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0.0 Initiate the Project 
Overview (0.0.P1) 

The TenStep Project Management Process (“TenStep process” or “TenStep”) describes 
how to proactively plan and manage projects. However, this assumes that there is a 
project to begin with. Every organization has processes in place to identify and authorize 
a project. This process generally has the following characteristics. 

• Some way to identify all of the possible projects that could be started. 

• A funneling process to narrow down all of the possible processes into the smaller 
number that have the most value and are most aligned to the business goals and 
strategies.  

• A means to document the costs and benefits so that the project can be compared to 
other projects. This document is generally called a Business Case.  

• Identification of a minimum set of high-level information required to gain final 
approval of the project. 

The process described above is used to gain preliminary approval for a project. 
However, there may be a time lag between the time when a project is initially approved, 
and the time the project actually starts. Therefore, when a project is ready to begin, 
there are a number of items that must be validated to ensure that the project is ready to 
start.  

Initiate for Small Projects (0.0.P2) 

This initial process is not required for small projects.   

Initiate for Medium Projects (0.0.P3) 

This initiate process is optional for medium projects. If the project is tending toward the 
large size, you could execute the initiate process for large projects. Otherwise the 
process can be skipped.    

Initiate for Large Projects (0.0.P4) 

Medium and large projects are big enough to require a formal initiation process before 
the project starts. This process can be very quick or could take some time to complete 
depending on how ready the sponsor and the organization are to proceed. The work 
required at this point includes the following. 

• Validating that the Business Case is still valid 

It is possible that business conditions have changed between the time the project 
was given preliminary approval. The project value and Business Case should be 
validated to ensure nothing has changed. Just because the project was given 
preliminary approval does not mean the project is automatically entitled to execute.  

• Identifying the formal sponsor 

The initial sponsor was probably the person that helped develop the Business Case 
and was the person that asked for the money for the project. Now that the project is 
ready to proceed, the sponsor should be validated. It is possible that the 
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management team has changed and that a new sponsor needs to be identified. It is 
also possible that the original sponsor is at too high a level to perform the role of the 
“active” sponsor required for the project. In this case, the original sponsor would 
take the role of Executive Sponsor and delegate the details to a more tactical Project 
Sponsor.  

• Assigning a project manager 

The project manager is the person to lead the project into the more detailed 
planning process, and then manage the project the rest of the way. The project 
manager needs to be assigned at this point. 

• Identifying and managing stakeholders 

When the project is initiated it is important to start to understand and manage the 
various stakeholders. You can read more information at 1.1.3.2 Identify and Manage 
Stakeholders  

The approach to complete the initiate process can vary depending on the company and 
the size of the project. It is likely that the work can be completed informally by simply 
having the sponsor validate that the work is ready and assigning a project manager to 
start working on the details. If the project is large and if there is any controversy 
involved, it is possible that the Business Case itself will need to be formally re-validated 
and perhaps a number of meetings and documents required to get the project officially 
started.  

Getting the project through the initiation process does not guarantee that the project 
will be executed. The approval at this point is simply to get the project into the process 
of defining the work and building the more detailed schedule and budget. The Project 
Charter will still need to be approved so that the actual execution of the project can 
begin.   
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1.0 Define the Work 
(1.0.P1) 

 
How many times have you heard about or been involved in a project that failed 
miserably? Or perhaps it just was not as successful as it needed to be. Did you ever 
spend time looking back to see what caused the project to go wrong? If you did, 
chances are that you will have said, "You know, we should have spent more time 
planning."  

Most projects have deadlines, and it seems they are getting shorter and shorter. Hitting 
aggressive deadlines puts pressure on the project manager to start the project as soon 
as possible. However, before the project work begins, you need to spend time in up-
front planning to make sure that the work is properly understood and agreed to. This is 
not wasted time or 'overhead' time. This is the time the project manager spends 
ensuring that the project team and the client have common perceptions of what the 
project is going to deliver, when it will be complete, what it will cost, who will do the 
work and how the work will be done. 

At the end of a difficult project, the benefits of planning might be obvious. But the 
benefits are known ahead of time as well. At a high-level, these benefits include: 

• Understanding and gaining agreement on project objectives, deliverables, scope, 
risk, cost, approach, etc. This ensures that the project team and sponsor agree on 
the work that is required.  

• Determining if the original business case is still valid. When the project was initially 
approved, the project cost and duration were probably estimated at a high-level – 
maybe up to ± 50%. Now that the project is starting, the estimates should be 
revalidated to get them closer to ± 15%. This additional refinement may result in 
the estimates ending up higher than before, and these higher numbers may make 
the business case unattractive. For instance, a project that requires 10,000 effort 
hours might make business sense. If the more detailed planning process results in a 
more refined estimate of 20,000 hours, the project may not make business sense 
anymore. 

• Making sure the resources you need are available when you need them. This is a 
result of creating the project schedule with resources assigned. 

• Providing a high-level baseline from which progress can be compared. This is a 
result of creating the milestone timeline based on the more detailed schedule.  
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• Validating the processes used to manage the project ahead of time with the client. 
The procedures that are used to manage the project should not be a surprise. They 
should be discussed and agreed to ahead of time.   

It should make sense that small projects need a 
shorter planning cycle and larger projects need a 
longer planning cycle. The effort required to 
define the work depends on the amount of 
information and the level of detail that need to be 
understood and documented. The duration 
required to define the work depends on the length 
of time necessary to discover and document the 
information, as well as the time required to gain 
agreement and approval from the client. 

 

At times, the project manager can get frustrated because of the difficulty in gaining 
agreement with the client on scope, schedule and cost. But that is exactly the reason 
this work is done ahead of time. Think of the problems you will encounter trying to gain 
agreement with the client on scope, schedule or cost when the work has started and the 
deliverables are actually being produced.  

Understanding Projects (1.0.P2) 

Before you learn how to define the work, you should be clear on the definition of a 
project itself. This will make it clearer as to when formal project management 
techniques are appropriate.  

• 1.0.1 What is a Project? 

o 1.0.1.1 Project Start and End Dates 

• 1.0.2 The Role of a Project Manager. 

Sizing the Project (Small, Medium, Large) (1.0.P3) 

The processes used to manage your project need to be scalable based on the size of the 
project. Large projects need to be managed with more rigor and structure than small 
projects.  

The TenStep process contains specific guidance for how to manage a project based on 
the size. But first, you have to categorize your project as large, medium or small. In 
some companies a project of six months and 10,000 hours would be considered large. 
In other organizations, this same project would be considered small. The TenStep 
process includes some guidelines, but each organization should determine the guidelines 
that make sense for them. See 1.0.3 Sizing your Project (Small, Medium, Large) for 
more information. 

After you have reviewed the prior information, proceed through the information on 
defining your project. 

1.1 Define the Work / Process  

1.2 Define the Work / Techniques 

1.3 Define the Work / Quick Reference  
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1.0.1 What is a Project? 
(1.0.1.P1) 

Before you can be a good 'project manager' and apply good 'project management' 
techniques, you must first be sure that the work you are undertaking is, in fact, a 
project. Some people say that all work is a project, but that is not totally accurate. 
There are really multiple kinds of work – support, operations, management, projects etc.  

• Support work includes maintaining current solutions that are already in place. For IT 
development people, for example, support work consists of answering questions, 
going to regularly-scheduled meetings, fixing problems in the production systems, 
etc. For sales people, this could mean answering client questions, modifying existing 
contracts, fixing erroneous client invoices, etc.  

• Operations work consists of the routine work required to run the business processes. 
For an accounts receivable clerk this could be checking reports, balancing accounts, 
posting journal entries, closing out the system, etc.  

• Management work is required to manage and lead people and business processes.  

The key aspect of these types of work is that they are an ongoing and routine part of 
your job. This is the work you do today, tomorrow and a month from now.  

On the other hand, projects are not routine. The biggest difference in these categories 
of work is that projects, by their definition, have a start and end-date. There is a point in 
time when the work did not exist (before the project), when it does exist (the project), 
and when it does not exist again (after the project). This is the key determinant of 
whether a piece of work is a project. There are many options for determining the events 
that signify when a project starts and ends. These events and the definitions of start 
and end-date may vary from company to company. Read 1.0.1.1 for additional 
information on some of these alternatives and the potential consequences for your 
organization.  

Other characteristics of a project include: 

• All projects are unique. They may be similar to prior projects but they are unique in 
terms of timeframes, resources, business environment, etc.  

• Projects result in the creation of one or more deliverables.  

• Projects have assigned resources - either full-time, part-time or both. This is 
reflected in a true budget or an implicit budget based on allocated resources. 

• Projects have a defined scope of work.  

That being said, now you must get practical. In theory, projects can be one hour, 100 
hours or 100,000 hours. So, you must recognize that, although the creation of a small 
deliverable is a project, it does not need the structure and discipline of a much larger 
project. For a one-hour project, you 'just do it'. Any planning, analysis and design is all 
done in your head. For a twenty-hour project, you mostly 'just do it'. However, now you 
may need to plan a little bit, maybe communicate a little bit and maybe deal with 
problems a little bit. A two-hundred-hour project probably has too much work to plan 
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and manage all in your head. For instance, you need to start defining the work and 
building a simple schedule. A 5,000-hour project needs full project management 
discipline. On the other extreme, a 100,000-hour project probably has too much work to 
manage even as one coherent project. This requires you to break the larger project up 
into smaller, but related, projects to get the entire piece of work done. 

There are guidelines that are used to determine whether a project is considered small, 
medium or large. These are explained at 1.0.1.2 Sizing your Project (Small, Medium, 
Large). Remember that these are just guidelines that need to be validated and adjusted 
by your organization.  

Before proceeding through the TenStep Project Management Process, make sure you 
have a project and make sure you apply the appropriate discipline and rigor, based on 
the project size. 
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1.0.1.1 Project Start and End-dates 
(1.0.1.1.P1) 

One of the characteristics of a project is that there is a definite start and end-date. This 
seems simple enough until you start to try to define exactly what these dates mean. 
There are no universally recommended standards for either date. In many respects, it 
depends on each organization and whether there are any implications for choosing one 
alternative over another. Here are some of the options for identifying the project start-
date.  

• The idea is generated. This takes the start-date back a long way before the 
project is actually formalized and on the surface this definition may not make sense. 
However, remember that the definition you choose can depend on what the 
implication is. You may choose this definition if your company is trying to focus on 
the time it takes between when an idea is generated until the idea is fulfilled though 
a project. The concern may be that there is too much time to implement good ideas. 
If your company wants to minimize this total time span between idea and fulfillment, 
you might go with an early project start-date definition like this.  

• A budget is approved. This definition is a little more concrete than the prior idea. 
In this definition, an idea has been generated and the idea has made it far enough 
that a cost/benefit statement has been prepared. The project has also made it 
through the prioritization process and an actual budget has been approved. Keep in 
mind that the budget may have been approved during the prior year business 
planning process. The actual work may not start until the following year. Therefore, 
this definition may also start the clock too early for many organizations. 

• A project manager is assigned. This one is more common. It may be hard to say 
that a project has started before a project manager is assigned. When the project 
manager is assigned, the project planning and definition begin and the meat of the 
project starts. This is the general definition for project start-date that is utilized in 
the TenStep process.  

• The Project Charter is approved by the sponsor. In some organizations the 
project officially starts when the client approves the Project Charter document. Some 
companies require an approved Project Charter and schedule before the project 
team can be allocated. They do this to ensure that the up-front agreement is in 
place before project work begins.    

• The project kickoff meeting is held. Using this definition, the planning and 
definition work is considered to be “pre-project” work. All projects start with a formal 
kickoff meeting with the client and project team. By the time the kickoff meeting is 
held, the planning is completed, the client has approved starting the work and the 
project team has been allocated. The kickoff meeting is the time to tell everyone 
that the project is ready to begin. Because of this prior work, most organizations 
consider the kickoff meeting to be too late to use as the definition for the project 
start-date. 

Why the Start-date is Important (1.0.1.1.P2) 
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To a certain extent, you might think that it doesn’t really matter when the project starts. 
Having a somewhat undefined start-date does not take away from the fact that the work 
is a project. It’s obvious that the project started at some point, since there was a point 
when the work was not in progress and a point where the work was in progress. So, at 
some point the project did in fact “start”.  

The reason it is important to know the start-date is that there may be consequences and 
incentives based on how long it takes to complete a project. The following are examples 
of these consequences. 

• Project team accountability. It is hard to hold people accountable for things that 
are not within their control. For that reason, it makes sense that a project manager 
is held accountable for the project no earlier than when he is assigned. If the project 
clock starts before he is assigned it is possible that some decisions were made and 
some resources expended beforehand, and therefore he does not have total control. 
Likewise, if team members are held accountable for completing a project within 
budget and on schedule, it is hard to hold them accountable for work and decisions 
that take place before they are assigned. For that reason, perhaps the project should 
officially start when the project manager is assigned, while team members are 
accountable for what happens after the Project Charter and schedule are approved, 
or after the project kickoff meeting is held.  

• Process improvement. Many companies keep track of the total duration of 
projects and attempt to shorten the average project duration over time. It is 
important that everyone within the company use a common starting and ending 
point. Otherwise the project duration statistics will not be meaningful. 

• Financial / accounting. Many projects have capital expenditures from an 
accounting standpoint (versus expense accounting). Precisely defining when a 
project starts has consequences in terms of the work that can be capitalized and the 
work that needs to be expensed. 

• Comparisons with other companies. If you compare how long it takes your 
organization to deliver projects versus other organizations or other companies, you 
want to make sure you have a common definition of start and end-dates. If your 
company considers a project to start when a project manager is assigned and other 
companies start the clock at the kickoff meeting, it will appear that your company 
takes longer to deliver projects.   

Project End-dates (1.0.1.1.P3) 

Similarly, there are a number of potential events that could signify the project end-date. 
Two definitions come up often: 

First, the end-of-project meeting could mean the project is officially over. Although 
ending the project at the end-of-project meeting helps a little bit, it does not answer the 
total question, since you still need to decide when to schedule the meeting. You could 
hold the meeting after a number of events, for example after you go live or 30 days 
after you go live. However, the ultimate definition of project completion is not resolved 
by this answer. 

The second definition is that the project ends when the money runs out. Although in 
many projects this is actually true, ending a project when the budget runs out is a 
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financial answer and it is highly arbitrary. It doesn’t answer the more fundamental 
project management question of how to define the end of a project.  

There are a number of events that could signify that a project has ended. However, 
some end-date options might not make sense for certain types of projects. For instance, 
if your project results in the creation of a document, it would make sense that the 
project ends when the deliverable is approved. On that project, it would not make sense 
to say that you would run in production for 30 days.  

• Sign-off. Perhaps the earliest date the project could end is when the client sponsor 
formally approves the deliverables. This definition is probably valid for almost all 
projects. You are building the deliverables for someone or some group. It makes 
sense that the project has not ended until the people who requested the work are 
satisfied. This may involve presenting the deliverable for approval, and performing 
rework based on their feedback. However, for the project to end successfully, the 
deliverables must be approved. The project could also end if the final deliverables 
were rejected and no further work is planned.  

• Implementation. Many projects result in the implementation of a product or 
service. IT projects are typically this way. In most cases, you need sponsor sign-off 
before you would implement and so this implementation event would take place at a 
later date. Implementation may be a single event, or it may be a complex set of 
activities. The project does not end when implementation starts, but when 
implementation ends. For instance, if you are implementing a solution in multiple 
locations in close time proximity, the project would end when all of the locations 
were successfully implemented. This is a common official end-date for many IT 
projects.  

• Turnover to support. If your project builds a solution that has a longer term life-
span, at some point the deliverables go from being in “development” to being in 
“support”. Sometimes this change in status also means that there is a change in the 
organization that is responsible for the solution. If your project solution is turned 
over to a support organization, that would also be a typical time to consider that the 
original project has completed. Even if there is not a separate organization involved, 
if there is a point where it is clear that the solution is in support mode, at that point 
the project would officially end. 

• Implementation plus one production cycle. If your solution has a production 
cycle, many times it needs to be run in production before the project is considered 
complete. For instance, if the solution has daily transaction processing and a 
monthly closeout cycle, the solution may need to be implemented and then 
supported by the project team for at least one month. This makes sense since the 
project team knows the solution the best and can respond the quickest if initial 
problems occur. This also helps ensure that the solution is stable before being 
turned over to the support team.   

• Implementation plus first year production. This is typically based on the 
budget cycle rather than a project management definition. There may be some 
accounting reasons why a project needs to exist until the end of the fiscal year. 
When the new fiscal year arrives, the project is ended and support begins. Again, 
this would not answer the basic question from a project management perspective, 
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but it may be the way that project end-dates are defined at your company. This 
definition might especially be applicable for large projects. 

The question of when a project formally starts and ends is one that most people take for 
granted. However, there is not an easy answer for every organization. There are 
probably one or two answers that make most sense from a project management 
standpoint, but there may be cultural or financial factors that cause your organization to 
define the project boundaries differently. If you are trying to compare projects within 
your company, or if you are comparing yourself against external companies, it is vital 
that everyone uses the same events as the starting and ending point. However, if you 
are not making comparisons, then to a certain extent these dates just need to be 
understood up-front and agreed to for each project by the major stakeholders. This 
agreement will keep you from being in a position where you declare victory only to 
discover others that think you have more work to do. 

 

 

 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

13 

1.0.2 The Role of a Project Manager 
(1.0.2.P1)  

A new employee in the company mailroom noticed an older man sitting in the 
corner, sorting mail, weighing packages, adding postage and doing other simple 
jobs. He asked his supervisor who the man was. 

"That's Joe." the supervisor said. "He has been with the company for 35 years and is 
getting close to retirement." 

"Really?" the new employee replied. "And he's been in the mailroom the whole 
time?" 

"No, he left a number of years ago. But he asked for a transfer back - after spending 
several years as a project manager."  

On the surface, the role of a project manager should be easy to describe. In fact, from a 
textbook perspective it probably is. But the challenge to understanding project 
management roles and responsibilities is that they can be different from company to 
company. So, although the TenStep process will provide an overall perspective of the 
role, you still need to determine what the role of a project manager is at your company 
or in your organization. 

General Definition (1.0.2.P2) 

In general, the project manager is responsible for the overall success of the project.  

Process Responsibilities (1.0.2.P3) 

The project manager is 100% responsible for the processes used to manage the project. 

What does it take for the project to be a success? If you follow the TenStep Project 
Management Process, you first must define the project and build the schedule and 
budget. This is where the project manager's responsibilities start. If the project begins 
and you find out later that you are not clear on scope, the project manager is the one 
who is accountable. If your project is executing a poor schedule, the project manager is 
accountable.  

Defining the project means that you understand and gain agreement on the overall 
objectives, scope, risk, approach, budget, etc. It also includes defining or adopting the 
specific Project Management Plan that will be used to manage the project.  

This does not mean that the project manager must do all this work himself. There may 
be an entire team of people helping to create the Project Charter and schedule. 
However, if something does not go right, the project manager is accountable. 

Once the project starts, the project manager must successfully manage and control the 
work, including: 

• Managing the overall schedule to ensure work is assigned and completed on time 
and within budget 

• Identifying, tracking, managing and resolving project issues 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

14 

• Proactively managing scope to ensure that only what was agreed to is delivered, 
unless changes are approved through scope management 

• Proactively disseminating project information to all stakeholders 

• Identifying, managing and mitigating project risk 

• Ensuring that the solution is of acceptable quality 

• Defining and collecting metrics to give a sense of how the project is progressing and 
whether the deliverables produced are acceptable 

Remember, this does not mean that the project manager physically does all of the work, 
but he must make sure it happens. If the project has issues or scope creep, or faces 
risks, or if expectations are not set correctly, the project manager is the person held 
accountable. For instance, if there is scope creep on the project, the project manager 
cannot say it is the client’s fault. The project manager is the person responsible for 
managing scope on the project.  

To manage the project management processes, a person should be well-organized, have 
great follow-up skills, be process-oriented, be able to multi-task, have a logical thought 
process, be able to determine root causes, have good analytical ability, be a good 
estimator and budget manager and have good self-discipline. 

