I N
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Needs and Wants Template
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Business Case Outline
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The Integrated Project Plan (Short Version)
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Project Charter Template
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Template 6
A WBS Can Be Oganized by Work Cycle

Project
Build a Plant

Phase 1
Concept

Phase 2
Design

Phase 3
Engineering

Phase 4
Construction

Phase 5
Equipment Fit

Phase 6
Test and Refit

Template 7
A WBS Can Be Organized by Content or Subject Matter

Invite

Transport

Set up

Coordinate

Host

Project
Throw a Party

Planning and
Supervision

Dinner
Room and
Equipment

Guests Staff Entertainment

Planning

Budget

Disbursement

Coordination

Menu

Shopping List

Shopping

Cooking

Serving

Site/Room

Table/Chairs

Table Settings

Decorations

Other
Equipment

Guest Lists

RSVPs

Name Tags

Special
Requests

Shoppers

Cooks

Servers

Hosts

Cleanup
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Template 8
A WBS Can Be Organized According to Deliverables

Project

Planning and
Supervision

Project
Management

Data
Management

System
Testing

SoftwareHardware
System

Engineering
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Template 9
A Leveled WBS

Project

Work Assignment or
Task or
T to the 1st Level

Activity or
Sub Task or
T to the 2nd Level

Task or
Sub-sub Task or
T to the 3rd Level

Sub-sub-sub Task or
T to the 4th Level

1.0

1.1 1.2

1.1.1 1.1.2

1.
1.
1.
1

1.
1.
1.
2
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Work Breakdown Structure
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Gantt Chart Showing Calendar Duration
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Stakeholder Analysis Chart
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Step 1 Risk Identification Chart
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Sample Responsibility-Accountability Map
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Stakeholder Chart—Strategic Communications Plan

© Copyright 2007 Pamela McGhee and Peter McAliney. To customize this docu-
ment, download it to your hard drive from www.painlessprojectmanagement.info.
The document can then be opened, edited, and printed using Microsoft Word.

mcgh_z02bapp.qxd  5/16/07  2:19 PM  Page 228



229

mcgh_z02bapp.qxd  5/16/07  2:19 PM  Page 229



230 APPENDIX

Template 16
Elevator Report
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Change Request Form
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Individual Communication Plan
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Accountability:
project manager, 8
responsibility-accountability map,

137–139
Accounting close, 184
Act (P-D-C-A cycle), 182–183
Activities:

in project stages (project f low
diagram), 6

work assignments broken into, 86, 89
Adjourning/transforming stage, team

life cycle, 205
Appendices to Project Charter, 122
Application-specific competence,

project manager and, 19–20, 194
Approvals, in Project Charter, 117–118.

See also Sign-offs
Archiving project documentation, 184
As-is analysis, 58, 75, 78, 80
Aspirations, stakeholder, 201
Assumptions, project, 72–73, 119
Authority/responsibility, project

manager and, 8

Baseline plan/budget, 22, 98, 149
Baum, Stephen H. (Vignette 5), 124–125
Benchmarks, time estimates and, 140
Beta curve distributions, 88, 146
Blogs, 184–185
Blue Chip program, 27
Brainstorming, 122
Budget. See also Cost(s):

baseline, 22, 98, 149
estimates, early in project:

best case scenario of 30 percent
range, 21

WAGs (Wild A%# Guesses),
business case figures, 36, 41

issues, in vignette, 125
preliminary, in Project Charter, 122,

130
project manager role and, 7, 8
in sign-off package, 157
status reporting, 170–176

Burn rate, 171
Business Case:

bypassing/exceptions, 45–46, 52–53
clarity, level of (versus later stages),

61
developing, 32–42, 46

contents, 32–33
cost benefit analysis, 40–41
goals and benefits, 34
issue or problem to be

addressed/solved, 33
needs and wants, 34–36, 216
objectives, 34
outline, 45
preliminary project scope, 36–38
return on investment analysis

(ROI), 42
risk and impact, 38–40

examples of projects that would fail a
Business Case analysis, 49–50

function/benefits of, 30–32, 36
investigator (versus “project

manager”), 33
overview/introduction, 6
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Business Case (continued)
Project Charter and, 63, 118–122
project manager ’s need for, 32
rating effective of, 102
requirements and, 36
strategic alignment and, 43–44
validating/reviewing, 60
Vignette 3 (Why Go to the Trouble of