People Responsibilities (1.0.2.P4) 

In addition to process skills, a project manager must have good people management 
skills. However, the project manager is not 100% responsible for people. This 
responsibility is shared with a functional manager. This is one reason project 
management is hard. The project manager must achieve results with a team of people 
that do not report functionally to him. On the other hand, managing people is certainly 
an important aspect of project management and it becomes more important as a project 
gets longer and requires more staff. These people management responsibilities include: 

• Having the discipline and management skills to make sure that everyone follows the 
standard processes and procedures 

• Leading people so that they willingly follow your direction. Leadership is about 
communicating a vision and getting the team to accept it and strive to get there with 
you 

• Setting reasonable, challenging and clear expectations for people and holding them 
accountable for meeting the expectations. This includes providing good performance 
feedback to team members 

• Possessing team-building skills so that the people work together well, and feel 
motivated to work hard for the sake of the project and their other team members. 
The larger your team and the longer the project, the more important it is to have 
good team-building skills 

• Communicating proactively using good verbal and writing skills, and good active-
listening skills 

The project manager is responsible for the success of the project. If the team has poor 
morale and is missing deadlines, you need to try to resolve the problem. This is people 
management. If team members don't understand exactly what they need to do and 
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when it is due, then you are responsible. This is process management (managing the 
schedule). 

Multiple Roles (1.0.2.P5) 

Depending on the size and complexity of the project, the project manager may take on 
other responsibilities in addition to managing the work. For instance, the project 
manager may assist with gathering business requirements. He may help design a 
hardware component or write some of the project documentation. Project management 
is a particular role that a person fills, even if the person who is the project manager is 
working in other roles as well.  

A project manager might manage the project for 45% of his time, perform business 
analysis for 25%, work on design for 15% and write documentation for 15%. This does 
not mean that one of the responsibilities of a project manager role is to spend 15% of 
his time on design. Instead, it just means that the project is not large enough to need a 
full-time project manager. The project manager spends the rest of his time in other 
project roles such as business analyst, designer and technical writer.  

Depending on the size of your projects and the way your company is organized, a 
project manager’s time may be allocated one of three ways: 

 
• A full-time role on a large project. (blue circle above) 

• Project management responsibilities for multiple projects, each of which is less than 
full time, but the combination of which adds up to a full-time role. (green circle 
above)  

• Multiple roles on the same project, each of which requires a certain level of skill and 
responsibility. On one project, for instance, he may be both a project manager and 
an analyst. (yellow circle above) 

Responsibilities in a Matrix Organization (1.0.2.P6)  

The most prevalent organizational structure today is some form of matrix structure (see 
1.2.4 Define Work / Project Organizations). The matrix organization results in the most 
efficient use of people resources for a company. However, one of the challenges of the 
matrix organization is that the team members are assigned to the project for work (full 
time or part time), but the resources report to someone else from a people management 
standpoint. This can mean that it is harder to get the resources to do the things you 
need to have done and there is sometimes a sense that team members would rather do 
what their functional managers request, rather than what the project manager needs. In 
this type of a structure, there are still a number of proactive things you can do: 
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• Although the team members do not functionally report to the project manager, their 
work on the project should still be input into their overall performance review.  So, 
you can try to hold people accountable by making sure they understand that you will 
be providing performance feedback into their review. This should also be reiterated, 
and agreed to, by the functional managers. If people are not meeting their 
deadlines, perhaps it is a combination of direct feedback to the person, as well as 
the feedback from the functional manager, that is needed.  

• There are project management techniques and processes that should be utilized. 
First of all, if the availability and performance of the team is in doubt, you should 
raise this early as a project risk. As part of risk management, you need to put a 
proactive plan in place to make sure that this risk is addressed.  

When people miss major deadlines, you may need to raise an issue and perform 
issues management. During issues management, you again look for the cause of the 
problem. For instance, they could be missing deadlines because they are being 
pulled from your project to do other work, such as application support. If so, this 
may need to be addressed in some way. They could be missing dates because the 
initial estimates were too low. If so, then that needs to be addressed another way. 
They could be missing dates because of performance problems. Again, that needs to 
be addressed a third way, with the help of the functional managers 

• Make sure your team members are communicating proactively with you. In many 
cases, it’s not the fact that people miss their deadlines that gets the project manager 
frustrated; it’s that they don’t give you warning. For instance, if a team member has 
a deliverable due at the end of the week but he gets pulled into a three-day 
resolution of a production problem, he needs to let you know so that you can take 
any appropriate actions. If a team member misses his deadline but does not tell you 
the reason or warn you ahead of time, he is not managing expectations as he 
should. By the same token, the project manager needs to communicate proactively 
as well and make sure the team understands due dates and expectations. The 
project manager must also communicate proactively with the functional managers 
and make sure they know when there are resource-sharing issues or people 
performance issues.  

Matrix management involves a complex and delicate balancing act between project 
managers and functional people managers. The project manager always has limited 
people management authority in these situations. Yet it is possible to complete your 
projects successfully. There are many project management processes and techniques 
that can help. You should also make sure you utilize the project sponsor. After all, it is 
his project. The sponsor can help you generate the urgency and focus, and the sponsor 
can also influence the functional managers, if necessary, to make sure that the people 
are available as needed for the project to be successful. 

Having Project Management Accountability but not Responsibility (1.0.2.P7) 

In some organizations, the project manager is accountable for the success of the 
project, but does not have the right level of responsibility. You are typically asked to 
manage a project utilizing people when you do not have direct management 
responsibility over them. You may also find that your ability to resolve issues is 
hampered because you are not high enough in the organization and you must often rely 
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on more senior management for help. In other instances, you may find that your ability 
to be innovative and flexible is constrained by organizational policies and inertia.  

All of these situations can be cause for frustration. One way to deal with them is to 
define roles and responsibilities as a part of the Project Charter. This can help set and 
manage expectations. For instance, if you have no budget or expense approval 
authority, note that up-front, along with a process for expense approval. That way, if 
problems do arise later, everyone knows who has the right level of authority to resolve 
them. For most project managers, the frustration level is not caused so much by a lack 
of power but rather by ambiguity. If the project manager does not have the authority, it 
is important to know who does, and what process is needed to gain action. 

Determine How Many Projects One Project Manager can Manage (1.0.2.P8) 

You hear of project managers that manage multiple large projects and small projects. 
The question arises then as to how many projects can be effectively managed at one 
time. 

The answer, perhaps surprisingly, comes down to simple math. First, we need to make 
an assumption that project management typically accounts for 15% of a project’s effort 
hours. In other words, if a project is estimated to take 1,000 hours of effort, you should 
allocate 150 hours for project management. Some companies allocate 10% of hours to 
project management, while others allocate up to 20%, but 15% is a reasonable rule of 
thumb.  

Once we have that basic assumption, you can look at the sizes of projects you need to 
manage. You apply your project management percentage and then you should be able 
to determine how the number of projects that one project manager can manage.  

The best way to envision this is to look at some examples. 

• Project A, 12,000 hours of effort, one year duration 

The project management time is calculated at 1,800 hours (12,000 * .15). The 1800 
hours represents the typical amount of hours a person will work in one year. Since 
the project is also one year, there is a need for a full-time project manager. The 
project manager probably cannot manage any other projects since this one will 
absorb all of his time.  

• Project B, 6,000 hours, one year duration 

In this case, you will need 900 hours of project management time (6,000 * .15). 
Since the project is spread over year, the project will need less than 20 hours of 
project management time per week. Therefore, it is possible for a project manager 
to manage two projects of this size over a one-year timeframe.  

• Project C, 1,000 hours, three months … 150 hours of project management 
Project D, 2,000 hours, eight months … 300 hours of project management 
(over 35 weeks) 
Project E, 500 hours, two months … 75 hours of project management 

In this case, Project C will need 12+ hours per week, Project D will need 8+ hours 
per week (300 / 35 weeks) and Project E will need 9.4 hours per week. One project 
manager could manage all three projects since the total project management effort 
is around 32 hours per week.  
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• Project F, 20,000 hours, one year 

In this case, the project needs 3,000 of project management time (20,000 * .15). 
This represents more hours than the project manager can work in a year. This would 
be a reason to use a project administrator or team leaders to take over some 
aspects of project management. For example, a project administrator can help 
update the schedule, consolidate status reports, schedule meetings, and do other 
administrative tasks to help the project manager. 

Of course, the project management time does not occur in a straight average number of 
hours per week. There will be some peaks and valleys of time requirements on each 
project. However, this is the overall model you would use to determine whether a 
project manager has too many, too few, or just the right number of projects to manage.   
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1.0.3 Sizing Your Project  
(Small, Medium, Large) 

(1.0.3 P1) 

The TenStep Project Management Process is scalable based on the size of the project. 
All of the TenStep processes provide guidance that is based on whether the project is 
small, medium or large. Each organization that utilizes the TenStep process needs to 
determine the specific criteria it will use to classify projects. The TenStep process uses 
three basic criteria for determining overall project size. 

1. The first and most important is the estimated effort of the project. The general 
guidelines utilized by the TenStep process are as follows: 

Size Effort Hours 

Small 1-250 hours 

Medium 251 – 2500 hours 

Large over 2500 hours 

In your company, the effort hours for categorizing projects may be different. 
However, in general, the larger the project, the more structure and formality you 
want in the project management process.  

2. The second factor is the experience level of the project manager. If the project 
manager is very experienced, you might allow him to manage larger projects with 
less rigor, or at least up to a higher effort threshold. On the other hand, you may 
ask an inexperienced project manager to manage a 1000 hour project as if it was a 
large one, since he may need more structure.  

3. The third factor is the complexity and business criticality of the project. For example, 
you may want to manage a 1000 hour project as if it were large, if the project is 
extremely critical to the business. Or, you may want to manage a 500 hour project 
as a small one because you have managed two similar projects before and therefore 
it seems to be low risk. 
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1.1 Define the Work / Process 
(1.1.P1) 

All projects should spend time up-front in a definition step. There is not a lot of 
information required to define a small project and therefore this work is usually 
somewhat short. However, as the project becomes bigger and bigger, the need to fully 
understand what is being requested is more important, and gaining agreement on what 
is to be delivered is more difficult. Therefore, more time needs to be spent planning the 
work. The following sections describe processes for defining the work depending on the 
size of the project. 

1.1.1 Small Projects - The Service Request Process 

1.1.2 Medium Projects 

1.1.3 Large Projects 
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1.1.1 Define the Work / Small Projects 
Small Project Overview (1.1.1.P1) 

The definition of small projects covers many types of small work efforts. In most 
companies, these small projects are not viewed as “projects” at all. Your company may 
call these enhancements or discretionary requests. For the purposes of the TenStep 
Project Management Process these types of small work efforts are considered to be a 
project because they meet all the criteria of a project. The work is unique, has a 
beginning and end-date, results in the creation (or enhancement) of a deliverable, etc. 
It’s just that the work is small and so the project itself is small.  

In many organizations, these types of small work efforts are executed in the support or 
operations organization. Many of these small work efforts also fall under support 
because they originate with some type of problem or enhancement to a production 
process. Sometimes the request is a change to enhance functionality.   

It can be hard to decide whether a small piece of work should be managed as a support 
request or managed as a small project. The distinction used in the TenStep process is to 
look at whether there is discretion in when the work is completed. If a problem arises 
that requires a fix to be performed quickly, the work is definitely support. If a problem 
arises that can be prioritized and worked on sometime in the future, it is considered a 
small project.  

In general, small projects can include the following:  

• Unique work efforts that are clearly projects but have short durations and small 
numbers of effort hours  

• Enhancements to existing production processes and systems 

• Bugs and errors in production processes that are nuisances, but can be scheduled 
for resolution at a later time. That is, fixing the problem is a lower business priority 
than other work and you can live with it as-is for a while. 

• Small process improvements  

• Discovery or fact-finding work that may lead to further Service Requests or a project 

• Small changes to production processes that are the result of legal, tax or auditing 
requirements. These requests may not be considered enhancements, since they do 
not provide any additional business value. However, they fit the definition of a 
project 

If work is classified as a discretionary small project, it does not diminish the criticality or 
the value of the request. It only means that there is discretion as to when the work gets 
done. For example, if a request is important enough, it may push to the top of the work 
queue and be started immediately. However, an even more urgent request could come 
up later that would require the other request to be put on hold.  

The nature of discretionary work is that it is subject to prioritization decisions. This is in 
contrast to true support work. If a production process is down, or is producing 
inaccurate results, typically the problem needs to be resolved immediately, and cannot 
be stopped because of a discretionary request.  
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In general, all small discretionary work can be documented, evaluated and prioritized 
through a Service Request process.   

The Service Request Process (1.1.1.P2) 

In a small project, there is usually not a lot of effort associated with formally defining 
the work. However, some definition work still needs to be done. The result of this short 
definition is a one-to-two page document called a Service Request. 

In addition to a much shorter defining document (the Service Request), the process for 
assigning the work is different as well. When the work definition for a larger project is 
completed, the project is usually ready to begin. However, for smaller efforts, there may 
be many more Service Requests than can actually be worked on at any given time. 
Therefore, a process needs to be established for gathering Service Requests and 
assigning them to team members based on client priorities. Since there will likely be 
many Service Requests, it is important to have some way to keep track of them, and a 
way to ensure that the higher priority requests are being worked on.  

The following Service Request process can be used. Note that in this process you see 
the role of a project manager. For many of these small requests, the person in charge 
could be a support manager, resource manager, support analyst or some other type of 
role. For small projects, the person may be performing more of a coordination role than 
true project management.   

 Role The Service Request Process for Small Projects 
1 Client Submit the Service Request. 

The client, with the help of the project manager, if necessary, 
completes a simple Service Request form that documents the work 
requested. Even though the work may be small, the Service Request 
serves as the formal document describing the work to be done and 
contains the appropriate client approvals. A Service Request typically 
contains the work that is requested, the priority of the work and the 
business value of the work. 

Template: Service Request 

2 Project 
Manager 

Review and clarify. 

The project manager reviews the Service Request to ensure that the 
work is understood. The project manager asks questions of the client 
if necessary, to clarify what is being requested. The project manager 
must also understand the criticality of the request and whether any 
prerequisite work needs to be completed first. 

3 Project 
Manager 

Prepare a high-level estimate of effort, cost and duration.  

• If the project manager understands the work well enough, and if 
he has the proper level of expertise, he provides a high-level 
estimate of the effort hours and duration and includes this 
information on the Service Request. It is possible that once the 
client sees the estimated effort, he may change his mind regarding 
the relative priority. For instance, if the effort is much larger than 
the client realized, the priority may be lowered. If the estimate is 
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much smaller than the client realized, the priority might be 
increased so that the work can be completed sooner.  

• If the project manager cannot estimate the work, he assigns a 
team member to create the estimates. If no one on the team has 
the time or expertise to create a high-level estimate, then the 
estimation process must itself be placed on the backlog. The client 
must decide if gathering information to create the estimate is of a 
high enough priority that he is willing to assign a team member to 
work on it rather than other Service Requests. This high-level 
estimate is used for prioritization purposes only. When the work is 
actually assigned, a more detailed estimate can be prepared, if 
necessary. 

4 Project 
Manager 

Assign the request or move it to a backlog.  

The project manager and client evaluate the request against the other 
work that is assigned and on the backlog. They also review the 
available capacity and skills on the team to determine if the work can 
be started immediately. If the required resources are not available, or 
if the work is of lower priority than other Service Requests, the new 
request is placed on a backlog list. The backlog contains all work that 
has been requested, estimated and prioritized, but is not assigned to 
begin yet.  

5 Project 
Manager, 
Client 

Periodically review the backlogged work.  

The project manager and client review the backlog on a regular basis, 
probably weekly, bi-weekly or monthly. During this review, requests on 
the backlog should be reprioritized, taking into account new Service 
Requests, completed Service Requests and the current realities. When 
the priority of a Service Request is high enough and the right 
resources are available, the work can be assigned to begin. If a 
Service Request on the backlog is more critical than work that is in-
progress, the previously assigned work is placed on-hold, put back on 
the backlog or used as filler while the new request is begun. 

6 Team 
Member 

(When assigned) Validate the initial information on the 
Service Request.  

When the work is assigned to a team member, the person(s) doing the 
work should validate that the information on the Service Request is 
correct and that the estimates are accurate. If they are not, the new 
information should be documented and discussed immediately to see if 
it will have an impact on the priority. For instance, the client may want 
to proceed with a small project of 40 hours. However, if the more 
detailed estimate ends up closer to 80 hours, he may not want to 
perform the work at that time. There may be other requests that are 
more critical and take less time to complete.  

7 All The small project is ready to begin executing 
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1.1.2 Define the Work / Medium 
Projects 

Medium Project Overview (1.1.2.P1)  

Whereas there might be a difference of opinion on how much project management rigor 
to apply to small projects, but there should be no such controversy on medium work 
efforts - the work should definitely be defined and managed as a project. Still you want 
to keep the basic philosophy of process scalability. Therefore, while the work is definitely 
a project, the definition process is not as comprehensive as for large projects.  

The project needs to be defined clearly, but the resulting deliverable does not need to 
be as long or as detailed as a formal Project Charter. For a medium-sized project, an 
Abbreviated Project Charter is utilized instead. It is usually straightforward to uncover 
the information needed to define a medium-sized project. 

 Role Defining the Work (Medium Project) 
1 Project 

Manager 
Gather baseline information. 

Look for all the information that may already be available for this 
project. This includes any previous project deliverables, memos, 
emails, etc. In many cases, before the project begins, the client must 
perform some type of high-level cost/benefit analysis or value 
proposition, although this might not be mandatory for these medium 
projects. All of this information should be gathered as a starting point 
for understanding the work to be done. 

2 Project 
Manager 

Determine the approval process. 

Work with your manager and the project sponsor to understand the 
approval process for the Abbreviated Project Charter. For instance, 
determine whether the sponsor wants to approve the Charter before 
other stakeholders, or whether the sponsor wants to have the final 
approval after other stakeholders have reviewed the information. You 
should also determine people that actually have to approve the 
document versus those that should just receive a final copy. This is 
important for medium projects because they often are too small to 
require much sponsor and management oversight. Therefore, the 
deliverable approval process may be different than what you would 
expect of a larger project.  

3 Project 
Manager, 
Key Stake-
holders 

Meet with the key stakeholders to define the work.  

Meet with the appropriate stakeholders (managers, clients, team 
members, interested parties) and try to understand their perceptions 
of the work requested. Before you meet with the various stakeholders, 
make sure that you are familiar with the basic information that is 
required to define a project of this size. If you are not sure of the 
information to gather, you will not be prepared to ask the right 
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questions. You can review the Abbreviated Project Charter deliverable 
template to see what is required. This information includes: 

• Project Overview. State the purpose of the project and why it is 
being performed. 

• Scope. There are two parts to the scope section – deliverables 
and boundary statements. For each deliverable, provide a high-
level description. See 5.0.1 Defining Scope for more details. Scope 
can be defined in many ways but the focus for medium projects 
should be on the deliverables.  

• Estimated Effort Hours. Estimate the effort required, and 
provide information on how the estimate was prepared. For further 
information, see 2.1A.1 Build Schedule / Estimating Effort and 
Duration. 

• Estimated Duration.  Once the effort hours are known, you can 
estimate how long the project will take to complete (duration) 
based on an assumption of how many resources will be applied. If 
the start-date is known, the estimated end-date can be determined 
as well. For further information, see 2.1A.1 Build Schedule / 
Estimating. 

• Estimated Cost. Estimate the cost for labor based on the effort 
hours, and add any non-labor expenses such as hardware, 
software, training, travel, etc. For further information, see 2.1B.1 
Build Schedule / Estimating. 

• Major Assumptions. Assumptions are statements that you 
believe to be true but you are not 100% certain. There may be 
external events or conditions that must occur for the project to be 
successful. If it looks more than likely that these events will occur, 
they should be listed as assumptions. (The definition for 
assumptions is stated with more precision in the 7.0 Manage Risk 
section.) Assumptions can be identified through the experience of 
knowing the types of conditions or events that are likely to occur 
over the life of the project; brainstorming sessions with the clients, 
stakeholders and team members; and by looking at items that 
were identified as low risk in the risk management process. For 
further information on assumptions, see 7.1.2.2 Manage Risk / 
Assumptions. 

• Major Risks. There may be future, external conditions or events 
that will cause problems to the project if they occur. If there is a 
good likelihood that any of these events will occur, they should be 
identified as risks. (The definition for risks is stated with more 
precision in the 7.0 Manage Risk section.)  For further information 
on risks, see 7.1 Manage Risk / Process. 

Template: Abbreviated Project Charter 

4 Project Create your first draft of the Abbreviated Project Charter.  
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Manager Start a draft of the project schedule and budget, given as much 
information as is known at this time. Information from the schedule is 
used as input into the Abbreviated Project Charter and information 
from the Abbreviated Project Charter is simultaneously used to help 
build the schedule and budget. See 2.0 Define the Work and Budget 
for more information on building the schedule and Budget. Make sure 
you write the content for the benefit of the reader - not for your 
benefit. The information should be easily understood by the reader. 

5 Project 
Manager 

(Optional) Circulate initial draft of Abbreviated Project 
Charter. 

Circulate the Abbreviated Project Charter in draft form to gather 
feedback and build consensus. The first drafts may go to a small group 
of interested parties. The project schedule does not normally need to 
be circulated unless there is a specific request to look at it. This step is 
optional since a medium-sized project may not be very large or 
complex. It is possible that the initial draft of the Abbreviated Project 
Charter can be sent directly to the sponsor for approval.  

6 Project 
Manager 

(Optional) Update the documents based on accumulated 
feedback. 

Update the Abbreviated Project Charter with any feedback from the 
initial draft circulation. All the feedback will not be valid. The project 
manager and sponsor should determine what feedback is appropriate 
and adds to the clarity and completeness of the document.  

7 Project 
Manager 

Get the Abbreviated Project Charter approved.  

This is the same approval process that was defined earlier in step 2 
above. See the 1.2 Define Work / Techniques section for information 
on how to circulate the document and options for signifying approval. 

8 Project 
Manager 

Circulate approved Abbreviated Project Charter to all 
interested stakeholders. 

After the approval process is complete, circulate copies of the 
approved Abbreviated Project Charter and Project Management Plan to 
all interested stakeholders, including project team members. 

9 Project 
Manager 

Create the Project Management Plan for this project.  

The Project Management Plan is the document that consolidates all of 
the plans and procedures used by the project manager. On a medium-
sized project you are probably not going to create all of the auxiliary 
plans such as the Procurement Management Plan, Communications 
Management Plan, etc. You are probably just going to define the 
tactical project management procedures for the project. 

It is important to document the procedures ahead of time and get 
buy-in from your managers, clients, team members and other 
interested stakeholders. For instance, it is much easier to resolve a 
scope change request by following an approved procedure than by 
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having to invent the procedure and resolve the scope change at the 
same time. These procedures do not need to be elaborate, given the 
size of project you are defining. If you have a Project Management 
Plan from a similar project, or if your organization has a common set 
of procedures defined already, use them instead.  

The deliverables associated with the Project Management Plan can be 
created at any time in this process. This activity is shown after 
completion of the Abbreviated Project Charter because the 
Abbreviated Project Charter is a part of the Project Management Plan. 
However, the other applicable auxiliary plans can be created much 
earlier, so that the entire Project Management Plan can be finalized 
now.   

 
10 All The medium-sized project is ready to begin executing. 
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1.1.3 Define the Work / Large Projects 
Large Project Overview (1.1.3.P1) 

Large projects definitely need time up-front to define the work. If you do not adequately 
define a small or medium project, the consequences will probably not be too drastic. 
Even if your project is estimated to take 500 hours of effort, and it takes twice as long 
to complete the work, it still won’t be catastrophic for your company. However, you 
don’t have that same luxury in a large project. For instance, if you estimate the work at 
10,000 hours based on an inadequate definition process, and the actual project takes 
20,000 hours instead, the results could have a material impact on your organization and 
your entire company.  

In general, the larger a project is, the more time it takes to define the work. You need 
to make sure that you have enough information to validate that you know what you are 
doing. You also need to have enough information defined and documented so that you 
can gain agreement with your sponsor on the project objectives, the deliverables, the 
estimated cost and duration, the scope, etc.  

The process of defining a large project is similar to that of a medium-sized project. The 
difference is that there is more information to define, and the length of time required to 
complete the definition process is necessarily longer and more complex. 

In addition to a Project Charter, large projects also need a more formal Project 
Management Plan. This Plan contains the detailed plans that you will use for managing 
the project, including a Communications Management Plan, Risk Management Plan, 
Scope Management Plan, etc. These individual plans are referred to as “Subsidiary 
Plans”.  

These subsidiary plans are not required for small and medium-sized projects since the 
project management processes are more straightforward. For instance, think about risk 
management. A medium-sized project can probably get by with a standard risk 
management template that contains information on the risks and what you plan to do 
about them. On a large project, there is more to consider in terms of how you will 
manage risks. This Risk Management Plan can highlight the same risk management 
template as the medium project, but you might also need to consider risk management 
tools, a Risk Manager role, external audits around risk management, etc. This more 
complex management of project risk on a large project is the reason a standalone Risk 
Management Plan may be needed.  

There are two major components to defining the work on large projects – creating the 
Project Charter and creating the Project Management Plan. Both of these important 
deliverables are described next.  

This section focuses on the process to define the work for a large project. The major 
deliverable from this process is a Project Charter.   

 Role Defining the Work (Large Project) 
1 Project 

Manager 
Gather baseline information. 

Look for all the information that may already be available for this 
project. This includes any previous project deliverables, memos, 
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emails, etc. In many cases, before the project begins, the client must 
perform some type of high-level cost/benefit analysis or value 
proposition. All of this information should be gathered as a starting 
point for understanding the work to be done. 

2 Project 
Manager, 
Sponsor 

Determine the approval process. 

Work with your manager and the project sponsor to understand the 
approval process for the Project Charter. For instance, determine 
whether the sponsor wants to approve the charter before other 
stakeholders, or whether the sponsor wants to have the final approval 
after the other stakeholders have reviewed the work. You should also 
determine the people that actually have to approve the Project Charter 
versus those that should just receive a final copy. 

Collect Requirements (1.1.3.P2)  

3 Project 
Manager 

Collect requirements. 

The project manager needs to have some understanding of the high-
level requirements of the project before he can even begin to define 
the work. This includes the project requirements and products 
requirements. Gathering project requirements includes understanding 
the needs and expectations of the client in terms of deliverables, 
scope, costs, deadlines, etc. It may also be important to understand 
product requirements at a high-level to assist with the cost and 
schedule estimates, and to understand the types of project resources 
required. However, you do not have enough time to uncover the 
detailed product requirements at this time. The detailed requirements 
will be further defined as a part of the project lifecycle once the 
project is approved to begin executing. You can review 1.1.3.5 
Requirements Management Plan for details on how to plan for the 
requirements collection process. See 1.1.3.4 Collect Requirements for 
more details. After you have completed the requirements it is 
important that a system be established for tracking the requirements 
through the project lifecycle. This tracking process ensures that each 
requirement is fulfilled in the final solutions (in other words none were 
forgotten) and it ensures that no design, construct or testing 
components are built unless they can be tied back to an original 
requirement. See 1.1.3.6 Requirements Traceability for more 
information.  

Define Scope (1.1.3.P3) 

4 Project 
Manager, 
Key Stake-
holders 

Meet with the key stakeholders to define the work. 

Meet with the appropriate stakeholders (managers, clients, team 
members, interested parties) and try to understand their perceptions 
of the work being requested. Before you meet with the various 
stakeholders, make sure that you are familiar with the basic 
information that is required to define a project of this size. If you are 
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not sure of the information to gather, you will not be prepared to ask 
the right questions. For a large project you will want to be sure to 
understand the project objectives, scope (deliverables and 
boundaries), assumptions, risks, constraints, dependencies, approach, 
organization, and the estimated cost and duration. You can see more 
information on these concepts at 1.1.3.3 Write Project Charter. 

Create Project Charter (1.1.3.P4) 

5 Project 
Manager 

Create your first draft of the Project Charter.  

A draft of the project schedule and budget should be started, given as 
much information as is known at this time. Information from the 
schedule is used as input into the Project Charter, and information 
from the Project Charter is simultaneously used to help build the 
schedule and budget. See 2.0 Build the Schedule and Budget for more 
information on building the schedule. Make sure you write the content 
for the benefit of the reader - not for your benefit. The information 
should be easily understood by the reader. You can see more 
information on the project charter at 1.1.3.3 Write Project Charter. 

6 Project 
Manager 

Circulate initial draft of Project Charter. 

Circulate the Project Charter in draft form to gather feedback and build 
consensus. The first drafts may go to a small group of interested 
parties. The project schedule does not normally need to be circulated 
unless there is a specific request to look at it. 

7 Project 
Manager 

Update the Project Charter based on accumulated feedback. 

Update the Project Charter with any feedback from the initial draft 
circulation. All the feedback will not be valid. The project manager and 
sponsor should determine what feedback is appropriate and adds to 
the clarity and completeness of the document.  

8 Project 
Manager 

(Optional) Circulate the revised documents to a larger group 
of interested parties for one more round of feedback. 

Update the documents again based on this feedback. 

Verify Scope (1.1.3.P5) 

9 Project 
Manager 

Get the Project Charter approved. 

Use the same approval process that was defined earlier in step 2 
above.  See the 1.2 Define Work / Techniques section for information 
on how to circulate the document and options for signifying approval. 

10 Project 
Manager 

Circulate approved Project Charter to all interested 
stakeholders. 

After the approval process is complete, circulate copies of the 
approved Project Charter and Project Management Plan to all 
interested stakeholders, including the project team members. 
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Identify Stakeholders (1.1.3.P6) 

11 Project 
Manager 

Conduct stakeholder analysis 

When you are defining the work you want to be sure to identify all of 
the stakeholders. Once you know the stakeholders you can determine 
what you need from them and what they need from you. This requires 
a stakeholder analysis This is further defined in 1.1.3.2 Identify and 
Manage Stakeholders. 

Develop the Project Management Plan (1.1.3.P7) 

12 Project 
Manager 

Develop Project Management Plan 

It is important to document the Project Management Plan ahead of 
time and get buy-in from management, team members, clients and 
other important stakeholders. For instance, it is much easier to resolve 
a scope change request by following an approved procedure than by 
having to invent the procedure and resolve the scope change at the 
same time.  

The larger your project, the more formal and disciplined your Project 
Management Plan need to be. If you have procedures defined from a 
similar project, or if your organization has a common set of procedures 
defined already for large projects, use them as your starting point.   

The Project Management Plan contains the Project Charter and the 
subsidiary plans that are needed to manage the project. Although the 
documents can certainly be referenced individually, the Project 
Management Plan can be used to group them all together.  

The deliverables associated with the Project Management Plan can be 
created at any time in this process. This activity is shown after 
completion of the Project Charter because the Project Charter is a part 
of the Project Management Plan. However, the other applicable 
auxiliary plans can be created much earlier, so that the entire Project 
Management Plan can be finalized now.   

 
The Project Management Plan can include the following deliverables:  

• Project Charter. (see 1.1.3 Define the Work)   

• Project Schedule. (see 2.0 Build the Schedule and Budget) You 
can also add the Work Breakdown Structure and overall Milestone 
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Schedule to the Project Management Plan. These are by-products 
of building the overall schedule.  

• Schedule Management Plan. (see 2.1A.7 Create Schedule 
Management Plan) 

• Cost Management Plan. (see 2.1B.9 Create Cost Management 
Plan) 

• Requirements Management Plan (see 1.1.3.5 Create 
Requirements Management Plan) 

• Scope Management Plan. (see 5.0.2 Create Scope Management 
Plan) 

• Communication Management Plan. (see 6.1.3 Create 
Communication Management Plan) 

• Risk Management Plan. (See 7.1.2.1 Create Risk Management 
Plan) 

• Staffing Management Plan. (See 8.1.1.1 Create Staffing 
Management Plan) 

• Quality Management Plan. (See 9.1.2.1 Create Quality 
Management Plan) 

• Procurement Management Plan. (see 1.1.3.1 Create 
Procurement Management Plan) 

• Other plans and processes as needed to help with planning, 
monitoring and controlling a project.  

The Project Management Plan can be an actual document, or it can be 
a notebook or folder. For instance, you could get a three-ring 
notebook to hold all of these documents and the notebook could be 
called the Project Management Plan. You could also create a folder on 
your server called Project Management Plan and place electronic 
copies of all the deliverables within the folder.  
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1.1.3.1 Plan Procurements 
Refer to the TenStep Process Procurement Extension for more information on this topic 
and for information on the vendor selection process.  
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1.1.3.2 Identify and Manage 
Stakeholders 

(1.1.3.2.P1) 

Stakeholders are specific people or groups who have a stake or an interest in the 
outcome of the project. Normally stakeholders are from within the company and could 
include internal clients, management, employees, administrators, etc. A project may also 
have external stakeholders, including suppliers, investors, community groups and 
government organizations. 

Other then managing the expectations of the sponsor of the project, the manager of the 
project manager, the project team and the client, small projects typically do not have to 
worry too much about understanding and managing the stakeholder community in its 
entirety. 

As your project gets larger and larger however, you 
generally have more and more stakeholders to worry 
about. If you have a large and diverse stakeholder 
community it makes sense to perform a stakeholder 
analysis. In some cases you might want their help, in 
some cases you need their buy-in, and in some cases 
you need to make them aware of accomplishments of 
your project. This stakeholder analysis will help you 
determine the various stakeholder groups and what 
their role is on your project.  
Use the following process for stakeholder analysis.  

 Role Stakeholder Analysis Process 
1 Project 

Manager, 
Project 
Team 

Identify Stakeholders 

You can’t do the stakeholder analysis without first knowing who your 
stakeholders are. Organize a brainstorming session with your team to 
identifying all possible stakeholders. These could be individual persons 
or stakeholder groups. The list below provides an example list of 
potential stakeholders. 

• Sponsor 
• Client 
• Project Director 
• Executive Management Team 
• Project team 
• End users 
• Suppliers 
• Other internal departments / projects 
• Partner companies 
• Third parties (Suppliers, investors, unions, government 

organizations) 
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It is important to recognize the project team as a specific stakeholder 
group. This will allow the project manager to focus on their needs as 
well and make sure that their needs are taken into account on an 
ongoing basis throughout the project.  

2 Project 
Manager, 
Project 
Team 

Determine the importance of each stakeholder 

Look at each stakeholder and determine how important he is to the 
success of your project or what the impact would be on your project if 
the stakeholder had no connection at all. Categorize each stakeholder 
in terms of high/medium/low importance.  For example, if your project 
would proceed fine without a particular stakeholder, then the 
stakeholder probably has a low importance. If your project cannot be 
successful without him, he probably has high importance. This 
evaluation is important because sometimes you spend too much time 
and effort working with stakeholders that are of low importance to 
your project, while short-changing the time you spend on stakeholders 
that are very important. 

Another area you need look at when determining the importance of a 
stakeholder is the inherent power of the person. You could ask 
whether the stakeholder has the power to block or hinder the progress 
of the project. Does the stakeholder have the power or influence to 
help make the progress of the project run smoother? This information 
is important to know. For example, you may categorize a stakeholder 
as having low importance if he was not actively engaged, but you may 
categorize him as high if he was to get engaged in the project.  

3 Project 
Manager, 
Project 
Team 

Identify the interest level of each stakeholder 

To varying degrees each stakeholders has a stake or interest in your 
project. You now need to identify what these stakes or interests are. 
In some cases a stakeholder might be expecting to get something 
specific from the project and will want to be kept informed of its 
progress and involved wherever possible. In other cases, the 
stakeholder may have very little interest in the project, other then to 
be kept informed. Again you can categorize each stakeholder in terms 
of high/medium/low interest. 

4 Project 
Manager, 
Project 
Team 

Identify the impact each stakeholder can have on the project 

You may now have a long list of people and organizations that will be 
affected to varying levels by your project. Now determine what their 
impact and influence are. Some stakeholders can block your project. 
Others have no formal power but are influencers. This information will 
help you determine how to work with the stakeholder Some may be 
interested in what you are doing and others may not care. You need 
to categorize each stakeholder into common groups to determine how 
best to manage each stakeholder. 

5 Project 
Manager, 

 Understand the emotional commitment of each stakeholder 

 Understanding the emotional commitment of each stakeholder is very 
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Project 
Team 

important to your project. You need to understand their current 
opinion about the project and how they might react to it. Will they be 
a supporter or non-supporter of the project? You need to find out 
what or who influences their opinions and utilize this information to 
formulate your engagement plan. 

In most cases you and your team should be able to determine the 
emotional standpoint of each stakeholder. But for those cases where 
you cannot, you should arrange a meeting with the specific 
stakeholder and ask them directly. 

6 Project 
Manager, 
Project 
Team 

Determine how you will engage each stakeholder 

For each stakeholder, you should identify a set of activities or even an 
overall approach to satisfy their needs. You should identify activities 
that help you to achieve your interest while also recognizing the 
relative importance of each stakeholder. Obviously you will spend 
more time working with stakeholders that are important to your 
project and less time on stakeholders that are of low priority. The 
purpose of this step is to define the activities that your project team 
needs to do to make sure that you address the interest of each 
stakeholder. You will definitely be communicating with many of these 
stakeholders, so some of these activities may overlap with your 
Communication Plan. It is okay to mention these in both places. You 
are still only going to execute each activity one time. You can use the 
following table to help guide your discussions.  

Importance / Interest Management Style 

High Importance and High 
Interested 

These are the most important 
stakeholders. These individuals 
and groups must be managed 
closely and kept fully engaged in 
the project. You must make the 
greatest efforts to satisfy their 
needs. 

High Importance but Low 
Interest 

These individuals and groups 
need to be managed closely to 
ensure you satisfy their needs, 
but you will not want to over 
manage or over communicate. 

Low Importance but High 
Interest 

These individuals and groups 
need to be kept adequately 
informed. Communicate with 
them regularly to ensure that no 
major issues are arising. (Note: 
normally, these individuals and 
groups can be very helpful when 
you are defining and planning 
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your project) 

Low Importance and Low 
Interest 

Monitor these individuals and 
groups to ensure their status 
does not change through the life 
of the project, if it does, you will 
need to need to reassess the 
way they are being managed. 

 

7 Project 
Manager 

Gain agreement with the stakeholders when necessary 

In some cases, stakeholders want things from your project. However, 
in other instances you need something from them. If you need 
something from the stakeholder or stakeholder group, make sure that 
they understand what your expectations are and make sure that they 
agree to provide it. For instance, the stakeholder group may need to 
provide resources, time, money, attention, feedback, etc. 

8 Project 
Manager 

Move the activities to the schedule 

You don’t want to keep a separate stakeholder activity spreadsheet. 
After you identify the activities to engage the stakeholder groups, 
place all of the activities in the project schedule, along with who is 
responsible, the timeframe, estimated effort, etc. 
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1.1.3.3 Write Project Charter  
(1.1.3.3.P1) 

The Project Charter holds the information that you uncovered in the project definition 
process. The Project Charter is written by the project manager and approved by the 
project sponsor to show that there is an agreement on the work to be completed.  

The information in the Project Charter typically includes: 

• Executive Summary (optional). The full Project Charter document may tend to 
become large and difficult for the senior managers to digest. You can include an 
Executive Summary for managers to read. The Executive Summary is an overview of 
the actual Project Charter document. It is not just an overview of the project. 

• Project Overview. State the purpose of the project. Discuss the business benefit of 
the project and share the overall business goals that this project is contributing to. 

• Project Objectives. State the objectives that the project will achieve. The project 
objective should support your organization business goals and strategies. The 
deliverables produced should support the project objectives. For further information 
on goals and objectives, see 1.2.1 Define the Work / Goals, Strategies and 
Objectives. 

• Project Scope. There are two parts to the scope section – deliverables and 
boundary statements. For each deliverable, provide a high-level description. 
Understanding the project deliverables goes a long way toward describing the 
project scope. It is very important to be clear about what things the project could 
produce, but will not. This will make it much easier to manage scope change 
throughout the project. 
 
In addition to deliverables, you should also state any project boundaries. Boundaries 
are ways to articulate aspects of the project that are in scope versus aspects that 
are out of scope. It is a good practice to state scope boundary conditions in terms of 
both in-scope and out-of-scope statements. You should further describe scope in 
more specific terms such as: 

o The data the project needs and the data that is out of scope  

o The organizations affected and those that are not affected 

o The business processes that are in scope and out of scope  

o The business transactions that are in scope and out of scope 

o Any other in-scope / out-of-scope qualifiers that make sense 

See 5.0.1 Defining Scope for more details. 

• Estimated Effort Hours. Estimate the effort required, and provide information on 
how the estimate was prepared. You may need to be working on the schedule at the 
same time as you are working on the Project Charter to be able to provide an 
accurate estimate (± 15%). For further information, see 2.1A.1 Build Schedule / 
Estimating Effort and Duration. 
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• Estimated Duration.  Once the effort hours are known, you can estimate how long 
the project will take to complete (duration) based on an assumption of how many 
resources will be applied. If the start-date is known, the estimated end-date can be 
determined as well. You may need to be working on the schedule at the same time 
as you are working on the Project Charter to be able to provide an accurate estimate 
(± 15%). For further information, see 2.1A.1 Build Schedule / Estimating Effort and 
Duration. 