Developing a Business Case?—
White Paper: An Alternative to
the Business Case, by Neville
Turbit), 47–56

weeding-out function, 30, 31–31
Business context (position), 15
Business-related risks, 121
Business Systems Analysis and Design

(BSA&D), 19, 78

Calendar duration/Gantt Chart, 21, 57,
82, 93–98, 101, 149

Cash needs analysis, pro forma, 171
Celebrations, end-of-project, 183
Change(s), market/business, 7
Change(s), project:

Change Control Log, 100, 101
Change Control Mechanism, 21, 59
change management plan, 150, 157
change requests/orders, 6, 177, 178,

180–181
Change Review Board, 177
cost of, 98
Project Management Life Cycle

(PMLC) and, 18
status reporting, 162, 176–178
Work Breakdown Structure (WBS)

and network, 92–93
Check (P-D-C-A cycle), 182–183
Cheerleader, project manager as, 8
Client, defined, 4, 113. See also

Stakeholder(s)
Close, project (Stage 4), 6–7, 59,

102–103, 183–184, 205

College:
Vignette 2 (Project Management, an

Undergraduate’s Best Friend, by
Elaine Delos Reyes), 26–27

Vignette 4 (Putting the Project 
Life Cycle to Work in Higher
Education, by Lillian O’Reilly),
104–107

Communication. See also Status
reporting:

Elevator report, 162–170
Individual Communication Plan,

197–202, 236–237
mechanisms, 162, 163
operating communications plan, 150,

153–156
plan, 150–157
Project Charter, articulated in,

121–122
project manager role, 7, 8, 9
project manager skills, 190–191
project sign-off, 157
quality plan, 156–157
risk analysis and contingency plans,

156
Strategic communication plan,

150–155, 162, 228–229
tools:

FAQ list, 151–152
Gantt Chart, 96 (see also Gantt

Chart)
Project Context Diagram, 25
Project Estimating Funnel, 41–42
quick shift list, 151
virtual filing cabinet, 152

Communication style, stakeholder, 201
Completion. See Close, project (Stage 4)
Complex projects, 109
Conceptualizing (Stage 1), 6, 29–56

beginning the process, 29–31
Business Case, 6, 30, 32–42 (see also

Business Case)
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overview in project f low diagram, 6
project context, 24–25, 37–38, 45, 215
strategic alignment, 43–46
Vignette 3 (Why Go to the Trouble of

Developing a Business Case?: An
Alternative to the Business Case,
by Neville Turbit), 47–56

Consistency, project manager and, 193
Constraints, project, 65, 73–74, 120
Context:

agnostic (power of PMLC), 25
project, 24–25, 37–38, 45, 215

Contracts close, 184
Cost(s). See also Budget:

in Business Case, cost benefit
analysis, 40–41

direct/indirect, 172
estimating methods, 40–41
Gantt Chart and, 94
historical information about, 40–41
humorous anecdote (“Foveaux

Forecasting System”), 47–48
labor costs, 172
labor productivity and efficiency

ratios, 94–98
Needs and Wants figures, 34–36, 41,

216
Project Estimating Funnel, 41–42
in project management triangle

(project drivers), 22–23
of quality, 156
refining estimates, 142
sponsor/stakeholder early demand

for, 41
status reporting, 174, 175
tasks and (in WBS), 92
WAGs (Wild A%# Guesses), business

case figures, 36, 41
Cost Spreadsheet, 21, 82
Cost variance (CV) and cost variance

index (CVI), 175

Critical path analysis, 90–93, 144, 145,
148, 149

Critical Success Factors (CSFs), 65,
70–71, 119

Critical Success Measures (CSMs), 65,
71, 119

Dashboards, 184–185
Dates, project:

earliest finish date (EF), 147
earliest start date (ES), 147
latest finish date (LF), 147
latest start date (LS), 147

Decommission, 120
Definition of terms, 3–4
Delegating role/skills, 7, 8, 193
Deliverables:

breaking into smaller units or
subprojects, 134

Business Case as first, 6, 30 (see also
Business Case)

end-product, 133
excluding, 137
intangible, 12
interim, 133, 137
internal/external, conducting Project

Close by, 102
ownership levels:

assists, 137
communications/FYI only, 137
participates, 137
responsible, 137, 138
sign-off, 137

by stage of project (overview
diagram, project f low), 6

Tasks Lists for producing, 139–140
Work Breakdown Schedule organized

by, 84
Work Breakdown Schedule as tool for

identifying, 133–134
Dell, Michael, 49
Delphi technique, 122–123
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Deming, Edward, 182
Dependency analysis, 90–91, 141

finish to finish, 141
finish to start, 141
start to start, 141

Disruptions, project, 162, 178–182
addressing, 179–182
mitigating, 179
prevention, 179
strategies for dealing with risk,

179–180
suffer it, 179
transference, 179

Distributors: Vignette 1 (The Birth of a
Project, by Peter J. McAliney),
11–12

Do (P-D-C-A cycle), 182–183
Documentation:

archiving, 184
reading, as planning activity, 78

Drivers, project
(time/cost/requirements), 22–23,
74–75, 131, 171

Earliest finish date (EF), 147
Earliest start date (ES), 147
Earned value analysis (EVA), 173–174
Efficiency ratios, 94–98
Effort:

estimating in, versus duration, 94
hours as recommended unit, 90
simple formula for task effort,

145–146
Elevator report, 162–170, 172, 185,

230–233
E-mail, 162, 163, 193
Empathy, project manager and,

193–194
Engineering, sample Work Cycle for, 19
Estimates/estimating:

duration, and critical path, 95–98
efficiency ratios, 94–98
in effort, 87–88, 96

historical information and, 40–41,
140

hours as recommended unit, 90
measuring confidence in, 146
most likely estimate, 87
most optimistic estimate, 87
most pessimistic estimate, 87
precision increasing with progression

through PMLC, 21–22
Project Estimating Funnel, 41–42
task effort formula, 87–88
20 hours of effort as Work

Assignment maximum, 86
27.5 hours of effort in 40-hour week,

93
Work Assignments/activities, 86
Work Breakdown Structure as as

first step, 86–89
Exclusions, 120
Executing and Controlling (Stage 3), 6,

99–101
activities list, typical, 100–101
change orders, 6
overview in project f low diagram, 6
stakeholder analysis and, 195–196

(see also Stakeholder(s))
status reporting (see Status

reporting)
Executive abstract, requirements

document, 80
Executive summary, in Project Charter,

118
Expectations, managing, 15, 61, 150,

170, 176–177
Expected time estimate (T), 145
External risks, 121

Facilitation, as project manager role, 7,
8

FAQ list, 151–152
Farmer, Deborah Z. (Vignette 7),

186–188
Finish-to-finish dependency, 141
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Finish-to-start dependency, 141
Flexibility, project manager and, 194
Float, 91–93, 147–148, 149
Flow, project, 6, 17. See also Project

Management Life Cycle (PMLC)
Focus meetings, 34
Follow through, project manager and,

194
Forced ranking technique, 123
Forming stage, team life cycle, 203
“Foveaux Forecasting System”

(humorous anecdote), 47–48
Fry, Art, 49
Funnel, project estimating, 41–42

Gantt Chart, 93–98
as communication tool, 96–97, 101
Cost Spreadsheet derivative of, 21, 84
critical path calculation and, 149
defined/overview, 21, 57
Executing Stage, use of during, 101
network turned into, 57, 93
in PMLC tool progression, 47–58, 82
purpose and uses of, 96

Gestalt, 89, 100
Goals, project, 34, 65, 68, 119
Governmental regulations, and

risk/impact, 40
Granularity, 40, 85, 87, 88, 89

Hagen, Brian (Vignette 8), 211–212
Helicopter Approach. See Iterative

“Helicopter Approach”
Hierarchical structured teams, 206–207
Historical information:

estimating and, 40–41, 140
Project Charter items, 122

Hours, as recommended unit, 90

Implementation/integration, project
scope and, 120

Individual Communication Plan,
197–202, 236–237

Industry life cycle stages, 119
Innovation, 48–50, 52–53
Insurance, 179
Intangible deliverables, 12
Integrated Project Plan (IPP), 62–64,