• Estimated Cost. Estimate the cost for labor based on the effort hours, and add any 
non-labor expenses such as hardware, software, training, travel, etc. You may need 
to be working on the schedule at the same time as you are working on the Project 
Charter to be able to provide an accurate estimate (± 15%). For further information, 
see 2.1B.1 Build Schedule / Estimating Costs. 

• Major Assumptions. Assumptions are statements that you believe to be true but 
you are not 100% certain. There may be external conditions or events that must 
occur for the project to be successful. If it looks more than likely that these events 
will occur, they should be listed as assumptions. (The definition for assumptions is 
stated with more precision in the 7.0 Manage Risk section.) Assumptions can be 
identified through your own experience of knowing the activities or conditions that 
are likely to occur in your organization over the life of the project; brainstorming 
sessions with the clients, stakeholders and team members; and by looking at items 
that were identified as low risk in the risk management process. For further 
information on assumptions, see 7.1.2.2 Risks and Assumptions. 

• Major Risks. There may be future external conditions or events that will cause 
problems to the project if they occur. If there is a good likelihood that any of these 
events will occur then they should be identified as a risk. (The definition for risk is 
stated with more precision in the 7.0 Manage Risk section.) For further information 
on risks, see 7.1 Manage Risk / Process. 

• Project Constraints. Constraints are events or limitations that are outside the 
control of the project team and need to be managed around. They are not 
necessarily problems. They are not risks since they are 100% likely to occur. They 
are facts. Date constraints, for instance, imply that certain events (perhaps the end 
of the project) must occur by certain dates. (It is also a good technique to consider 
very high-probability risks to be constraints. For example, if you estimate the 
probability of a risk occurring to be over 90%, you might be better off managing the 
event as a constraint rather than try to manage it as a risk.)  

• Project Dependencies. List any other projects that are in progress of pending that 
have a dependency with your project. These dependencies are deliverable-based. 
That is, a project will pass a deliverable to you or you will pass a deliverable to the 
other project. Don’t consider a project to be dependent simply because you might 
share a resource with it.  

• Project Approach. At a high level, describe in words the information that is 
represented in the project schedule. This information is for the benefit of the client 
and stakeholders that will not be able to easily interpret the actual schedule. You 
should describe major project phases and milestones, and the general sequence of 
the work. You should also communicate when the major deliverables will be 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

40 

produced. Also take some time to explain any interesting or out-of-the-ordinary 
techniques that will be utilized on the project - for instance Rapid Application 
Development (RAD), Joint Application Design (JAD) sessions, etc. Depending on the 
size of your project, this section could be fairly long, but should not go over two 
pages. See 1.2.6 Project Approach for more ideas of how the approach can be 
described. 

• Project Organization. The organization chart for a large project usually has many 
boxes that reflect involvement from various stakeholders. For instance, the project 
may have a formal project manager from the client organization that also reports to 
the project sponsor. There may be a high-level executive sponsor, as well as a 
lower-level project sponsor to represent the sponsor on a day-to-day basis. Key 
stakeholders may be organized into a steering committee to provide overall strategic 
guidance to the project. Vendors or suppliers may have a formal role and would 
need to be represented in the organizational structure (the three major ways that 
project teams are organized are described in 1.2.4 Define the Work / Project 
Organization). Many of the specific project roles are described in 1.2.3 Define the 
Work / Roles and Responsibilities. 

Large projects may also benefit from defining how deliverables get created and 
approved. This is described in further detail in 1.2.2 Define the Work / Responsibility 
Matrix.  
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1.1.3.4 Collect Requirements  
(1.1.3.4.P1) 

Most project team members like to follow the Nike creed – Just Do It! The client has a 
business need and the team immediately wants to move into problem solving mode. 
There is no better feeling than completing the solution and showing the client. Until, of 
course, the client informs you that this is not quite what he or she had in mind. 

Resist the urge to jump in head first! Before you start executing, you have to make sure 
you understand what you are doing. This requires an upfront process to define the 
project requirements. The project requirements help you understand the objectives, 
deliverables, scope and other project-related information. You should also uncover some 
preliminary and high-level information about the project deliverables. These are the 
product requirements. You are not going to have the time to complete the detailed 
product requirements but you should understand these at a high-level. This high-level 
knowledge will help you better establish a work breakdown structure, and it will help 
you better understand estimated effort, cost and duration.  

The Elicitation step is where the high-level requirements are first gathered from the 
client. To elicit accurate requirements, the project manager must ask the right kind of 
questions and then listen carefully to the answers. When you say that you are going to 
gather requirements from your client, the first thought that comes to mind is that that 
you will ask questions and document the answers.  

In fact, gathering requirements through an interview process is probably the most 
common technique. However, there are many techniques for gathering requirements, 
and in many projects the team will need to utilize a number of them instead of, or in 
addition to, interviewing. For instance, if you want to gather input from 100 users, you 
probably will not be able to talk to each one of them independently. In fact, if you did, 
you would find that you are not receiving very much information after you have finished 
the first couple. A better, faster and cheaper approach might be to interview a small 
number of people in this group and then send surveys to the rest.  

There are a number of techniques for eliciting requirements, and your project may need 
to use multiple techniques depending on the circumstances.   

• One-on-one interviews. The most common technique for gathering requirements 
is to sit down with the clients and ask them what they need. The discussion should 
be planned out ahead of time based on the type of requirements you are looking for.  

• Group interviews. These are similar to the one-on-one interview except that there 
is more than one person being interviewed. Group interviews require more 
preparation and more formality to get the information you want from all the 
participants. You can uncover a richer set of requirements in a shorter period of time 
if you can keep the group focused.  

• Facilitated sessions. In a facilitated session, you bring a larger group together for 
a common purpose. In this case, you are trying to gather a set of common 
requirements from the group in a faster manner than if you were to interview each 
of them separately.   
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• JAD sessions. Joint Application Development (JAD) sessions are similar to general 
facilitated sessions. However, the group typically stays in the session until the 
session objectives are completed. In this case, the participants would stay in session 
until a complete set of requirements is documented and agree to.   

• Questionnaires. These are much more informal, and they are good tools to gather 
requirements from stakeholders in remote locations or those that will have only 
minor input into the overall requirements. A questionnaire can also be a valuable 
way to gather quick statistics, such as the number of people who would use certain 
features, or to get a sense for the relative priority of requirements. 

• Prototyping. Prototyping is a relatively modern technique for gathering 
requirements. In this approach, you gather preliminary requirements that you use to 
build an initial version of the solution – a prototype. You show this to the client, who 
then gives you additional requirements. You change the application and cycle around 
with the client again. This repetitive process continues until the product meets the 
critical mass of business needs, or for an agreed number of iterations. 

• Following people around. This is especially helpful when gathering information on 
current processes. You may find, for instance, that some people have their work 
routine down to such a habit that they have a hard time explaining what they do or 
why. You may need to watch them perform their job before you can understand the 
entire picture. In some cases, you might also like to participate in the actual work 
process to get a hands-on feel for how the business function works today.  

Knowing your audience will help you determine the right techniques to utilize to best 
meet your needs. You should select techniques that get you the most relative 
information and are best suited for the audience. 
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1.1.3.5 Create Requirements 
Management Plan 

(1.1.3.5.P1) 

The Requirements Management Plan describes how you will elicit, analyze, document 
and manage the requirements of the project. This plan will cover the up-front gathering 
of high-level project and product requirements, as well as the more detailed product 
requirements that you will collect during the project lifecycle. This plan should especially 
focus on how you will manage changes to the requirements after they have been 
originally approved. Adhering to a Requirements Management Process helps the project 
team focus on the requirements that have been developed and maintains the integrity of 
the requirements throughout the lifecycle of the project. Sections of the plan could 
include the following information: 

• The requirements gathering process.  In this section you will describe the 
process that you will use to elicit, analyze and document the requirements.  

• Roles and responsibilities. This section lists the roles that will be involved with 
managing the requirements through the rest of the project lifecycle. Roles could 
include the project manager, lead analyst, clients, etc. The project manager, for 
instance, should have the overall responsibility for scope change management of the 
requirements. Someone, perhaps the lead analyst, should have overall responsibility 
for the integrity of the requirements throughout the rest of the lifecycle. 

• Tools. Describe any automated tools that will be used to manage the requirements. 
There are a number of tools that can be used to document, manage and track 
requirements throughout the lifecycle. 

• Change control. There should be a formal process to manage changes to the 
requirements. Hopefully, the entire project is using a formal scope change process. 
If so, then this overall scope change process should be specifically applied to the 
changes in requirements. If there is no formal overall scope change process, a 
specific change control process should be documented here.  

• Requirements traceability. If your project team is tracking (tracing) requirements 
from Analysis to Design and through the rest of the lifecycle, the overall process 
should be described here. This process should then be added to the schedule to 
ensure the proper tracking of requirements occurs throughout the rest of the 
project.  
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1.1.3.6 Ensure Traceability 
(1.1.3.6.P1) 

Traceability refers to the ability to trace, or track, requirements throughout the lifecycle 
and into the final solution. Tracking requirements through the project ensures that all 
requirements are considered as a part of design, all requirements are built into the 
solution, all requirements are tested and all requirements are implemented in the final 
solution. Likewise, the process also ensures that features and functions are not designed 
and built into the final solution if they are not a part of the agreed-upon requirements.   

The easiest way to create a link between your requirements and other development 
elements (like use cases, design elements and test cases) is by developing a Traceability 
Matrix. The Traceability Matrix provides a quick glance at all of the requirements and 
validates that they are being considered throughout the rest of the lifecycle.  

Not all projects need to trace requirements. Smaller projects typically do not need to. If 
your have a set of ten requirements for an enhancement project, for instance, it is 
probably pretty easy to validate that they are all accounted for throughout the project 
lifecycle. However, if you have a large number of requirements to track, you might even 
look into using an automated tool.  

Before you start tracking, consider the type of tracking numbers you will use. The 
tracking scheme you use will allow you to trace the requirements through the rest of the 
lifecycle. You could just number the requirements as "1", "2", "3", etc. However, you 
might want to build more sophistication into the numbering scheme. For instance, 
perhaps the requirements can be grouped into logical sections, and each section can 
have a unique identifier. In this case, the requirements tracking numbers might be 
"TAB-001", "TAB-002", "DIS-001", "DIS-002", etc. 

Once they are identified, tracking the requirements themselves can be done in a couple 
ways. One way, probably the simplest, is to just validate that each requirement is 
accounted for in subsequent project phases. For instance, something like the following 
table might do. 

Requirement Design Construct Test 

TAB-001 X X X 

TAB-002 X X   

TAB-003 X X   

The "X" in each box validates that each particular requirement was accounted for in 
each phase. In the example above, for instance, the first requirement has been 
designed for, constructed and tested. The second and third requirements have not yet 
been tested. In a similar manner, the project phase could be further subdivided. For 
instance, the Test Phase could be subdivided into Unit Test, Integration Test, System 
Test and User Acceptance test.  

A more sophisticated example is shown below. In this case, the requirements are being 
tracked through each project phase, but the components where the requirements 
appear are also being identified.   
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Requirement Design Element Construct 
Component Test Case 

TAB-001 D-APR607P C-APR607P T-004-01 

TAB-002 D-ARX607P C-ARX607P T-004-09, T-004-15 

TAB-003 D-APC103D 
D-APC103E 

C-APC103D 
C-APC103E T-004-22 

This tracking requires the team to keep track of more details as the requirements are 
proceeding through the lifecycle. However, you also have more auditability. If you want 
to actually track how a requirement proceeds through the lifecycle, you can identify the 
initial requirement, the design element, the component that contains the code for the 
requirement and the particular test case that ensured that the requirement worked 
correctly.  

The key thing to remember about traceability is that it must be enforced throughout the 
lifecycle or else it doers not work. If the team assigns tracking numbers to the 
requirements in the Analysis Phase, but the numbers are not utilized in the Design 
Phase, the whole tracking scheme will break down. Likewise if the Design Team follows 
up on the tracking, but the requirements are not tracked to the actual components, it 
will be difficult to track whether they have been tested or not and the scheme will break 
down. If you want to track requirements, you need to have a process to track and 
document them throughout the project.  

Once you have the traceability process defined, you can cross reference your project 
work two ways. First, you can validate that all of the requirements are being carried 
forward into subsequent phases of the project. If you find that multiple components in 
the same phase are associated with a single requirement, it may be a sign that you have 
duplicate and redundant work going on. Likewise, you can look at your subsequent 
components and see whether they map back to the requirements. For instance, if you 
are doing tests that don't relate back to a requirement, you may be testing for features 
that are not necessary. Other benefits to tracking requirements include: 

• Documentation for enhancements. Over time, enhancements will probably be 
made to the business features and functionality of the solution. The enhancements 
will typically be completed sooner if the developer can easily track the modified 
features and functions to the appropriate components that might be affected.  

• Documentation for the support team. The support team is not going to have 
the full knowledge of how all of the requirements are implemented in the final 
solution. The Traceability Matrix will especially be helpful when the support team is 
tracking down bugs, since they will have an easier time isolating the affected 
components. 

• Reuse. Having access to information that traces requirements, design, coding and 
testing can help similar solutions in the future reuse components from this solution.  

One word of caution, however - if the support team does not keep the Requirements 
Traceability Matrix updated, it will quickly become useless. The support team will not 
utilize the matrix if it is not reliable, even if they are the ones that caused it to be 
unreliable to begin with.  
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Identify the Source of Requirements (1.1.3.6.P2) 

In addition to tracking each requirement downstream throughout the rest of the project 
lifecycle, you may want to track the requirement back to the source that it came from. 
In most cases, this will be a particular person or group, but it might also be a vendor or 
customer. If you pulled requirements from current processes, this might refer to a 
system, business process or just "current state." Identifying the source would be helpful 
if there were questions on the requirements later in the lifecycle. The project team could 
go back and see where the requirement came from. If a person or group was identified, 
the project team could go back to that specific source for further information and clarity. 
Just as important, if a requirement cannot be accommodated, the team can go back to 
the source to see what the impact would be.  
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1.2 Define the Work / Techniques 
Work on the Project Charter and Project Schedule Simultaneously (1.2.P1) 

There is not a sequential order implied between defining the work (step 1.0) and 
building the schedule and budget (step 2.0). That is, you do not have to completely 
define the work first and then build the schedule and budget second. Some of the 
sections of the Project Charter, such as the estimates for effort and duration, cannot be 
completed without starting to lay out the overall project schedule. At the same time, you 
cannot complete the schedule without gaining agreement on the Project Charter. For 
instance, you cannot build the schedule and budget without gaining a high-level 
agreement on deliverables and scope. Defining the project also involves describing an 
overall project approach, which is helpful to know before the schedule is completed.  

To a certain extent, defining the work and building the schedule and budget need to be 
done simultaneously. The two main deliverables, the Project Charter and project 
schedule, should also be developed in parallel. You will find that as you gather 
information about scope and deliverables, you can start laying out a high-level schedule. 
As you gather more information about the work, you can fill in more details on the 
schedule. When the deliverables, scope, assumptions and approach are complete, you 
should have enough information to complete a high-level schedule. You can then use 
the high-level schedule to estimate the necessary budget, effort and duration - which in 
turn are used to complete the Project Charter.  

Break Large Projects into Smaller Pieces (1.2.P2) 

The days of the mega-project are over. Very large projects are simply too difficult to 
manage and execute successfully. There are a number of problems with very large 
projects: 

• The work is less clear the farther out in the future it is. Large projects are usually 
always long projects as well and that makes them very difficult to plan successfully.  

• Since the future work is less clear, it is harder to make accurate estimates for effort, 
duration and cost. 

• Business and technical conditions change over time, making planning assumptions in 
the future very uncertain. The business and technical certainties of today can change 
dramatically over time.  

• You risk losing organization support if there is a long delay before delivering tangible 
results. It is very difficult to maintain organizational enthusiasm and support over 
long periods of time. 

• It is very difficult to predict resource requirements and availability far into the future. 
Again, this gets at the difficulty of estimating accurately as you get further out in the 
future. 

Very large efforts are much too difficult and complex to manage as a single project. The 
better technique is to break the work down into more manageable chunks, each of 
which is considered its own project, with its own Project Charter and schedule.  

For instance, a long IT development effort can be broken into separate sequential 
projects based on the life cycle. A project is set up for the analysis work. Toward the 
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end of that project a second project is established, based on what you know then, to do 
the design work. Then a construct / test project is initiated, and finally a project for 
implementation. Other large initiatives might be broken up into smaller projects that 
might run in parallel. Some large initiatives can have a combination of smaller projects - 
some of which must be done sequentially, but others that can be done in parallel. Each 
team will work to complete its smaller project, but all the work would be coordinated so 
that the entire effort is successful. 

Set up a Program to Coordinate a Set of Related Projects (1.2.P3) 

If you break a large effort into a number of related projects, there may still be a need to 
maintain overall management and coordination. This is the purpose of setting up a 
'program'. A program is the umbrella structure established to manage a series of related 
projects. Each project has a full-time or part-time project manager. The program is lead 
by a program manager. The program does not produce any project deliverables itself; 
the project teams produce them all. The purpose of the program is to: 

• Provide overall direction, guidance and leadership for the projects 

• Make sure the related projects are communicating effectively 

• Provide a central point of contact and focus for the client and the project teams 

• Determine how individual projects should be defined to ensure all the work gets 
completed successfully 

Work With Your Client When He Cannot Completely Define the Project (1.2.P4) 

Sometimes the project manager places too high an expectation on the amount of 
foresight and vision that clients have. In many cases, the project manager will go to the 
client looking for answers to help define the project and the client will not have all of the 
information needed. This happens all the time and it does not mean that the client does 
not know what he is doing. In many cases, especially for large projects, the client has a 
vision of what the end results will be, but cannot yet articulate this vision into concrete 
deliverables. He may also not know all of the answers on scope, risks, project 
organization, etc.  Based on having less-than-complete information, the project manager 
may feel the need to guess on the details. This is not a good solution. Instead, if you 
are faced with this situation there are a couple ways that you can proceed.  

• State up-front everything that you know, as well as everything that you do not 
know. If you are asked to come up with estimated effort, cost and duration, you will 
need to provide a high and low range based on the uncertainty of the work. Your 
estimate may have a contingency of 20%, 40% or even higher.  

Although you do not know everything, you should at least know enough that you 
can plan the work for the first 90 days. You plan the short-term work in more detail, 
and leave the long-term effort more undefined. Each month you should redefine and 
plan the remaining work. As you uncover more and more information, you can plan 
the remaining work at a more-detailed level. As you uncover more details, you can 
refine your estimates and work with the sponsor to make sure it is still okay to 
continue.  

• Break the work down into a series of smaller projects (as described previously). Even 
if the final results cannot be clearly defined, there should be some amount of work 
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that is well-defined, which will, in turn lead to the information needed for the final 
solution. You should only define a project to cover as far as you can comfortably 
“see” at the time. Then, define and plan subsequent projects to cover the remaining 
work as more details are known.  For instance, you could create a project that 
gathered business requirements, and then use the results of that project to define a 
second project to build the final deliverables.   

Make Sure Everyone Understands Project Roles and Responsibilities (1.2.P5) 

For small projects, the organization is pretty simple - maybe just the project manager 
and the client / sponsor. The person who is managing the project may be the only 
person actually working on the project as well.  

However, for large projects, there may end up being an elaborate and formal 
organizational structure. You may have team members, an executive sponsor, a project 
sponsor, a client manager, a project director, a steering committee, vendors, clients, 
and others involved. You do not want to get overly complex, but the more people that 
are involved in the project the more important it is that everyone be clear on what his 
roles and responsibilities are. For example, the last thing you want is to have someone 
give you direction as if he were the sponsor when really he may just be a management 
stakeholder. 

One aspect of defining the project is to define the organization structure and the roles 
and responsibilities of all the major participants. Usually the typical roles and 
responsibilities can be defined ahead of time for your organization and then reused as 
appropriate from project to project. Many of the common project roles and 
responsibilities are outlined in 1.2.2 Define Work / Roles and Responsibilities. 