98, 102, 218
Integrity, 192, 195
Intervention policy, quality standards,

156
Investigator, Business Case

development, 33
Iterations:

critical path and, 92–93
Project Charter, 63–64
Work Breakdown Structure (WBS),

92–93, 133–137
Iterative “Helicopter Approach,” 128, 129

beginning project (“100,000-foot
view”): project f low stages, 5–7

diagram, 129
1st iteration (“5,000 feet,” high-level

view), 128–133
blocking into five to seven high-

level steps, 129
risk identification chart, 132

2nd iteration (“3,000 feet”), 133–144
costs revisited, 142
interim and end-product

deliverables, 133
ordering the tasks (network

diagram), 141–142
responsibility-accountability map,

137–139
risk revisited, 143
task lists, 139–140
Work Breakdown Structure (WBS),

133–137
3rd iteration (“1,000 feet”), 144–157

budget, 149
change management plan and

communication plan, 150–156
Program Evaluation Review

Technique (PERT), 144

mcgh_z03bindex.qxd  5/16/07  2:20 PM  Page 243



244 INDEX

Iterative “Helicopter Approach”
(continued)
schedule f lexibility, determining,

147–149
time estimates, calculating,

145–147
IT innovation, 50, 52–53

Java, 49

Kick-off meetings, 100, 123

Labor costs, 172
Labor requirements analysis, 122
Latest finish date (LF), 147
Latest start date (LS), 147
Learning style, stakeholder, 202
Lessons learned document, 6, 102, 

184
Logic diagram, 90–93. See also

Network diagram

Manage By Walking Around (MBWA),
101

Management of people-related issues,
189–212. See also Communication

politics, 209–210
skills/qualities required in project

managers, 190–195
stakeholder analysis, 195–202 (see

also Stakeholder(s))
team life cycle, 202–206
team types, 206–209

hierarchical structured teams,
206–207

matrix structured or project
matrix teams, 207, 208

skunk works, 207–209
tiger teams, 207, 209

Vignette 8 (The Early Bird Gets the
Worm, by Brian Hagen),
211–212

Management reserve, 22
Managers:

discipline-specific (functional) or
geographic, 113

project (see Project managers)
senior; role in Project Charter

creation/revision (in Vignette 1),
12–13

as stakeholders (see Stakeholder(s))
Market and business changes, 7
Marketing, project manager role, 8
Matrix structured or project matrix

teams, 207, 208
McAliney, Peter J. (Vignette 1), 11–13
Medical applications group: Vignette 7

(The Wisdom in Waiting, by
Deborah Z. Farmer), 186–188

Meetings, 34, 80, 100, 123
Method H, 56
Methodologies, project manager role, 8
Migration, production, 120
Milestones, block diagram, 133
Mission, corporate (defined), 118
Mission Statement, project, 43, 45, 66,

67, 118
Monitoring and Controlling aspects,

communications plan, 150. See also
Executing and Controlling (Stage
3)

Most likely estimate (Tml), 145
Motivation, stakeholder, 202

Name, project, 117
National Football League (NFL) “Blue

Chip” program, 27
Naysayers, stakeholders as, 75
Needs and Wants (Business Case),

34–36, 41, 68–69, 113, 216
Negotiating role/skills, 7, 8, 191
Network diagram:

creating, 90–93, 141–142
defined, 20, 142
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dependency analysis, 90–91
examples, 91, 142
float, 91–93, 147–148, 149
Gantt Chart developed from, 57,

93–98
iterations, 92
in PMLC tool progression, 82
Precedence Diagrams, 90, 147, 148,

149, 157
in sign-off package, 157

Nominal group technique, 123
Norming stage, team life cycle, 204–205
Nouns versus verbs, in WBS, 134
Numbering schema/coding structure,

WBS, 85, 135, 136

Objectives, project, 34, 65, 69–70, 71,
119

Operating communication plan, 150,
153–156, 162

Opportunity costs, 172
Optimistic estimate (To), 145
O’Reilly, Lillian (Vignette 4), 104–107
Organizational culture, 64
Organizing, as project manager role, 7,

8
Outlining rules, 136
Oval within oval problem-solving tool,

182
Overhead, in 40-hour week, 93
Owner, defined, 4
Ownership of deliverables, levels of, 137

Partner-related risks, 121
P-D-C-A (plan-do-check-act) cycle,

182–183
People. See Management of people-

related issues
Percent complete, 176
Percent spent, 176
Percent this project, stakeholder

analysis, 201

Performance appraisals, project, 184
Performing stage, team life cycle, 205
Personal time, 94
Persuading, project manager role of, 7, 8
PERT (Program Evaluation and Review

Technique), 88, 90, 144
Pessimistic estimate (Tp), 145
Phases. See Project stages
Plan (P-D-C-A cycle), 182–183
Planned progress, status reporting and,