Seek Project Approvals from the Right People (1.2.P6) 

Once the project has been defined, the project manager should seek formal approval 
from the appropriate sponsor and management stakeholders. There are many ways to 
gain formal project approval. Like most other activities in the TenStep Project 
Management Process, a little bit of planning is the key. For small projects, one signature 
from the main client or project sponsor is probably sufficient to show approval of the 
work to begin. This approval could also be via email confirmation. However, it should 
not be verbal.  

For larger projects, ask your manager and the project sponsor to identify who should 
have explicit approval of the Project Charter, who should have implicit approval and who 
needs to get a copy for informational purposes only. In general, use the following 
approach as your starting point: 

• Project Sponsor and key stakeholders. Get an explicit approval. This approval 
can be a formal signature on a paper copy of the Project Charter. It could also be an 
email specifically stating approval. You might also have some type of formal 
workflow approval. The key is that the approval is explicit and that you save a record 
of the approval. The sponsor and other key stakeholders should have seen prior 
draft copies before you circulate the final version. This final approval should be a 
formality only. You don’t want to be in a position where you are trying to gain final 
approval and yet the sponsor has further concerns or questions.  
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• Other management stakeholders. Get an implicit approval. Implicit means that 
you assume they approve the Project Charter unless they get back to you otherwise. 
You would first send them a soft or hard copy of the Project Charter. Let them know 
you would like them to review the material and provide feedback, especially if they 
have questions or concerns. Then give them a date for replying and let them know 
that if you do not hear back from them before the date you will assume they are 
granting their approval. If they come back to you with concerns, address them or 
take them to the project sponsor for resolution. It is important that these people 
have seen a prior draft and have a chance to provide input. When you are sending 
the Project Charter out for final approval, you want all concerns to have been 
expressed already. You don’t want to be dealing with problems, concerns or 
uncertainty while you are trying to gain final approval from the sponsor.  

• Other interested parties. Send them a copy of the Project Charter. Let them 
know that it is for their information only. You should be available to discuss any 
content so that they can better understand the material, but you are not sending it 
to them for their approval. This may be the first time that these people have seen 
the Project Charter. However, you are not in a position to take requests to change 
the document since you probably already have sponsor approval. If there are any 
major concerns, the person with the concerns should take them directly to the 
sponsor.  

Establish the Triple Constraint when the Project Charter is Approved (1.2.P7) 

At the end of the Definition and Planning process (Steps 1 and 2) you should have an 
agreement with your sponsor on the work that will be completed and the cost (time) 
and duration that are needed to complete the work. These three items then form a 
concept called the “triple constraint”. The key aspect of the triple constraint is that if one 
of the three items change, at least one, if not both, of the other items need to change 
as well. (The triple constraint is actually written a couple similar ways. The cost item can 
also be referred to as effort, which makes more sense if the labor costs are all internal 
and if there are no non-labor costs. Sometimes, the scope item is referred to as quality, 
which then focuses on delivering a certain quality level for a certain cost and duration. 
This is a more narrow aspect of the triple constraint, but the general concepts still hold 
true.) 

For further information on how to manage the project using the triple constraint model, 
see 3.2.P13. 

Try to Understand Your Client’s Expressed Needs and Their Real Needs 
(1.2.P8) 

The Project Charter describes the project at a high level. The Project Charter specifically 
describes the needs of the client, as well as the project team’s estimate of the effort, 
duration and cost to fulfill those needs. The details of the client’s need are then defined 
in more detail through the gathering of business requirements.  

It is important for the project manager and project team to understand that the true 
needs of the client may or may not be the same as the needs that are expressed to you 
and that are the foundation of the Project Charter and the business requirements. In 
many cases, the client does not understand his true needs when the project starts. The 
true needs can sometimes evolve over the course of the project. Likewise, the client 
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may have a clear vision of his needs, but he may have a hard time expressing the needs 
to the project team. To a certain extent, this is the purpose of scope change 
management – to allow the client to change the requirements of the project while it is 
in-progress.  

The project team can do nothing better than to document the expressed needs of the 
client and use the expressed needs as the basis for the approval of the Project Charter 
and the Business Requirements. However, it is also true that the project team should do 
as good a job as possible uncovering the true needs of the client. This involves 
techniques such as asking good questions, asking targeted follow-up questions, 
gathering input from all key stakeholders, asking more questions when requirements 
don’t seem to make sense, etc. Obviously, the project team should do whatever it can to 
try to uncover the true needs of the client. The closer the true needs of the client are to 
his expressed needs, the closer you will be to getting the project right the first time.   

Use a Separate “Discovery Project” to Define the Work for a Large Project 
(1.2.P9) 

For very large projects, there is a tendency for the project definition work to become 
very lengthy and unfocused. Defining the work for very large projects may take enough 
time that it should be structured as a project itself. This is the purpose of defining a 
separate Discovery Project. 

This should make sense. For example, if the project is ultimately going to take 50,000 
effort hours, it may take a number of months to get the project defined and approved. 
In these cases, a distinct first project is established to define the second larger project 
itself. The final deliverable for a Discovery Project is a completed Project Charter, Project 
Management Plan and project schedule for the subsequent large project. All the other 
project deliverables will be produced as a part of the next follow-up project. 

Discovery Projects, like all projects, come in all sizes. You should estimate the effort and 
duration required for the Discovery Project. Based on the effort required for the 
Discovery Project, you can categorize the Discovery Project itself as small / medium / 
large using the same project criteria described earlier. Remember that this is the relative 
size of the Discovery Project, not the final project. Depending on the size of the 
Discovery Project, you again have three options on how to define the work.   

For a small Discovery Project, a service request can be created, but it is not required. 
For this size of effort, just continue to do the definition work, as defined in the 1.1.2 
Define the Work / Medium project. It is assumed that if you are defining a Discovery 
Project the final project will be large enough to require a full Project Charter.   

For a medium-sized Discovery Project, follow the TenStep Project Management Process 
for a medium project. The Discovery Project should have an Abbreviated Project Charter 
and project schedule, and be managed just like any other medium-size project, including 
managing issues, scope, risk, etc. (A Project Management Plan document does not need 
to be created for the Discovery Project itself.) When the Discovery Project is complete, 
the Project Charter, Project Management Plan and project schedule for the subsequent 
project should be created. The approval process for these documents should be a part 
of the Discovery Project. Assuming that the Project Charter has been approved, the 
subsequent large project can start at any time. However, steps 1.0 Define the Work and 
2.0 Build the Schedule and Budget will already be completed (these were the purpose of 
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the Discovery Project). The project management process for this subsequent project can 
begin in Step 3.0 Manage the Schedule and Budget. 

If the size of your Discovery Project is, in fact, a large project itself, you should follow 
the steps required for defining large projects. Let’s look at an example. Let’s say you are 
trying to define a very large project – perhaps even a program (a set of related projects 
managed as a whole). Let’s further assume the Discovery Project itself takes 5,000 
hours.  If the Discovery Project is a large project, the subsequent project actually being 
defined would have to be very, very large. The Discovery Project would then be 
managed as a large project. When the Discovery Project is completed, the larger project 
can start, since the Discovery Project deliverables include the Project Charter, schedule 
and Project Management Plan.  

Chose the Correct Contract Types for your Project (1.2.P10) 

There are a number of fundamental contract types including 

• Cost-Reimbursable (CR)  

• Fixed Price (FP)  

• Time and Material (T&M)  

Many contract definitions and techniques are described further at 1.2.6 Basics of 
Contracts. Refer to the TenStep Process Procurement Extension for more information on 
this topic. 
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1.2.1 Goals, Strategies and Objectives 
(1.2.1.P1) 

Business goals are high-level statements that provide overall context for what the 
project is trying to achieve. Strategies describe how the goals will be achieved. 
Objectives are lower-level statements that describe the specific, tangible products and 
deliverables that the project will deliver. The definition of goals and objectives is more of 
an art than a science and it can be difficult to define them and align them correctly. 
However, through practice and the use of some common definitions, you can start to 
identify and tell the difference between goals and objectives.   

Business Goals (1.2.1.P2) 

TenStep does not use the term “project goals”. Goals are set at the organization level – 
not the project level. Objectives are at the project level.  

Goals are high-level statements that describe what are organization is trying to focus on 
for the next three to five years. For example an organization goal might be to "increase 
the overall satisfaction levels for clients calling to the company helpdesk with support 
needs". Because the goal is at a high-level, it may take more than one project to 
achieve. In the above example, there may be a technology component to increasing 
client satisfaction. There may also be new procedures, new training classes, 
reorganization of the helpdesk department and modification of the company rewards 
system. It may take many projects over a long period of time to achieve the goal. 

The goal should reference the business benefit in terms of cost, speed and / or quality. 
In the prior example, the focus is on quality of service. Even if the project is not directly 
in support of the business, there should be an indirect tie. For instance, an IT 
infrastructure project to install new web servers may ultimately allow faster client 
response, better performance or some other business benefit. If there is no business 
value to the project, the project should not be started. 

If you can measure the achievement of your goal, it is probably written at too low a 
level and is more of an objective. 

If your goal is not achievable through any combination of projects, it is probably written 
at too high a level. In the above example, you could envision one or more projects that 
could end up achieving a higher level of client satisfaction. A goal statement that says 
you are trying to achieve a perfect client experience is not possible with any combination 
of projects. It may instead be a vision statement, which is a higher-level statement 
showing direction and aspiration, but which may never actually be achieved.  

It is important to understand business goal statements, even though goals are not a 
part of the Project Charter. Goals are important from a business perspective. The 
purpose of a project should be to contribute to the achievement of a business goal or 
strategy. This is called “alignment”. If your project does not align to organizational goals 
and strategies it should not be started. The project manager needs to understand the 
business goals that the project is contributing to.  

Business Strategies (1.2.1.P3) 
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Business goals tell you what is important. Strategies tell you how you are going to 
achieve the goals. There may be many ways to achieve your business goals. Your 
organization’s strategies are a high-level set of directives that articulate how the 
organization will achieve the goals, and ultimately move toward its long-term vision. 

Projects may be authorized that contribute directly to the business goals, or the project 
may contribute toward a strategy. In general, no projects (or any work) should be 
undertaken that do not align to your strategy.  

Project Objectives (1.2.1.P4) 

Objectives are concrete statements that describe the things the project is trying to 
achieve. An objective should be written at a lower level, so that it can be evaluated at 
the conclusion of a project to see whether it was achieved. Goal statements are 
designed to be vague. A well-worded objective will be Specific, Measurable, Attainable / 
Achievable, Realistic and Time-bound (SMART). (SMART is a technique for wording the 
objective. An objective does not absolutely have to be SMART to be valid.)  

An example of an objective statement might be to "upgrade the customer service 
telephone system by December 31 to achieve average client wait times of no more than 
two minutes". 

• Note that the objective is much more concrete and specific 
than the goal statement.  

• The objective is measurable in terms of the average client 
wait times the new phone system is trying to achieve. 

• You can assume that the objective is achievable and 
realistic. 

• The objective is time-bound, and should be completed by 
December 31.  

Objectives should refer to the deliverables of the project. In the prior example, the 
objective refers to the upgrade of the telephone system. If you cannot determine the 
deliverables that are created to achieve the objective, the objective may be written at 
too high a level. On the other hand, if an objective describes the characteristics of the 
deliverables, it is written at too low a level. If the statements describe the features and 
functions, they are requirements, not objectives.  

If the project is a part of a larger program, the objectives of all the underlying projects 
should be in alignment with the program objectives.  

Importance of Objectives (1.2.1.P5) 

Objectives are important because they show a consensus of agreement between the 
project manager and the project sponsor on the main purpose of the project. The 
specific deliverables of an IT project, for instance, may or may not make sense to the 
project sponsor. However, the objectives should be written in a way that they are 
understandable by all of the project stakeholders. 

Objectives are also valuable since they provide alignment to organization goals and 
strategies. Your organization should not authorize projects that do not tie to goals and 
strategies  
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Define Objectives Before the Project Starts (1.2.1.P6) 

The project objectives and the business goals and strategies they support should be 
defined and agreed upon before the project starts. The deliverables of the project are 
created based on the objectives. 

On many projects, however, it is easier to see the deliverable that need to be built 
rather than the project objectives that are driving the deliverables. It is important to 
have both objectives and deliverables. If you think you know the deliverables that need 
to be built, work with your sponsor on why they need to be built. The answers to this 
question should help you uncover the project objectives. You can then make sure that 
the objectives all align to business goals and strategies. If you think you have to build 
certain deliverables, but you are not able to tie them to project objectives and business 
goals, you should seriously question why you are building them.  

A facilitated meeting between all major stakeholders is a good way to create the 
objectives and gain a consensus on them at the same time. 
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1.2.2 Roles and Responsibilities 
(1.2.2.P1) 

Projects of different sizes have different ways and requirements for how the people are 
organized. In a small project, little organization structure is needed. There might be a 
primary sponsor, project manager and a project team, or perhaps just a project 
manager and project sponsor. However, for large projects, there are more and more 
people involved, and it is important that people understand the things they are expected 
to do and the role they are expected to fill. This section identifies some of the common 
(and not so common) project roles that may need to be defined for your project (in 
alphabetical order). 

 
• Clients. These are the people (or groups) that are the direct beneficiaries of a 

product that the project produces. They are the people for whom the project is 
being undertaken (indirect beneficiaries are probably stakeholders). These might 
also be called customers, but the TenStep process refers to them generically as 
clients. 

• Functional Manager. A functional manager is the person that you report to within 
your functional organization. Typically, he is the person that does your performance 
review. The project manager may also be the functional manager, but he does not 
have to be. As a team member, if your project manager is different from your 
functional manager, your organization is probably utilizing matrix management.  
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• Program Manager. The program manager is the person with 
authority to manage a program. (A program is an umbrella 
organization that provides overall guidance for a number of 
related projects.) The program manager leads the overall 
planning and management of the program. All project managers 
within the program report to the program manager for the 
purposes of the program.   

• Project Director. In the TenStep process, this role is given to the functional 
manager of the project manager. The responsibilities of the role are flexible and 
should be defined for your organization and project. However, this role recognizes 
that in most organizations the project manager is not totally responsible for a 
project. Typically the functional manager of the project manager has a role to play 
as well. This role includes helping to provide resources, helping resolve difficult 
issues, dealing with organizational politics, etc.     

• Project Manager.  This is the person with authority to manage a project. This 
includes leading the planning and the development of all project deliverables. The 
project manager is responsible for managing the budget, schedule and the Project 
Management Plan (scope management, issues management, risk management, 
etc.). See 1.0.2 Role of a Project Manager for more details. 

• Project Team. The project team consists of the full-time and part-time resources 
assigned to work on the deliverables of the project. They are responsible for:  

o Building the project deliverables 

o Understanding the work to be completed 

o Planning their assigned activities in more detail if needed 

o Completing assigned work within the budget, timeline and quality expectations 

o Informing the project manager of issues, scope changes, risk and quality 
concerns 

o Proactively communicating status and managing expectations 

The project team can consist of resources within one functional organization or it 
can consist of members from many different functional organizations. A cross-
functional team has members from multiple organizations. Having a cross-functional 
team is usually a sign of your organization utilizing matrix management. Project 
team members should be considered a distinct stakeholder group. 

• Quality Manager. On a large project, quality management could take up a large 
amount of project management time. In this case, it could be worthwhile to appoint 
someone as quality manager. Under the guidance of the project manager, this 
person would write the Quality Management Plan, develop the quality control and 
quality assurance procedures, check that these procedures are being followed and 
provide advice and guidance to team members on quality-related issues. 

• Risk Manager. On a large project, risk management may be a significant part of 
the project manager's work and it may be advantageous to appoint someone to 
coordinate the risk management process. The project manager retains overall 
responsibility for project risk but the risk manager would control the process of 
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identifying, classifying and quantifying the risks and for monitoring the Risk 
Management Plan to ensure it is successful.  

• Sponsor (Executive Sponsor and Project Sponsor). The sponsor is the person that 
has ultimate authority over the project. The executive sponsor provides project 
funding, resolves issues and scope changes, approves major deliverables and 
provides high-level direction. He also champions the project within his organization. 
Depending on the project, and the organizational level of the executive sponsor, he 
may delegate day-to-day tactical management to a project sponsor. If assigned, the 
project sponsor represents the executive sponsor on a day-to-day basis and makes 
most of the decisions requiring sponsor approval. If the decision is large enough, the 
project sponsor will take it to the executive sponsor for resolution. 

 In addition, the sponsor will: 

o Define the business objectives of the project 

o Represent the project interests to the next highest management level 

o Determine whether the project is a success. If the project was not totally 
successful, the project sponsor determines the degree of success 

o Obtain approval for any capital expenditures 

o Monitor the progress of the project 

o Monitor the business environment to ensure the project still meets the business 
needs 

o Chair the project steering committee, if one exists 

The sponsor is the business owner of the project and the solution that is created. 
While the project manager is responsible for the success of the project, the sponsor 
is responsible for delivering business benefit to the organization. 

• Stakeholder. These are the specific people or groups that have a stake, or an 
interest, in the outcome of the project. Normally stakeholders are from within the 
company and could include project team members, internal clients, management, 
employees, administrators, etc. A project may also have external stakeholders, 
including suppliers, investors, constituents, community groups and government 
organizations.  

• Steering committee. A steering committee is a group of high-level stakeholders 
that are responsible for providing guidance on overall strategic direction. The 
sponsor could take this role, but if the impact of the project is cross-functional, the 
sponsor may not want to make all the decisions. The sponsor may want to organize 
a steering committee of representatives from the different organizations impacted by 
the project. The steering committee does not take the place of a sponsor, but helps 
to spread the strategic input and buy-in to a larger portion of the organization. The 
steering committee is usually made up of organizational peers and consists of a 
combination of direct clients and indirect stakeholders. 

• Suppliers / Vendors. Although some companies may have internal suppliers, in 
the TenStep Project Management Process suppliers and vendors always refer to 
third-party companies or specific people that work for third parties. They may be 
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subcontractors that are working under your direction or they may be supplying 
material, equipment, hardware, software or supplies to your project. Depending on 
their role, they may need to be identified on your organization chart. For instance, if 
you are partnering with a supplier to build a critical component, you probably want 
them on your organization chart. On the other hand, if there is a vendor supplying a 
common piece of hardware, you probably would not consider them a part of the 
team.  

• Users. These are the people who will actually use the deliverables of the project. 
Sometimes these people are also involved heavily in the project in activities such as 
defining business requirements. In other cases, they may not get involved until the 
testing process. Sometimes you want to specifically identify the user organization or 
the specific users of the solution and assign a formal set of responsibilities to them. 
Users can be inside and outside of the client organization. For instance, if your 
company has a time reporting system, the client organization might be the Human 
Resources Department. However, the users would include people from every 
organization that used the time reporting system. 
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1.2.3 Responsibility (RACI) Matrix 
(1.2.3.P1)  

In a large project, there may be many people that have some role in the creation and 
approval of project deliverables. Sometimes this is pretty straightforward, such as one 
person writing a document and one person approving it. In other cases, there may be 
many people who have a hand in the creation and others that need to have varying 
levels of approval.  

For complicated scenarios involving many people, it can be helpful to have a Deliverable 
Responsibility Matrix. This is also called a RACI chart. This helps set expectations and 
ensures people know what is expected from them. For instance, you need to know 
whether the members of the steering committee need to approve the Business 
Requirements document. The matrix can describe everyone’s role.  

On the matrix, the different people (or roles) appear as columns, with the specific 
deliverables in question listed as rows. Then, use the intersecting points to describe 
each person's responsibility for each deliverable. A simple matrix is shown, followed by 
suggested responsibility categories. 

  Project 
Sponsor 

Project 
Director 

Project 
Manager 

Project 
Team 

Steering 
Committee 

Project Charter A A R C A 

Communication 
Management Plan A C R I C 

Business Requirements A I R C I 

Status Reports I I R C I 

“R” means that the person (or role) is responsible for the deliverable. Usually there is 
only one person who is responsible for creating a deliverable, although many people 
may provide input. 

“A” means that the person (or role) approves the deliverable.  

“C” means that the person (or role) is consulted on the deliverable. This implies there is 
two-way discussion.  

“I” means that the person (or role) is informed of the deliverable. This is one way 
communication.  

In the table above, the Project Charter is the responsibility of the project manager; 
approved by the project sponsor, project director and the steering committee. The 
project team consults on the Project Charter.  

The purpose of the matrix is to clarify and gain agreement on who does what, so you 
can define the columns with as much detail as makes sense. For instance, in the above 
example, the 'project team' could have been broken into specific people or the person 
responsible for creating the Business Requirements could have been broken out into a 
separate column. After the matrix is completed, it should be circulated for approval. If it 
is done in the Define the Work step, it can be an addendum to the Project Charter.  
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The ability to gain clarity is vital for the matrix to be effective. It must reflect people's 
expectations and responsibilities. For instance, if the sponsor delegated the approval of 
Business Requirements to a subordinate, that fact should be represented on the matrix 
for all to see and approve. On the other hand, if the sponsor agrees that he will approve 
the Business Requirements, then, in fact, his approval is required, not that of a 
subordinate that was delegated the responsibility.  

Examples of additional responsibility codes are as follows. Your project may define 
different codes, as long as you explain the meaning so that people know what is 
expected of them.  

• N – Is notified when a deliverable is complete 

• M - Manages the deliverables (such as a librarian or person responsible for the 
document repository) 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

62 

1.2.4 Project Organization 
(1.2.4.P1)  

The way that the project team is organized is directly related to the way the entire 
organization is structured. There are three major organization structures to manage 
work and people.  

Functionally Based (1.2.4.P2) 

In a functional organization, a project team is staffed with people from the same 
department. All the resources needed for the project team come from the functional 
organization. For instance, if the project is related to the finance function, the project 
resources come from the Finance Division. If you need IT, finance and legal resources, 
they would all be available from within the Finance Division.  

 
A second way that a project is staffed in a functional organization is by executing 
portions of a project in one functional organization at a time. For example, let’s say that 
a large project needed resources from the Finance, Purchasing, IT and Manufacturing 
departments. In a functional organization, the project would be broken down by 
organizational unit and each unit would do its own part relatively independently. The IT 
Department would work on its piece. The Finance Department would work on its piece. 
The Manufacturing and Purchasing Departments would work on its pieces. At the end, 
all of the independent solutions would be integrated into one final solution.   

 
The biggest advantage of functionally-based projects is that there is usually clear 
authority, since the project managers tend to also be the functional managers. You also 
do not need to negotiate with other organizations for resources, since all of the staff 
needed for your project will come from the same functional organization. Other 
advantages of this organization are that the team members are usually familiar with 
each other, since they all work in the same area. The team members also tend to bring 
applicable business knowledge of the project.  

A major disadvantage of the functional organization is that your functional area may not 
have all of the specialists needed to work on a project. A Finance project with an IT 
component, for instance, may have difficulty acquiring specialty IT resources such as 
Database Administrators, since the only people available will work in their own 
functional department. Another disadvantage is that project team members may have 
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other responsibilities in the functional organization since they may not be needed full-
time on a project. They may be assigned to other projects, but it is more typical that 
they would have support responsibilities that could impact their ability to meet project 
deadlines. 

Project Based (1.2.4.P3) 

When projects are large enough, it's possible to form functional departments within the 
project team. This is especially practical when a large program has hundreds of people 
assigned over a long period of time. Advantages include clear authority, since the 
project manager is also the functional manager, and a clear focus, since everyone on 
the team has only the project for his primary responsibility.  

One disadvantage is duplication of resources, since scarce resources must be duplicated 
on different projects. For instance, a large project may have its own Human Resources 
staff, which could duplicate a central Human Resources Department. There can also be 
concerns about how to reallocate people and resources when projects are completed. In 
a functional organization, the people still have jobs within the functional department. In 
a project-based organization it is not so clear where everyone is reassigned when the 
project is completed. 

Matrix Based (1.2.4.P4) 

Matrix organizations allow functional departments to focus on their 
specific business competencies and allow projects to be staffed with 
specialists from throughout the organization. For instance, Database 
Administrators may all report to one functional department, but would be 
allocated out to work on various projects in other departments. A Legal 
resource might report to the Legal Department, but be assigned to a 
project in another department that needs legal expertise. It is common 
for people to report to one person in the functional organization, while 
working for one or two project managers from other departments.   

The main advantage of the matrix organization is the efficient allocation of all resources, 
especially scarce specialty skills that cannot be fully utilized by only one project. For 
instance, data modeling specialists may not be utilized full-time on a project, but can be 
fully leveraged by working on multiple projects. The matrix-based organization is also 
the most flexible when dealing with changing business needs and priorities.  

The main disadvantage is that the reporting relationships are complex. Some people 
might report to functional manager for whom little work is done, while actually working 
for one or more project managers. It becomes more important for staff members to 
develop strong time management skills to ensure that they fulfill the work expectations 
of multiple managers. This organization also requires communication and cooperation 
between multiple functional and project managers that all need time from the same 
resources.  
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1.2.5 Project Approach 
(1.2.6.P1) 

The project approach is a section in the Project Definition that describes in words the 
thinking that goes into the creation of the project schedule. There are two benefits to 
creating an approach section. First, this information will help the client and stakeholders 
understand how the project will progress without having to interpret the actual 
schedule.  

The other benefit of the project approach is that it allows the project manager and 
project team to lay out a high-level vision for project execution and use this vision to 
help create the lower-level schedule. Sometimes the project team finds it hard to build a 
schedule to complete the work. Creating a high-level approach first can make it easier to 
create the lower-level schedule second.   

There are a number of ways the section can be prepared. Usually, you start off with 
general content about how the organization and environment will impact the project. 
Then you walk chronologically through the project, starting at the beginning and going 
to the end. Of course, you don't describe the detail at an activity level. You want to stay 
at the milestone, stage or phase level.  

Sometimes it is difficult to get started with this section. The following information gives 
you more detail and examples of the areas that can be described. You will notice that 
much of this information may be available elsewhere, but it is in the approach section 
that you tie everything together in context for the benefit of the reader. 

• Discuss whether any broader company initiatives or strategies impact the structure 
of this project. 

• Identify any constraints or time-boxes in terms of budget, effort, time or quality, and 
the impact to the project. 

• Describe any company standards that will impact how the project is executed. 

• Note any company or industry best practices that will have an effect on the project. 

• Describe other options for the overall approach and why you chose the options you 
did over the others. Note why you think this approach has the best chance of 
success over the others. 

• Talk about how the deliverables will be supported and maintained after the project 
ends. Also indicate whether the approach was influenced by support and 
maintenance implications.  

• Discuss any other related projects that are completed, in progress or pending that 
influenced the approach for this project and why. 

• Discuss, at a high level, how the project will progress from start to end and the 
interdependencies between the high-level phases and stages. 

• Discuss any techniques that might be of interest to the reader. For instance, if the 
requirements will be gathered in a three-day Joint Application Design (JAD) session, 
you can note this in the approach. 
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• Note whether new technology or new processes are being utilized and why. 

• Identify any unusual staffing requirements, such as consultants or outside 
specialists, and explain why you need them. 

• Describe the use of outsourcers, contractors or vendors, especially if they are doing 
significant work. 

• Of course, these are ideas for the approach section. You do not need to comment on 
all of them and many may not be applicable to your project. The purpose of the 
approach is to describe these factors and the impact they have on the project 
schedule. This section generally is for the benefit of the reader - the writer already 
knows the information. There is a tendency to write this section briefly and quickly, 
therefore providing little value to the reader. If the writer is diligent and provides 
good context, this section can instead prove to be very valuable for the reader.   
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1.2.6 Techniques / Basics of Contracts  
Refer to the TenStep Process Procurement Extension for more information on this topic.  
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1.3 Define the Work / Quick Reference 
Deliverables: (1.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. (Some of the templates can only be accessed by licensed users.) 

• Service Request 

• Abbreviated Project Charter 

• Project Charter 

• Project Management Procedures 

• Planning Compliance Checklist   

• Project Management Plan 

• Schedule Management Plan 

• Cost Management Plan 

• Scope Management Plan 

• Communication Management Plan 

• Risk Management Plan 

• Staffing Management Plan 

• Quality Management Plan 

• Procurement Management Plan 

• Responsibility Matrix 

• Simple Statement of Work 

• SWOT Analysis 

• Team Directory 

Schedule Activities (1.3.P2) 

Size Information Needed 

Small 

Activity Effort Comments 

Review and clarify 
Service Request 

1-2 
hours 

The project manager validates that he 
understands the work.  

Prepare a high-level 
estimate of effort, 
cost and duration. 

1-4 
hours 

Probably does not take too long to estimate 
the work for a small Service Request 

Assign the request 
or move it to a 
backlog. 

1 hour 
If the request is high priority you can assign it 
to a team member. Otherwise it stays on the 
backlog. 

Periodically review 
the backlogged 1 hour Review the backlog with your client.  
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work. 

(When assigned) 
Validate the initial 
information on the 
Service Request.  

1-2 
hours  

 

Medium 

Activity Effort Comments 

Gather baseline 
information. 

1-2 
hours  

Determine the 
approval process. 1 hour 

Need to determine who will review, approve 
and receive copies of Abbreviated Project 
Charter 

Meet with the key 
stakeholders to 
define the work. 

open Iterative process to define the work.  

Create your first 
draft of the 
Abbreviated Project 
Charter. 

2-4 
hours  

Document the 
Project Management 
Plan for this project.  

1-3 
hours 

Hopefully you have standard procedures that 
you can use on all projects in your 
organization.  

(Optional) Circulate 
initial draft of 
Abbreviated Project 
Charter 

1-2 
hours  

Update the 
documents based on 
accumulated 
feedback. 

1-3 
hours  

Get the Abbreviated 
Project Charter 
approved. 

1-2 
hours  

Circulate approved 
Abbreviated Project 
Charter to all 
interested 
stakeholders. 

1 hour  

 

Large 

Activity Effort Comments 

Gather baseline 
information. 

1-4 
hours  

Determine the 
approval process. 2 hours Need to determine who will review, approve 

and receive copies of Project Charter 
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Meet with the key 
stakeholders to 
define the work. 

Open 
Iterative process to define the work. This could 
take days or weeks to accomplish, depending 
on the size of the project. 

Create your first 
draft of the Project 
Charter. 

5-10 
hours  

Document the 
Project Management 
Plan for this project.  

2-3 
hours 

Hopefully you have standard procedures that 
you can use on all projects in your 
organization.  

(Optional) Create 
vendor management 
strategy and plan. 

 
Hopefully you have a standard process for your 
organization that you can customize for your 
needs.  

(Optional) Circulate 
initial draft of 
Project Charter 

1-2 
hours  

Update the 
documents based on 
accumulated 
feedback. 

1-3 
hours  

(Optional) Circulate 
the revised 
documents to a 
larger group of 
interested parties 
for one more round 
of feedback 

1-3 
hours  

Get the Project 
Charter approved. 

1-2 
hours  

Circulate approved 
Project Charter to all 
interested 
stakeholders. 

1 hour  
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Step 2 
 Build the Schedule and 

Budget 
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2.0 Build the Schedule and Budget 
(2.0.P1)  

 
The project schedule and budget is created along with the appropriate Project Charter 
deliverable from Step 1.0. The schedule is a vital tool to ensure that the project team 
knows what they need to do. Many people are uncomfortable creating a schedule. 
Usually this is because the project has not been well defined. It is very difficult to create 
a valid schedule if the project manager is not really sure of what the project will deliver.   

The budget represents the amount of money available to spend on the project. 
Depending on your organization and how you do your accounting, the budget could 
contain only the external costs of the project (contractors, hardware, software, material, 
etc.). Some organizations also include the costs of internal labor in the budget. These 
organizations typically have some type of chargeback process to allocate the internal 
costs back to the client or client department.  

The Define the Work step ensures you have an agreement with the project sponsor on 
the work that should be completed. In this step the project manager determines how 
the work will be completed. Depending on the size of the project, it is possible to use a 
project management package like MS Project, a spreadsheet or you could even just 
keep track of the activities in your head.  

The Relationship Between the Schedule and Budget (2.0.P2) 

The TenStep Project Management Process has always tied the schedule and budget into 
a single integrated component. Of course the two concepts are different. The schedule 
shows the activities required to build the deliverables of the project. The budget shows 
how much money the project will require.  

The TenStep process realizes that these are two fundamental processes are key to the 
project success, and in many organizations represent the two fundamental components 
of project success – did we meet expectations for schedule and budget? The two 
elements of project management are usually linked.  

• If a project is behind its schedule it is generally over budget as well. 

• If a project is over budget it is usually trending over its deadline as well. (Of course 
there are exceptions, but the two elements usually have a common trend.) 

• If you have underestimated the amount of work, you are generally going to have 
underestimated both the schedule and the budget element.  

• The effort hours applied from human resources on the project are going to impact 
both the schedule and the budget.  
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• They are two integrated elements of the overall triple constraint, which links the 
schedule, budget and project scope. If the scope of the project is increased (or 
decreased), the schedule and budget elements need to increase (or decrease) as 
well.  

Project manager experience usually shows that the schedule and budget elements of the 
project are closely tied. If the project manager is held accountable for schedule and 
budget, these two elements are closely tied.      

The Relationship Between Defining and Planning the Work (2.0.P3) 

You will note that defining the work is step 1 of the TenStep process and that creating 
the schedule and budget is step 2. However, this numbering does not imply that these 
are sequential. You will usually find that you cannot complete the Project Charter 
without starting to lay out the overall project schedule. In many cases, these two 
deliverables need to be worked on in parallel. As you gather information around scope 
and deliverables, you will need to start laying out an overall timeline so that you can get 
your hands around estimated effort and duration. As you get more “definition” 
information, you will fill in more detail on the schedule. When the deliverables, scope, 
assumptions and approach are complete, you should have enough information in the 
schedule to estimate the necessary budget, effort and duration - which in turn are used 
to complete the Project Charter.  

2.1A Build the Schedule / Process  

2.1B Build the Budget / Process  

2.2A Build the Schedule / Techniques 

2.2B Build the Budget / Techniques 

2.3 Build the Schedule and Budget / Quick Reference 
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2.1A Build the Schedule / Process 
(2.1A.P1) 

There are a number of techniques for building a schedule. Perhaps the best option is to 
utilize a prior schedule from a previous, similar project as your starting point. However, 
because of the unique nature of projects, that may prove difficult.  

A good second choice is to look for a pre-existing schedule template from a project with 
similar characteristics. For instance, you may be installing a package. Although this is 
the first time that this particular package has been implemented in your company, you 
may be able to find a generic template for a package implementation project.  

If you do not have a prior historical schedule or a schedule template to use as your 
starting point, the Work Breakdown Structure (WBS) technique can be used as a starting 
point. The WBS is a technique for looking at the project at a high level and subsequently 
breaking the work into smaller and smaller pieces until you can get the full picture of the 
work that needs to be performed. The entire team can collaborate on this exercise. For 
the most part, the Work Breakdown Structure technique can always be used as the 
starting point for creating a schedule from scratch. If you (and others) do not know 
enough to create a WBS for the project (or at least for the first three months of the 
project), you probably are not in a position to start the project. In that case, you may 
want to only define a project for the analysis portion of the project. When the analysis 
portion is complete, you should have enough information to define the rest of the 
project.   

Small Projects (2.1A.P2) 

Usually there is not a formal process used to build a schedule for a small project. The 
projects are of the size where it is easy to mentally lay out the steps that need to be 
performed and the order the steps need to be performed. There are probably only one 
or two people involved, so it is not hard to figure out who does what. Although it may 
be possible to develop a schedule in your head, the final schedule should be 
documented. For a small project, you can use a project management package like MS 
Project or you can use a spreadsheet, or even a piece of paper. The point is to sit down, 
with other team members if appropriate, and lay out the work to be performed. Having 
the schedule written down will allow the other team members and your client to 
understand the work to be performed.  

Once you have your initial estimates on effort, cost and duration, you can complete the 
Service Request form for a small project.  

Medium and Large Projects (2.1A.P3) 

At the smaller end of a medium project, you may have the ability to use the same 
techniques as for a small project. However, the larger the project, the harder this 
informal process becomes. In the 2.2A Techniques section, there is information on how 
to build schedules from previous projects or from a pre-built template. These options are 
usually the best and fastest way to build a schedule for your project. For the purpose of 
this section however, the assumption is that you have to build the schedule from 
scratch. The best way to do this is to start with a Work Breakdown Structure (WBS) and 
define the schedule from there. The general process is as follows: 
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 Role Building a Schedule from Scratch 
1 Project 

Manager 
 Create Schedule Management Plan 

This document defines and communicates how the schedule will be 
maintained throughout the project. It is part of the Project 
Management Plan. See 2.1A.7 Create Schedule Management Plan for 
more details. 

Gather Pre-existing Baseline Documents (2.1A.P4) 

2 Project 
Manager 

Review the Project Charter draft to ensure you understand the 
deliverables to produced, the overall timeframe, risks and 
assumptions, etc. The Project Charter may not be complete, but it 
needs to be in decent first draft form so that the draft schedule can be 
built. The Project Charter and any other relevant documents should be 
reviewed before you start to build the WBS 

Activity Definition / Create Work Breakdown Structure (WBS) (2.1A.P5) 

3 Project 
Manager 

Create a Work Breakdown Structure 

 

The purpose of the Work Breakdown Structure is to capture all the 
detailed elements of work required to complete the project. 
Sequencing is not important at this time. This process of breaking 
larger work components into smaller work components is called 
“decomposition”. When the Work Breakdown Structure is complete 
you have an inverted (upside-down) tree structure of activities. The 
high-level project itself is referred to as level 0 and the first high-level 
breakdown of work is called level 1. 

For additional tips and techniques for building a Work Breakdown 
Structure, see 2.1A.5 Work Breakdown Structure. 
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4 Project 
Manager 

Estimate the work effort for all detailed activities 

You have previously done a high-level estimate of effort to determine 
if the work for each activity is greater than the estimating threshold. 
You now need to review all the detailed activities and estimate the 
actual effort hours (the detailed activities are the ones at the lowest 
level that are not broken down further). You can use estimating 
techniques found in 2.1A.1 Estimating Effort and Duration and 2.2.1 
Estimating Techniques for Schedule and Budget. For instance, you 
may determine, by expert opinion, that a certain activity is 70 effort 
hours. Then you can use an analogy technique to determine that other 
activities that are about the same size will also take 70 hours to 
complete. .  

Sequence Activities (2.1A.P6) 

5 Project 
Manager 

Create a Network Diagram by sequencing the detailed work 
components 

 
The first step in converting the Work Breakdown Structure into a 
network diagram is to look at all the detail activities (not the summary 
activities) and sequence them in chronological order. Remember to 
include all the activities that are not broken down further, regardless 
of what level they are at in the WBS. In the sequencing process, you 
determine the work that gets done first, second, third, etc. You also 
determine the work that can be done in parallel with other activities. 
This step is the reason why it does not matter how you structure the 
initial WBS. As long as you discover all of the work in the WBS, the 
sequencing of the activities is done now.  

When you have a rough sequence established, go through the work 
again. At this time look for all the relationships and dependencies 
between the activities. You should note whether one activity cannot 
start until another activity is finished. In many cases, two or more 
activities may need to be completed before another one can start.  
More information on establishing the activity sequence is available at 
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2.1A.3 Precedence Relationships. 

6 Project 
Manager 

Determine the critical path of the project 

Once you have completed sequencing the activities, your schedule will 
have many paths of dependent activities that go from the beginning to 
the end of the project. There is one path that is more important than 
any other path – the critical path. This is the one path that is driving 
the project end date. When you have finished sequencing the activities 
you need to understand the critical path of the project. See 2.1A.6 
Critical Path for more information on this very important concept. 

7 Project 
Manager 

Look for date constraints 

Next you should enter any date constraints. Date constraints are 
events that are outside of the control of the project team and must be 
managed around. They are not necessarily problems or risks, but they 
need to be taken into account for the purposes of your schedule. Many 
constraints have date implications, but not all do. For instance, a 
deliverable may need to be completed before the Board of Directors 
meeting on a certain date; or, you may need to place an order with a 
vendor by a certain date. 

Estimate Activity Resources (2.1A.P7) 

8 Project 
Manager 

Assign Resources 

So far you have built the plan without specifying any resources. In this 
step, you assign resources to the work activities. If you have specific 
resources allocated to your project, you can assign them directly to 
the appropriate activities. If you do not have all your resources 
assigned, this resource assignment will need to be by a generic type of 
resource. For instance, if you have three 'programmers' assigned, you 
may need to assign them to the schedule as 'programmer1', 
'programmer2' and 'programmer3'.  

Estimate Activity Durations (2.1A.P8) 

9 Project 
Manager 

Create the initial project schedule 

If you are using a tool to do the initial scheduling of the project, go 
ahead and create an initial schedule now. Based on the effort hours, 
resources and constraints, the tool will calculate the overall timeline of 
the project from beginning to end. 