170–176. See also Status reporting
Planning (Stage 2), 6, 57–63. See also

Project Charter; Work Breakdown
Structure (WBS)

As-Is analysis and, 78
baseline plan/budget, 22, 98, 149
big picture, 57–59
Business Case validation, 60
cash needs analysis, 171 (see also

Budget; Cost(s))
communication plan, 150–157

Individual Communication Plan,
197–202, 236–237

operating communications plan,
150, 153–156

Strategic communication plan,
150–155, 162, 228–229

components/deliverables, 6, 61–62
efficiency ratios, 94–98
Integrated Project Plan (IPP), 62–64,

98, 102, 218
overview in project f low diagram, 6
Project Plan, 6, 58, 61
quality plan, 156–157
requirements analysis, 79–81
risk analysis and contingency plans,

156
road map diagram, 62, 77
schedule:

calendar duration/Gantt Chart, 21,
57, 82, 93–98, 101, 149

dependency analysis, 90–91
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Planning (Stage 2) (continued)
f loat, 91–93, 147–148, 149
network, 20, 57, 82, 90–93,

141–142, 157
stakeholders, sponsors, clients, 75–76
team formation, 61
Work Breakdown Structure, 57,

81–89 (see also Work Breakdown
Structure (WBS))

Work Cycle and, 58
PMI’s PMBOK, 15
Politics, 33, 209–210
Post-it notes, 49
Post Mortem (Project Close, Stage 4),

6–7, 59, 102–103, 183–184, 205
Precedence Diagrams, 90, 147, 148,

149, 157. See also Network diagram
Pressure, 24-hour rule for dealing with,

193
Probabilities, assigning

(low/medium/high), 144
Problem-Solving Impact Tool, 191–192
Problem solving skills, project manager

and, 191–192
Problem to be addressed/solved,

clarifying in Business Case, 33
Process, managing, 7
Process Flows, 78
Productivity:

efficiency ratios, 94–98
team life cycle and, 206
27.5 hours of effort in 40-hour week,

93
Product/service, defined, 4
Professional developmental

opportunity, 189–190, 197
Professional Project Manager, 19
Program Evaluation and Review

Technique. See PERT (Program
Evaluation and Review Technique)

Progress reporting. See Status
reporting

Project(s):
definition of, 3–4
healthy versus unhealthy, 15
management (see Project

management)
restructuring, 7–8
strategic alignment of, 44
weeding out bad ones, 30–31

Project Charter, 63–75, 111–123
alternative formats, 65, 115, 116, 219
appendices to, 122
approvals, 117–118
assumptions, 72–73, 119
budget, 122, 130
Business Case and, 63, 116, 118–122
“chartering” as verb form, 125
communications and reporting,

121–122
constraints, project, 73–74, 120
corporate mission, 118
Critical Success Factors (CSFs),

70–71, 119
Critical Success Measures (CSMs),

71, 119
drivers (project management

triangle), 74–75
elements defined, 115–118
estimating range benchmark after

drafting of, 21
examples, We See It Better company,

66–76
exclusions, 120
executive summary, 118
goal, project, 68, 119
Integrated Project Plan (IPP), 62, 64,

98, 218
iterative approach, 63–64, 130
labor requirements analysis, 122
large/complex projects, 111, 115,

118–122
Mission Statement, project, 66, 67,

68, 118
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Needs and Wants template, revisiting,
68–69

objectives, project, 69–70, 119
outline, sample, 115, 116
Project Management Life Cycle

(PMLC) and, 6, 57, 63, 82
quality, commitment to, 121
rating effectiveness of, 102
requirements analysis, 33, 58, 79–81
revision log, 117
risks, relevant, 72, 120
scope, project, 68–69, 116, 120
sign-offs, 76, 123, 127, 157
stakeholders and, 112–115, 121
table of contents, 116, 118
team structure, 121
template, 65, 219
tools for developing lists for items in,

122–123
Vignette 1 (The Birth of a Project, by

Peter J. McAliney), 11–13
Vignette 5 (The “Real” Process of

Developing the Charter:
Chartering, by Stephen H.
Baum), 124–125

“Yikes” moment after sign-off, 127
Project management:

ancient examples, 3
culture, 159–160
definition of terms, 3–4
f low diagram, 6
growth of/need for, 4, 10
inexperienced versus experienced

project managers, 1, 109
project f low, overview, 5–7
stages (see Project stages)

Project Management Life Cycle
(PMLC):

as communication tool, 25
context agnostic, 25
defined/overview, 4, 15, 16–17
as generic shell, 18

graphic representations of, 16, 17, 18,
30, 59, 63, 77

power of, 25
stages (see Project stages)
stakeholders and, 22
tools, 20–22, 82
variations, 15
Work Cycle and, 17–20, 23, 25 (see

also Work Cycle)
Project Management Office (PMO), 159
Project managers:

accountability, 8
application-specific competence/role,

19–20, 194
budget responsibilities, 7, 22
Business Case and, 32
calmness under pressure, 192–193
communications role/skills, 7, 9,

190–191
consistency, 193
defined, 4, 113
delegating role/skills, 7, 193
duties of traditional manager, 7
empathy, 193–194
flexibility, 194
follow through, 194
inexperienced/experienced, 1, 109
integrity, 192
negotiating, 7, 191
organizing, 7
overview, role/responsibility, 7–9, 

189
problem solving skills, 191–192
process, 7
professional development as, 189–190
project size and granularity, and, 1,

89, 109
requirements analysis process and,

22, 80–81
scope, project, 22 (see also Scope,

project)
self-inventory, 194–195, 196
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Project managers (continued)
skills and qualities required, 190–195
sponsor relationship, 62
team and, 7, 60, 193
time (schedule), 7, 22
visionary leadership, 190

Project Perfect, 47, 56
Project Plan. See Planning (Stage 2)
Project-related risks, 121
Project stages, 5–7

Stage 1: Concept, 6, 29–31 (see also
Business Case; Conceptualizing
(Stage 1))

Stage 2: Plan, 6, 57–63 (see also
Planning (Stage 2); Project
Charter)

Stage 3: Execute and Control, 6,
99–101, 195, 196 (see also Status
reporting)

Stage 4: Close, 6–7, 59, 102–103,
183–184, 205

Project team. See Team(s), project

Quality:
commitment to, in Project Charter,

121
cost of, 156
intervention policy, 156
metrics (Vignette 6: Project

Management: A Behavioral
Approach That Requires
Discipline, by Robert A. Wasson),
158–160

plan, 156–157
reporting, 182–183
standards, 156

Questionnaires, 78, 122–123
Quick shift list, 151

Radio Airtime Project, 134, 135, 136,
138

Rationale, project, 119
Real life experience. See Vignettes

Redundancy costs, 172
Requirements analysis:

As-Is analysis, 58, 80
checklist, 80
defining general business

requirements, 80
executive abstract, 80
involving stakeholders, 33, 80
meetings, 80
Planning Stage, 58, 79–81
Requirements Document appended to

Project Charter, 80
Research Development & Engineering

(RD&E), quality metrics (Vignette
6: Project Management: A
Behavioral Approach That Requires
Discipline, by Robert A. Wasson),
158–160

Reserve, management, 22, 99
Resistance, 210
Resources, managing, 7
Responsibility-accountability map,

137–139
Return on investment (ROI), 32, 42,

49–50, 54–55
Revision log, defined, 117. See also

Change(s), project
Risk:

Business Case, 38–40, 53–54
business-related, 121
contingency plan, 143, 156, 157
diversifying, 50–51
estimates and, 146
external, 121
identification chart, 132, 143, 226
partner-related, 121
probability analysis, 130–132
Project Charter, iterations, 65, 72,

120, 130–132
project-related, 121
risk/impact analysis grid, 39
scatter diagram, 40
sign-off package, 157
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sources of, 121, 130
of using f loat, 148

Road map, 5–6, 16, 59, 62, 77. See also
Project Management Life Cycle
(PMLC)

Scatter diagram of risks and impacts,
40

Schedule, project:
calendar duration/Gantt Chart, 21,

57, 82, 93–98, 101, 149
dependency analysis, 90–91
earliest finish date (EF), 147
earliest start date (ES), 147
efficiency ratios and, 94–98
estimating in effort and converting to

duration, 94
f lexibility, determining, 147–149
float, 91–93, 147
Gantt Chart, turning network into,

57, 93
latest finish date (LF), 147
latest start date (LS), 147
network, 20, 57, 82, 90–93, 141–142,