10 Project 
Manager 

“Level” the resources 

In the prior steps you assigned resources based strictly on which 
resources could do the work. What you may find is that a resource 
may be allocated for too many hours one week and not enough hours 
the next week. In this step you check to see if resources are over-
allocated or under-allocated (if you have a large project and are not 
using a tool, this might be impossible). Smoothing out this workload is 
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called resource leveling. Techniques for leveling resources include: 

• Scheduling activities sequentially, even though they could be done 
in parallel if not for resources constraints. For instance, you may 
have two activities, each estimated at 40 hours, that can be 
worked on at the same time. However, the same resource is 
needed to work on both. In this case, one activity needs to be 
scheduled first and the other activity needs to be done afterward.  

• Move work from one person who is over-allocated to another 
person with similar skills that is under-allocated in the same 
timeframe.  

• Look for slack elsewhere in the schedule and push some work 
there. For instance, an activity may have 5 days duration, but can 
be completed within a 30-day window. A resource may need to 
work on many other activities first, but have some available time 
toward the end of the 30 days. In this case, the more flexible 
activity can be scheduled later, after other less flexible activities 
have completed first.  

• Change the resource mix. If two (or more) people are assigned to 
an activity, see if one person can be freed up to work on another 
activity that is resource- constrained, even if the first activity now 
takes longer to complete. Likewise, see if additional resources that 
are under-allocated can be added to an activity to accelerate its 
completion and then allow another activity to be started earlier.  

 

 
After the initial schedule is run, Joe is over-allocated on days 8 and 
9. After resource leveling, some of the work is moved to day 10, 
and the rest of the work is moved to day 11. The activity now 
extends into an extra day of duration, but does not over-allocate 
Joe. 

 

11 Project 
Manager 

Adjust plan 

After you have estimated the effort for each activity and assigned 
resources, you can again schedule the project and see how long it will 
take (duration). At this point you have your first real draft of a 
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schedule. 

Develop Schedule (2.1A.P9) 

12 Project 
Manager 

Review the schedule to see if it makes sense 

You need to feel comfortable to defend your estimates to your 
manager and sponsor. If you feel that the schedule doesn’t reflect 
what you need, make changes and reschedule. For instance, your 
schedule may show duration of ten months, but you may only have 
eight months to get it done. At this point, you can look at alternatives 
such as adding resources, working some overtime, removing some of 
the work activities, etc. 

You might also feel that the schedule is not right, given other 
experiences that you might have.  

You should feel comfortable that this estimate of project duration is 
within 15% before you start the project.   

The bottom line is that when you provide the estimate for the 
schedule, others may question your numbers. If you don’t feel 
comfortable enough to back them up, you have more work to do, In 
other words if you cannot defend your numbers, you should spend 
more time trying to create an estimate that you feel confident in.  

13 Project 
Manager 

Establish milestones and gate reviews  

Determine when key deliverables will be completed and assign 
milestones to those events. A milestone is an activity with zero 
duration that is used to help manage the work at a high level. If you 
(or your manager) run a report showing the project milestones, you 
should be able to quickly tell whether you are on schedule, ahead of 
schedule or behind schedule.  

You can plan project reviews at the major milestones. This technique 
is called a “phase gate review”. You can see more details at 2.1A.10 
Establish Phase Gate Reviews. The actual purpose and format of the 
Phase Gate Review is described at 3.1A.3.2 Milestone / Phase Gate 
Reviews. 

14 Project 
Manager 

Save a current copy of the schedule as a baseline 

Once the schedule is completed and the project is approved, save a 
current copy of the schedule as a baseline version. Later on when the 
schedule is managed, the updated schedule can be compared against 
this original baseline version to determine variances. 
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2.1A.1 Estimating Effort and Duration 
(2.1A1.P1) 

Webster’s dictionary defines estimating as “A judgment of size, number, quantity, value, 
distance, quality, etc. of something that needs calculation or assessment.” 

This section describes the process for estimating effort, cost and duration. The place to 
start is estimating effort hours. Duration and cost can be derived using the effort 
estimate as a starting point. 

Before You Begin (2.1A.1.P2) 

Consider the following techniques before you begin the estimating process. 

• Get a clear picture of the work that is being estimated. Many problems with 
estimation come because the estimator is not really sure what the work entails. You 
should avoid estimating work that you do not understand. This does not imply that 
you can know every detail. The estimating contingency (explained later) is a way to 
reflect some of this remaining uncertainty.  

• Determine who should be involved in the estimating process. The project 
manager may or may not know enough to make the estimates on his own. It is 
usually a good practice to look for estimating help from team members, clients, 
subject matter experts, etc. This will usually result in the estimates being far more 
accurate than you would get by yourself. 

• Determine if there are any estimating constraints. If there are estimating 
constraints, it is important to know them up-front. For instance, the end-date may 
be fixed (timeboxed). You should also know if the client expects Six-Sigma quality in 
the deliverables, or if the 80/20 rule will apply. It is possible that there may be a 
fixed budget that cannot be increased. (This would be of interest so that you can 
reduce the scope of work, if necessary, to meet the fixed budget.) Knowing these 
constraints will help the estimators make valid assumptions regarding the cost, 
duration and quality balance. 

• Utilize multiple estimating techniques if possible. There are a number of 
techniques that can be used to estimate work. If possible, try to use two or more 
techniques for the estimate. If the estimates from multiple techniques are close, you 
will have more confidence in your numbers. If the estimates are far apart, you need 
to review the numbers to see if you are using similar assumptions. In this case, you 
can also try to utilize a third (and fourth) estimating technique to see if one initial 
estimate can be validated and the other rejected. 

Estimating Effort (2.1A.P3) 

Effort hours must be estimated first, before duration and cost estimates can be 
prepared. Use the following process to estimate effort hours: 

 Role Estimating Effort 
1 Project 

Manager 
Determine how accurate your estimate needs to be.  

Typically, the more accurate the estimate, the more detail you need to 
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understand about the project, and perhaps the more time that is 
needed. If you are asked for a rough order of magnitude (ROM) 
estimate (-25% - +75%), you might be able to complete the work 
quickly, at a high level, and with a minimum amount of detail. Perhaps 
you can provide a ROM estimate based on knowledge in your head. 
On the other hand, if you must provide an accurate estimate within 
15%, you need to spend more time and understand the work at a 
lower level of detail. 

2 Project 
Manager 

Create the initial estimate of effort hours 

Estimate each activity and for the entire project, using techniques 
described in 2.2A.1 Estimating for Effort and Duration. 

3 Project 
Manager 

(optional) Factor the effort hours based on the resources 
assigned  

Your estimates are probably based on the effort it will take an average 
resource to do the work (or perhaps the estimates are based on the 
effort it would take if you did the work). Sometimes you also have 
knowledge of the exact resource or the type of resource that will be 
assigned. If you do, you may want to factor the estimate up or down. 
For instance, you may estimate an activity to take 40 effort hours. 
However, you also know that the person who will do the work is an 
inexperienced trainee. In this case, you may want to double the 
estimate to 80 hours. Another set of activities may be estimated to 
take 200 hours. However, you know that you will hire an experienced 
contractor to do the work, so you may be comfortable reducing the 
estimate to 150 hours. Obviously, this step can only be performed if 
you have some sense for the actual resources to be applied to the 
project. 

4 Project 
Manager 

Add specialist resource hours 

Make sure you have included hours for part-time and specialty 
resources. This could include freelance people, training specialists, 
administrative help, etc. These are people that may not be obvious at 
first, but you may need them for special activities.  Because they are 
typically in project support roles, you may have forgotten to include 
their activities in the original Work Breakdown Structure. 

5 Project 
Manager 

(optional) Add rework time In a perfect world, all project 
deliverables would be correct the first time. On real projects, that 
usually is not the case. Schedules that do not consider rework can 
easily end up underestimating the total effort involved with completing 
deliverables.  

This is not to be confused with scope changes. If you produce a 
deliverable that does not meet all the original requirements, or has a 
quality problem, then rework may be required. If the original 
deliverable is not acceptable because of additional requests for new 
features, functions or requirements, then scope change management 
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should be utilized. There are a number of ways to factor in the effort 
and time associated with rework.  

• Add into the original estimate. This is probably the most 
typical approach. If you think that a deliverable will take 50 hours 
to complete, you may be already be considering the work required 
for one set of corrections, or maybe two.  

• Add as separate activities. In this approach, you estimate the 
effort of completing the deliverable the first time, and then add a 
second set of activities, effort and duration for making corrections 
and recycling a second (and third) time through.  

• Add as blocks of time. Rather than add rework to individual 
deliverables, add a block of time at the end of a phase for rework. 
This is basically adding a general budget and schedule buffer to 
help absorb the rework time associated with a group of 
deliverables. The effort and cost associated with the buffer could 
be based on individual rework estimates or just a percentage of 
the original deliverable development time. 

 
6  Add project management time 

Project management takes effort and there is an associated cost as 
well. You need to allocate effort hours to successfully and proactively 
manage a project. You should add 15% of the effort hours for project 
management. For instance, if a project estimate is 12,000 hours (7 - 8 
people), then a full-time project manager (1800 hours) is needed. If 
the project estimate is 1,000 hours, the project management time 
would be 150 hours. This would not be enough for a full-time project 
manager, so the project manager would either be a part-time project 
resource or the project manager would also have non-project 
management activities assigned to him as well. 

7  Add contingency hours 

Contingency is used to reflect the uncertainty or risk associated with 
the estimate. If you are asked to estimate work that is not well 
defined, you may add 50%, 75% or more to reflect the uncertainty. If 
the estimate was required on short notice, a large contingency may be 
required. Even if you have time to create a reasonably accurate 
estimate, your contingency may still be 10-25%. If you do not add a 
contingency amount, it would mean that you are 100% confident in 
your estimate. This may be the case if similar types of projects have 
been done before.  

When you add contingency, the best approach is to include it as a 
separate line item. However, if your organization will not allow you to 
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include a formal estimating contingency, you may have no choice but 
to include the estimating contingency by padding the estimates of all 
the underlying activities. This is not the preferred approach, but it is 
the natural reaction if your organization will not allow a formal 
estimating contingency budget to reflect estimating uncertainty. 

8  Calculate the total effort 

Add up the estimates for all the work components described above. 

9  Review and adjust as necessary 

Sometimes when you add up all the components, the estimate seems 
obviously high or low. If your estimate does not look right, go back 
and make adjustments to your estimating assumptions to better reflect 
reality. Also make sure that your estimating model is consistent and 
reasonable. For instance, if a repetitive activity is planned, you might 
initially calculate the total effort by multiplying the effort to complete 
one activity by the number of times the activity is executed. However, 
upon further evaluation, you may realize that the effort to complete 
the activity will decrease as it becomes routine. You should also make 
sure that similar activities have similar effort estimates and if they do 
not, adjust them as needed. 

10  Document all assumptions 

You will never know all the details of a project for certain. Therefore, it 
is important to document all the assumptions you are making along 
with the estimate. 

Estimating Duration (2.1A.P4) 

Whereas effort is normally given in terms of hours, duration is given in terms of days 
and an end-date. For instance, it could be confusing to say that the duration of a project 
is three months, since you don't know if this means that the duration is actually 90 days 
or 60 work days. What you should say instead is that the project duration is 90 days and 
the estimated end-date is 31 December 2004. If you describe the duration estimates in 
those terms (the estimated number of days of duration, as well as the targeted end-
date) your final numbers are clear.  

If everyone worked eight hours per day, and was absolutely 100% productive for all 
eight hours, you could easily calculate duration by taking the number of effort hours, 
divided by the number of resources. For instance, if an activity was estimated at 80 
hours, and you have one person assigned, and he works eight hours per day, the 
duration would be (80 / 1 / 8) = 10 days. Likewise, if four people were assigned full 
time, the duration would be (80 / 4 / 8) = 2.5 days.  

However, those perfect circumstances are not indicative of how work is actually 
performed. Therefore, you can convert effort hours to duration activities using the 
following process.  

 Role Estimating Duration 
1 Project Estimate the productive hours per day 
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Manager Normally the first step is to determine how many productive hours of 
work you can count on each person working per day over time. In 
other words, if an activity is scheduled to take 40 effort hours, it is 
unlikely that it can be completed in a calendar week, without overtime. 
Using a factor of 6.5 productive hours per day will help you take into 
account socializing, ramp-up time, going to the bathroom etc. See 
2.1A.4 Estimating Productive Hours per Day for more details. 

2 Project 
Manager 

Determine how many resources will be applied to each 
activity 

In general, the more resources you can apply to activities, the quicker 
the activities can be completed. Obviously two resources may be able 
to complete an activity faster than one person, but it may not be twice 
as fast. Similarly, a third person may allow the task to be completed 
sooner, but not in one-third the time. However, at some point, adding 
resources will not make the activity complete any sooner, and in fact, 
may make it go longer. 

3 Project 
Manager 

Factor in available workdays 

Take into account holidays, vacations and training.  This was not 
included in the productivity factor in the first item, since this non-
project time can be scheduled and accounted for in advance. For 
instance, on a three-month project, one team member may be out for 
two holidays, while another may also have ten days of vacation. To 
make your schedule more accurate, take into account any days that 
you know your team will not be available to work on the project. 

4 Project 
Manager 

Take into account any resources that are not full-time 

If you have a resource allocated 50% of his time, it will take him at 
least twice as long to do any individual activity. If you have an activity 
that has an estimated effort of 40 hours, and you assign a resource 
that is only allocated 25% to your project, the resulting duration will 
be at least four weeks, if not more. 

5 Project 
Manager 

Factor in multi-tasking productivity loss for part-time 
resources 

If one person is working on multiple projects, or perhaps a 
combination of projects and support, a further reduction in 
productivity needs to be taken into account. This reflects the fact that 
if a person is shared on two or more unrelated efforts, it takes time to 
stop one and start up another. For instance, if a person is on two 
projects for 20 hours each week, he is going to lose additional 
productive time switching back and forth between the two work 
efforts. If the person is on two projects, this might result in a 10% loss 
of productivity on both projects. If he is on three (or more) each effort 
could take up to a 20% productivity hit.  

For example, let’s assume that a person is split between three projects 
for 24, 10 and 6 hours per week. The project managers should initially 
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factor in closer to 20, 8 and 4 hours of actual productive time per 
week. Further, since there are three projects involved and there will be 
stopping and starting time, the re-factored productive time might be 
closer to 18, 7 and 3 hours respectively per project. 

6 Project 
Manager 

Calculate delays and lag-times 

Some activities have a small number of effort hours, but a long 
duration. For instance, if you are counting on vendor resources, you 
may need to wait until the vendor is ready before you can begin. 
Another example is the duration required to get a deliverable 
approved. You may estimate the effort at only a few hours, yet it may 
take a number of days or weeks to gain the actual approval. 

7 Project 
Manager 

Identify resource constraints 

When you build your initial schedule, you identify the activities that 
can be done sequentially and those that can be done in parallel. If you 
have enough resources, all of the parallel activities can, in fact, be 
done in parallel. However, you can only do the activities in parallel if 
you have the right resources available at the right time. If you do not 
have enough resources (you rarely do), you will find that some of the 
parallel activities need to be done sequentially, since the same 
resource needs to be assigned to the activities. Even if you think you 
have enough people, you also need to recognize that not all activities 
and team members are interchangeable. There may be a set of 
activities that can be done in parallel; however they need to be 
worked on sequentially because only one person has the right skills to 
do the work – even though other resources are available. 

8 Project 
Manager 

Document all assumptions 

You will never know all the details of a project. Therefore, it is 
important to document all the assumptions you are making along with 
the estimate. 
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2.1A.2 Estimating Threshold 
(2.1A.2.P1) 

When you create a schedule you generally don’t know enough to enter all of the 
detailed activities the first time though. Instead, you identify large chunks of work first, 
and then break the larger chunks into smaller pieces. These smaller pieces are, in turn, 
broken down into still smaller and more discrete activities. This technique is referred to 
as creating a Work Breakdown Structure (WBS).  

An appropriate question to ask is how small the activities should be before they do not 
need to be broken down further. This is referred to as your “estimating threshold”. Work 
can be broken down into smaller activities than the estimating threshold, but normally 
no work would be left at a higher level. The threshold can be different based on the size 
of your project and how well the work is understood.  

You can use the following criteria as a guide. For a typical large project (say 5000 effort 
hours or more), any work that is greater than 80 hours of effort should be broken down 
into smaller pieces. Medium-sized projects (say 1000 effort hours) should have activities 
no larger than 40 hours. If the project is small (say 200 hours), you should break down 
the activities into work no greater than 20 hours. Remember that this threshold is an 
upper limit. You can break the activities down further if you want.  

Assigning work that is smaller then your threshold allows the work to be more 
manageable. This is because when you assign work to a team member you don’t know 
for sure how he is progressing until the due date (or the completion date if it comes 
first). For instance, if you assign a team member a piece of work that is due in four 
weeks, you are not going to know for sure whether the work is on time until the four-
week deadline. If the work is completed you will know you are on track. If the work is 
late you will know it then as well. However, four weeks (or longer) is too long to wait to 
know if the work is on track. A better approach is to break the four-week activity into 
four one-week activities. Then you will know after the first week if the work is on time or 
not.  

Of course, it is possible that activities that are to be worked on in the distant future may 
not be able to be broken down less than the threshold because there may be too much 
that is unknown about the work itself. In this case, one approach would be to actually 
break the work into a couple smaller projects. The second project can be defined more 
accurately based on the results of the first project. 

If you do not have the option of multiple projects, the future work can be left at a level 
higher than the threshold. However, if you leave future work at a high-level, it is still 
critical to break the work into smaller pieces at least two to three months before you 
need to start executing the work.    

In addition to allowing you to manage the work more effectively, another reason to 
break down activities into smaller pieces is to make sure that you understand what the 
work means. When you assign a team member an activity from the schedule, he may 
not understand what the work is and he may ask you for an explanation. If you don’t 
know what the work means either, you will be in trouble. So, you should make sure that 
the work is broken down into a level small enough so that the activities are 
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understandable.  For instance, if an activity that is estimated at 80 hours has never been 
done before, it may still need to be broken down into smaller activities to ensure that 
the team member that is assigned the work knows exactly what is expected. 

These two factors – the ability to manage the work effectively and to understand the 
work required - should drive your decision on how small to make your activities.   

Duration Threshold (2.1A.2.P2) 

In general (but not a hard and fast rule), the duration of activities should be broken 
down to a level that is no more than twice the project team reporting cycle. For 
instance, if you are receiving a formal status update from your team every week, the 
duration threshold should be no more than two weeks. Or, if you have a status meeting 
weekly, the assigned activities should be no more than two weeks. This rule ensures 
that there will be no more than two status periods before an activity is completed or is 
flagged as late. As an example, if you meet with your team weekly and the activity 
duration is no more than two weeks, then no activity will be active for more than two 
status meetings before it is completed or late. On the other hand, if you have an activity 
that has a duration of five weeks, it is possible that up to five status meetings will go by 
before you know for sure whether the activity will be completed on schedule. This is an 
example of where the activity needs to be broken down at least one more level. Smaller 
activities allow problems to be uncovered and fixed much earlier.  

The reverse of this situation is true as well. Let’s say you have broken down a 200 hour 
activity into four smaller activities – each of which is less than 80 hours. However, when 
you are ready to assign the work, you see that it is assigned to a team of three people. 
In this case, the 80 hour threshold would be too short. Instead, you could roll the four 
smaller activities back up to the 200 hour summary activity. Since there are three people 
on this team, they can still get this 200 hour activity completed within two weeks.   

Note that duration threshold comes into play when the schedule is finalized and not 
when the WBS is created. When the WBS is created you only know the estimate of the 
effort hours. After the resources are applied, you can validate that the duration 
threshold has been met.   
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2.1A.3 Precedence Relationships 
(2.1A.3.P1) 

When you are building the network diagram, all of the activities in the work breakdown 
structure are related to at least two other activities – at least one successor and one 
predecessor. In many cases, the relationships will involve more than one successor and 
/ or predecessor. There are a couple ways to represent these relationships. The most 
common technique is called Precedence Diagramming Method (PDM). (This technique is 
sometimes called Activity on Node (AON).) In the PDM technique, the activities 
themselves are placed in boxes and the boxes are connected with arrows that show the 
precedence relationship.  

The most common precedence relationship is when one activity cannot start until 
another activity has finished. This is referred to as a Finish-to-Start relationship. 
However, there are four ways that one or more activities can be related to each other. 