157
Precedence Diagram, 147
sign-off package, 157

Schedule variance (SV) and schedule
variance index (SVI), 175

Scientific method, sample work cycle, 19
Scope, project:

As-Is analysis and development of, 78
iterative definitions, 65
preliminary, 36–38
in project management triangle

(project drivers), 22–23, 74–75,
131, 171

statement of (in Project Charter),
68–69, 120

Work Breakdown Schedule and, 37, 81
Scope creep, 120
Service/product, defined, 4
Shelton, Robert D., 49

Sick time, 94
Sign-offs:

completion, 184
by key milestones, 98
ownership of deliverables, 137
project, 157
Project Charter, 76, 123
rule of thumb for timing of, 76
by stage, 98

Skills/qualities:
project manager requirements,

190–195
Skills and Qualities Self-Inventory,

195, 196
stakeholder analysis, 201

Skunk works, 207–209
Solution development, 120
Sponsor, project (defined), 4, 113. See

also Stakeholder(s)
Stages. See Project stages; Team life

cycle
Stakeholder(s):

analysis, 75–76, 112–115, 195–202
Business Case development and, 32,

33, 41
charts/tables:

Individual Communication Plan,
197, 198–199, 200–202,
236–237

Stakeholder Analysis Chart (Table
5.1), 114, 225

Stakeholder Chart: Strategic
Communications Plan (Table
6.6), 151, 154–155, 195, 200,
228–229

communications plan and, 151
conflicting needs of, 113
defined, 4, 112–113
Executing Stage and, 196
expectations, managing, 15, 61, 150,

170, 176–177
missing from project, 7, 22, 132
Planning Stage and, 75–76, 93, 195
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Stakeholder(s) (continued)
in Project Charter, 121
in sign-off package, 157
socializing project plan among,

131–132, 157
types of, 4, 113

Standard deviation, 146
Standards, quality, 156
Start-to-start dependency, 141
Status reporting, 8, 161–188

blogs, 184–185
communications mechanisms, 162–170
completion, 183–184
dashboards, 184–185
dimensions of, 162
elevator report, 162–170, 230–233
Executing Stage activities list, 101
Gantt Chart used in, 96
operating communication plan

introduced, 162
planned progress, 162, 170–176
progress as it relates to budget, 171–172
progress as it relates to time line, 171
project changes, 162, 176–178
project disruptions, 162, 178–182
quality, 182–183
strategic communication plan

introduced, 162
tracking tools, 172–176

Storming stage, team life cycle,
203–204

Strategic alignment, business case and,
43–44, 45

Strategic communication plan,
150–155, 162, 228–229

Strategic goals, example, 67
Strategic Plan Document (example, We

See It Better Company), 67
Subject matter, WBS organized by, 83,

220
Subject matter experts (SMEs), 20, 58,

64, 88, 96
Supervisory costs, 172

Task(s):
costing and, 92
declension, 85
dependence relationships:

finish to finish, 141
finish to start, 141
start to start, 141

effort formula, 87
estimating size of, 88, 89
work packet another name for, 136

Task Lists, developing, 139–140
ordering:

by discipline, 139
by step, 139

project team engagement, 140
revising time estimates:

benchmarks, 140
bottom up—top down, 140
historical information, 140

Task on line (type of network), 90
Team(s), project:

building, 7, 61
defined, 113
project manager role, 7, 8, 9

Team life cycle, 202–206
backward movement through, 205
phase 1 (forming), 203
phase 2 (storming), 203–204
phase 3 (norming), 204–205
phase 4 (performing), 205
phase 5 (adjourning and

transforming), 205
productivity during (by phase), 206

Team orientation and delegating skills,
193

Team types, 121, 206–209
hierarchical structured teams, 206–207
matrix structured or project matrix

teams, 207, 208
skunk works, 207–209
tiger teams, 207, 209

Templates, 213–237
3M Post-it notes, 49
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Tiger teams, 207, 209
Time (schedule) as project driver, 22,

171. See also Drivers, project
(time/cost/requirements)

Time estimates:
calculating (Helicopter Approach,

third iteration), 145–147
early in project, 21
expected time estimate (T), 145
formula for task effort (e), 145–146
most likely estimate (Tml), 145
optimistic estimate (To), 145
PERT and, 144
pessimistic estimate (Tp), 145
revising, 140

bottom up—top down, 140
using benchmarks, 140
using history, 140

Time line, 7, 170–171
Tracking tools, 172–176

cost variance (CV) and cost variance
index (CVI), 175

earned value analysis (EVA), 173–174
actual cost of work performed, 174
budget cost of work performed, 174
budgeted cost of work scheduled,

173–174
percent complete, 176
percent spent, 176
schedule variance (SV) and schedule

variance index (SVI), 175
trend analysis, 172–173, 174
variance analysis, 172, 173

Traditional manager, duties of, 7
Training (project manager role), 8
Transforming/adjourning stage, team

life cycle, 205
Trend analysis, 172–173, 174
Triangle, project management (project

drivers), 22–23, 74–75, 131, 171
Turbit, Neville (Vignette 3), 47–56
20 hours of effort as Work Assignment

maximum, 86

24-hour rule, 193
27.5 hours of effort in 40-hour week, 93

Unknowns, 7
Upgrades, postponing major, 53

Value:
earned value analysis (EVA), 173–174
project, 31

Value-added resellers (VARs), 186
Variance analysis, 172, 173, 175
Vendors/suppliers, 113, 122
Venture capital approach, 50
Verbal presentations (project manager

role), 8
Verbs/nouns or past-tense events, in

WBS, 134
Vignette 1 (The Birth of a Project, by

Peter J. McAliney), 11–12
Vignette 2 (Project Management, an

Undergraduate’s Best Friend, by
Elaine Delos Reyes), 26–27

Vignette 3 (Why Go to the Trouble of
Developing a Business Case?—
White Paper: An Alternative to the
Business Case, by Neville Turbit),
47–56

Vignette 4 (Putting the Project Life
Cycle to Work in Higher Education,
by Lillian O’Reilly), 104–107

Vignette 5 (The “Real” Process of
Developing the Charter:
Chartering, by Stephen H. Baum),
124–125

Vignette 6 (Project management: A
Behavioral Approach That Requires
Discipline, by Robert A. Wasson),
158–160

Vignette 7 (The Wisdom in Waiting, by
Deborah Z. Farmer), 186–188

Vignette 8 (The Early Bird Gets the
Worm, by Brian Hagen), 211–212

Virtual filing cabinet, 152
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Vision and Mission Statement, 43, 67
Visionary leadership, project manager

and, 190
Visual devices, example project: We See

It Better company, 66–76
Visual Effects House: Vignette 5 (The

“Real” Process of Developing the
Charter: Chartering, by Stephen H.
Baum), 124–125

WAGs (Wild A%# Guesses), business
case figures, 36, 41

Wants/needs (Business Case), 34–36,
41, 68–69, 113, 216

Wasson, A. Robert (Vignette 6),
158–160

Weeding out process, 30–31
We See It Better company, planning

example, 66–76
Work, “the”:

defining (see Work Breakdown
Structure (WBS))

planning, 57, 61–63
project manager tied to, 19–20

Work Assignments, 86, 89
Work Breakdown Structure (WBS),

81–89, 127–128, 133–137
building-block approach, 82
defined, 20, 81–82
deliverables:

breaking into smaller units (or
subprojects), 134

identifying, 133–134
organizing WBS by, 84

estimating work assignments and
activities, 86–89

examples, 87, 134, 135
formats, 136–137

graphic, 136
tree structure (outline form), 136

granularity, 40, 85, 87, 88, 89

Helicopter Approach to project
planning, and, 128, 129, 133–137
(see also Iterative “Helicopter
Approach”)

as internal (versus external) project
management tool, 96

numbering schema/coding, 85, 135,
136

organization of, 82–85
choosing which organization works

best, 84–85
by content or subject matter, 83,

220
by Work Cycle (phases), 82, 83

in PMLC tool progression, 82
scope of project and, 37, 81
in sign-off package, 157
wording (nouns/verbs/past-tense

events), 134
work components, 135, 137
Work Cycle (phases) and, 82, 83
work packets, 136

Work Cycle:
Business Systems Analysis and

Design (BSA&D), 19, 78
defined/described, 17–20, 82
Project Management Life Cycle

(PMLC) and, 15, 18, 23, 58
samples:

from business systems analysis and
design, 19

from engineering, 19
from scientific method, 19

tools/techniques related to, 78
Work Breakdown Structure and,

82–85, 220
Work packets, 136
Work Tasks, ordering by discipline/step,

139
Wycoff, Joyce, 55–56
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