 
• Finish-to-Start, Activity B cannot start until Activity A has completed. This is by far 

the most common relationship between multiple activities. In most schedules, all 
relationships will be finish-to-start. For instance (example above), you must install a 
new computer before the new software can be loaded 

 
• Start-to-Finish, Activity A must start before Activity B can finish. This is a very rare 

relationship. For instance (example above), let’s assume that you want to fertilize 
your garden, but the plants must all be wet when the fertilizer is applied. Therefore, 
person B must continue to water the garden until person A is ready to fertilize. The 
relationship says person A must start fertilizing the garden before person B can finish 
watering the garden. Note that person B can start watering at any time and person 
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A can finish fertilizing at any time. The relationship only ties the start of activity A to 
the completion of activity B.  

 
• Start to Start, Activity A must start before Activity B can start. For instance 

(example above), assume that you are having your walls painted in one room and 
wallpaper is being hung in another room. You want to minimize the total disruption 
and so you want to make sure both activities happen at the same time. The 
relationship says that person A must start painting the walls before person B can 
start hanging the wallpaper. This relationship is based on the activity start times. 
The end times of each activity are not related and, in fact, one activity could end at 
a much later time than the other. In this example, it is possible that the wallpaper 
hangers may be ready to go, but they cannot start until the painting starts.   

 
• Finish to Finish, Activity A must finish before Activity B can finish. For instance 

(example above), assume you are cooking dinner and you want the major foods to 
complete cooking at approximately the same time. The relationship says that the 
turkey must finish cooking (A) before the potatoes finish cooking (B). This 
relationship is based on the end times. They can each start whenever they need to, 
as long as they finish in this order.  
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2.1A.4 Estimating Productive Hours per 
Day 

(2.1A.4.P1) 

When estimating effort hours, duration and cost, you must start off with an estimate of 
effort hours. Without an idea of the effort hours, you cannot accurately estimate 
duration or cost.  

One of the key factors in converting effort hours into duration is to define how many 
productive hours of work you can expect in a typical workday. For example, if you have 
an activity that you estimate will take forty effort hours; it is unlikely that it can be 
completed in five eight-hour calendar days. No one is 100% productive. Without taking 
this into account, it is likely that you will hit your estimates for effort hours, but you will 
exceed your duration estimates. You need a "reality factor" to convert the estimated 
effort hours to estimated duration. You need to determine the number of productive 
hours per day a person is actually going to work.  

A productivity factor takes into account the amount of time a typical person will actually 
work in a day. This productivity factor takes into account things like social interaction 
during the day, going to the bathroom and traveling to meetings. It also takes into 
account people that need a little time to get going in the morning, as well as people that 
start to fade in the late afternoon. You could try to come up with the number of 
productive hours per day for each person on the team, but it would be very tedious, if 
not impossible. A generally accepted rule-of-thumb for average productive hours per day 
is 6.5, based on an eight-hour day. This does not mean that in any one day a person 
may not be productive for the full eight hours. However, it does represent a person's 
productive hours per day over time.  

Share with the team the scheduling assumptions that you are making and your 
expectations. They must take the responsibility to tell you if outside influences are 
making it difficult for them to spend the allotted time on the project. That will give you 
the input you need to change their work responsibilities or else change their availability 
and productivity factors. 

When you have contract resources, you should also take a productivity factor into 
account. Even though these resources are contractors, they will still experience many of 
the factors that lead to a less than 100% productivity factor. For instance, they are still 
going to socialize a little and they still need to go to the bathroom. However, you do not 
expect that contract people will have the same level of non-productive time as 
employees. A good rule of thumb for a contract resource is 7 to 7.25 productive hours 
per day. This factor recognizes that the contract resources are not robots and they will 
not be 100% productive every day. Of course, you still need to pay them for eight hours 
per day. However, for the purpose of your schedule, you should factor in the 
productivity factor as well.  

Let’s look at an example. Let’s say you have an activity that is estimated to take 80 
hours of effort. If an employee is applied full time, it may take him or her a little over 
twelve days (80 / 6.5 productive hours per day) to complete the work. If a contract 
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resource is allocated full time to this same activity, the activity duration would be eleven 
days (80 / 7.25 productive hours per day).    
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2.1A.5 Basics of the Work Breakdown 
Structure 

Creating the WBS (2.1A.5.P1)  

The process for building the WBS is as follows 

1. Break the project into lower level “chunks of work”  
 
First determine the large chunks of work that must be completed for the entire 
project to be completed. At this point, it does not matter how you define the large 
chunks of work. It is only important that all the work is identified at the end of the 
process. For instance, a traditional breakdown might be 'planning / analysis / design 
/ construct / test / implement', which lays out the project in a high-level timeline. 
The breakdown could also be by deliverable - for instance 'online application / data 
warehouse / data marts / user query tools'. It could also be by some functional 
breakout such as 'extract data / load data / report on information'. You can break 
down the work into whatever structure makes sense for your project.  

2. Evaluate each lower element of the WBS 

Check each lower level component to see if it meets the following two criteria. 

• Is the effort required to complete the work component less than your estimating 
threshold? (See 2.1A.2 Build the Schedule / Estimating Threshold for more 
information.) 

• Do you (or someone on your team) understand the detailed work required to 
complete this work component? The detailed work components on the WBS will 
ultimately be moved to the schedule. You don’t want to have activities on your 
schedule that no one on your team fully understands.   

If you understand the detailed work required to complete the component and if the 
estimated level of effort is smaller than the estimating threshold you do not need to 
break the component down further.  

3. Continue to break down each component as needed 

Work components that require more effort than the estimating threshold, or work 
components that you do not fully understand should be broken down further. 

It is important to understand that as you break the work down, you are ultimately 
going to create activities. The detailed activities from the WBS are what get carried 
forward to the schedule.     

This process of breaking the work components into a lower level set of components 
should continue until all of the work components are represented as granularly as 
necessary to ensure that no activities have estimated effort larger than the 
estimating threshold, and that you understand the work. This takes you to levels 3, 
4, 5 etc. Rarely would you need to break the work down greater than five levels.   
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There is one exception to this process. If your project is large, it is likely that you 
may not know enough to be able to break all of the work down to this discreet level. 
If you cannot break the work down into small enough components you may still be 
okay as long as those higher-level components do not need to be worked on any 
time soon. In that case, you can leave the work components at the higher level until 
you get closer to execution (three months), at which time you will know enough to 
be able to break the work down at a more granular level. 

Since you have not sequenced the work yet, you may not know whether the work 
needs to be done sooner or later. Nevertheless, if you do not know enough to break 
down the work lower that the estimating threshold, leave it at that level until the 
work is sequenced later. At that point you will know if you have a problem. If the 
work needs to be done relatively soon, you will need to figure out how to break the 
larger components into a lower level of detail so that you can assign the work to a 
team member. If the work ends up being executed in the more distant future, the 
components can be left at the higher level for now. 

Create Detail and Summary Activities (2.1A.5.P2) 

If you look at a WBS activity and determine that it needs to be broken down to another 
level, the original activity becomes known as a "summary" level. A summary activity 
does not have any work or hours specifically associated with it. It represents a logical 
roll-up of the activities that are under it.  

On the other hand “detailed” activities are those that have not been broken down 
further 

Summary activities are broken down into detailed activities. Therefore once the detailed 
activities are under the summary activity are completed, the summary activity is also 
considered to be completed. If there is more work required, then additional detailed 
activities must be added under the summary.  

Use the Post-It Note Approach for Collaboratively Creating the WBS 
(2.1A.5.P3) 

It might surprise you to know the number of people that use Post-it pads and a blank 
wall to create the first draft of the Work Breakdown Structure. This technique is very 
easy. You first get the appropriate people into the same room. These are the project 
team members and clients who have the expertise to build the WBS. Typically you start 
off by writing the names of the major deliverables on Post-it notes - one deliverable per 
note. Make sure the attendees agree on the major deliverables to begin with. If any of 
the deliverables are very large, you can create new Post-it notes that describe the 
deliverables at a lower level, or individual work products. These are arranged under the 
higher-level deliverable. The deliverable needs to be identified at a level low enough that 
you understand what it takes to build it. In general two levels should be enough. One 
level is typical.  

Next, for each deliverable, describe the activities that must take place to complete it. 
Each activity goes on a separate Post-it note. These activities are arranged under the 
specific deliverable they refer to. If you have a sense for the order that the activities 
need to be completed, you can arrange the Post-it notes sequentially. However, this is 
not important at this point. The important thing is to identify all the work.  
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Look at the activities that are required to build each deliverable (or work product) and 
estimate the work associated with each activity. If the effort associated with an activity 
is larger than your estimating threshold, identify the more detailed activities that make 
up the higher-level one. Each of these activities is represented by new Post-it notes 
under the higher-level activity (which now becomes a summary activity). Continue with 
this process until the work required to complete all of the deliverables is defined, as best 
you know today. The levels of activities will not be the same for each deliverable. Some 
simple deliverables may meet the threshold criteria in one or two levels. Others may 
take three or four, or more levels.  

The advantage of this approach is that your team can visually see the work and they 
can help ensure all the work is identified to complete the project. The Post-it sheets also 
give you the ability to easily move things around. If you add an activity and then decide 
to remove it, you just pick up the Post-it sheet. Likewise, if a deliverable or group of 
activities is in the wrong place, you just move the Post-it notes to where they need to 
be.  

When you are all done, you can enter the summary and detailed work activities into 
your scheduling tool. 

A Common Approach is to Identify Deliverables in the First or Second Level, 
and Then Identify Activities (2.1A.5.P4) 

Sometimes people have a hard time getting a WBS started because they are not sure 
what to put at the very top and they are uncertain about how to break the work down 
from there. Although there are many ways that the WBS can be started, ultimately you 
want to focus on deliverables. If you assume that the top level is the overall project 
(level 0), then the next level can start to describe the main deliverables. After the 
deliverables are described, the activities can be defined that are required to build the 
deliverables. The project schedule is ultimately made up of activities, but the activities 
need to be listed in the context of completing deliverables.  

There are a number of options for defining the WBS at level 1 (under the top level 0).  

• It might make sense to place the major project deliverables directly at level 1, and 
break the deliverables into smaller components on the next level, if necessary.  

• Another option for level 1 is to describe the organizations that will be involved, such 
as Sales, Marketing, IT, etc. The next level should describe the deliverables that 
each organization will produce.   

• A third option is to look at level 1 in terms of the project life cycle; for instance 
analysis, design, construction, testing. Again, if that is the best logical way to look at 
level 1, then level 2 should describe the deliverables produced in each life cycle 
stage.  

You see that level 1 can start with deliverables or level 1 can describe another way to 
logically group major portions of the project. However, if you choose another way to 
initially organize your thinking of the project, you need to transition immediately from 
there to deliverables and then move to the activities necessary to build the deliverables. 

See 2.1A.5.1 WBS Examples for more information. 
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Use these Additional Techniques to Break Down Summary Activities 
(2.1A.5.P5) 

When the team is creating the WBS, there are usually questions about how detailed the 
detailed work activities should be. The answer determines when to stop breaking the 
work down into smaller activities. Part of the answer is to utilize an overall estimating 
threshold, as described in 2.1A.2 Build the Schedule / Estimating Threshold. Other 
things to take into account include: 

• The activity should contain sub-activities that are related and continuous. For 
instance, if you had an activity called 'Create Testing and Training Strategy', it 
probably should be broken down further, since the Testing Strategy and Training 
Strategy are not necessarily related and they are not necessarily continuous.  

• The activity should be able to be completed by one person, or one group of related 
people. If you have an activity that requires different people for different sub-
activities, then it should be further broken down into the sub-activities so that a 
person or the same group of people can complete the entire activity. Remember that 
the detailed activities ultimately are carried over to the schedule. You don’t want to 
have one schedule activity that is assigned to two different groups, or two unrelated 
people.   

• In general, the work should be broken down to a level that makes sense for the 
project manager to control. Theoretically, the schedule could be broken down to a 
point where each activity was one or two hours. Obviously, it does not make sense 
to break the work down to this level. The assigned team member will not need the 
work described at that level of detail and the project manager does not need to 
manage the work at that level.    

Do Not Make the WBS Too Tall (2.1A.5.P6) 

If you envision the WBS being built with Post-it notes on the wall, it is important that 
you not let the WBS get too tall (or too deep). Depending on your WBS approach, it may 
take you one to three levels to get the deliverables defined. The general rule of thumb is 
that the number of levels for each deliverable should not exceed five and even five 
might be too many. Smaller projects may not need more than two or three levels of 
activities for each deliverable. If you have a very large project, the levels might be 
deeper. However, there is a point where the detail will be too complex to manage. If 
you find that you are defining down to five or more levels of activities for a deliverable, 
stop and evaluate what you are doing. First, you may be defining the work at too low a 
level. Second, you may have defined your deliverable too broadly. In that case, see if a 
large deliverable can be broken up into smaller, integrated pieces. The work associated 
with the smaller deliverables should not require so many levels.   

Break Large Projects into Phases and Stages (2.1A.5.P7) 

There are differing terms used to describe the ways that large projects can be divided 
and subdivided. A couple of the common terms are phases and stages. There may not 
be universally recognized definitions for these terms, but in general they mean the 
following. 

• Stage: This is the easier term. This is usually always used to signify an internal 
breakdown of work on one project. For instance, you might refer to the gathering of 
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business requirements, and all related work, as the Analysis Stage. Similarly, if your 
project requires the building of a prototype, you might call this the Prototype Stage.  

• Phase: Phases can have two meanings. First, in many cases, the word 'phase' 
means exactly what was just described as a ‘stage’. For instance, a project may have 
a Requirements Phase or a Prototype Phase. In that context, phase refers to a high-
level breakdown of internal work. If the term 'stage' is also used, it refers to a 
further subdivision of a phase. For instance, in the Analysis Phase, there may be a 
Business Requirements Stage and a Strategy Definition Stage.  

The second use of the term “phase” refers to a series of independent but related 
projects. For instance, the original execution of a project to deliver basic functionality 
might be referred to as Phase I. A subsequent project to add more functionality 
might be called Phase II. A rollout of the package might be Phase III. In all these 
cases, the term 'phase' is used to imply a separate project, but one that is related to 
similar projects in a series that come before it and after it. 

Create a Work Breakdown Structure Dictionary for Large Projects (2.1A.5.P8) 

Normally a dictionary would not be needed, but if your WBS has hundreds (or 
thousands) of detailed activities, there may just be too much to keep track of by hand. 
If the WBS is very large, it might make sense to place all of the important information in 
a data dictionary. The dictionary helps keep track of all of the summary and detailed 
activities, including a short description, the WBS numeric identifier (1.1, 1.1.1, 1.1.2, 
etc.) and the estimated effort. Once the WBS information is entered into a tool, the tool 
can also help to keep track of changes to the work so that you can trace how the 
change impacts the WBS and the schedule. Having the WBS in a tool also makes the 
information easier to reuse for future projects.    

Use Your Summary Activities for Schedule Milestones (2.1A.5.P9) 

Your WBS contains both detail and summary activities. When you create the network 
diagram in your schedule, however, you should only include the detailed activities, not 
the summary ones. For the sake of clarity and readability, it often makes sense to 
include these higher-level summary activities in the schedule as well to represent a 
logical roll-up of the detailed activities. A summary activity that represents the 
completion of a major deliverable could also be included in the schedule as a milestone. 

Break Summary Activities into Two or More Detailed Activities (2.1A.5.P10) 

Since you chose to break a summary activity into smaller activities, it does not make 
sense to only have one detailed activity under a summary one. If you do, the detailed 
activity represents the exact same work as the summary activity. This does not buy you 
anything. If this occurs in your WBS, you either need to: 

• Break the summary activity into multiple smaller tasks 

• Get rid of the detailed activity and associate the work with the summary - which now 
becomes a detailed activity 

The Detailed Activities Should be Written as Action Oriented Activities 
(2.1A.5.P11) 

The detailed activities on your WBS are carried down to be the activities in your 
schedule. For that reason, it is easier if the detailed activities in your WBS are action 
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oriented – just as activities in your schedule would be. For example instead of stating a 
detailed WBS activity as “meeting”, you should state it as “schedule a weekly meeting”, 
or “attend a weekly meeting”. Instead of having a WBS detailed activity for “Testing 
Plan”, you should state it instead as “Create Testing Plan”. In this way, the detailed 
activities can be moved to the schedule with a minimum of wording changes.   

Do not Place Requirements on the WBS (2.1A.5.P12) 

The WBS is used to break down larger pieces of work into smaller pieces of work. If you 
place a deliverable on your WBS, you can break this deliverable down into the activities 
that are required to create it. You do not break a deliverable down into the requirements 
that describe it. Requirements do not belong on a WBS.  

The detailed activities from your WBS are moved to your schedule. The schedule does 
not contain items such as “needs to have simple interface” or “must be able to work 25 
feet below water”. These are requirement statements. Requirements belong in the 
Requirements Management Plan. They do not belong on the schedule or in the WBS.   

You Can Leave Your WBS at the Work Package Level for Large Projects 
(2.1A.5.P13) 

Very large projects generally have very large deliverables. One way to build your WBS 
on these projects is to define your deliverables and then break your deliverables into 
work components. Work components are simply smaller portions of a large deliverable. 
When all of the smaller work components are completed and integrated, the larger 
deliverable is also created.  

Sometimes on very large projects it is not practical to determine the summary and detail 
activities because there are just too many of them. On these very large projects, the 
WBS may only be broken down to the work component or “work package” level. This 
work package level may be very large – perhaps big enough to be a sub-project and 
probably big enough to have a cost account associated with it.   

If you have a large project, you may stop the WBS at the work package level. However, 
the work should still not be assigned to team members at that level. The work package 
should be assigned to a team. The team leader should take the work package and break 
the work down to the activities required to actually build the work component (or to 
complete the entire scope of work in the work package).  

In this scenario, the full WBS is still created down to the detailed level of activities. 
However, it is done in two parts – the first iteration stops at the high-level work 
package, and then the detailed activities are defined when the work package is actually 
assigned to a work team.  
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2.1A.5.1 WBS Examples 
(2.1A.5.1.P1) 

Remember that the WBS is the first step toward creating the project schedule. It is not 
the schedule itself. It is important to use the WBS to identify all the major work to be 
done. It is not important to break the work down into levels or patterns that provide a 
sense for the timing and sequencing. This will all be done later. 

There are a number of ways to create the Work Breakdown Structure (WBS). Here are 
some examples of how the WBS can be structured. 

Generic (Classic) WBS 

This example shows a generic example of breaking down a deliverable into work 
packages, and then breaking work components into activities, and then breaking 
activities down into tasks. Remember that you can break the work into deliverables first 
or into other categories first. However, regardless of how you start the top level WBS, 
you will have to transition to deliverables and then to activities. The activities of the 
project are usually for the purpose of building deliverables, so at some point this 
deliverable activity breakdown needs to occur. Notice that the Work Package level and 
the Task level are both optional. Your WBS may go from deliverable to activities and 
stop there. 

 
 

WBS by Major Project Phase or Stage 

This example shows the major phases required for a project. They do not have to be in 
the correct time-sequence. Just determine what the major pieces of work are and break 
each one down further. (Many of these boxes will be broken down much further into the 
activities required to execute the work.) 
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WBS by Timeline 

In this example, the WBS is based on the order the major work components should be 
performed. This may be easier to think through in some projects where there is some 
experience in knowing how the timeline will lay out. 

 

WBS by Deliverable 

First determine all the deliverables that the project will produce, and then break them 
down into the work required. Again, this does not imply sequencing. Many of these 
activities may end up being executed in parallel. 
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2.1A.6 Critical Path 
 

 
If you are using a project management scheduling tool, the activities on the critical path 

are sometimes designated with a red bar for ease of viewing. 

(2.1A.6.P1) 

Critical path refers to the sequence of activities that must be completed on schedule for 
the entire project to be completed on schedule. If the end-date for the project has 
slipped, it is because at least one activity on the critical path did not complete on time. 
It is important to understand the critical path sequence to know where you have 
schedule flexibility and where you do not. You may have a whole series of activities that 
end up running late, yet the overall project will still complete on time, since the late 
activities are off the critical path. On the other hand, if your project is falling behind, 
placing additional resources on activities that are off the critical path will not result in 
the overall project completing any earlier. 

Note that the critical path will only be calculated if you have sequenced all of the 
activities in your schedule. The critical path relies on an understanding of the successors 
and predecessors of each activity. If your activities are not sequenced, the critical path 
may be calculated erroneously.   

The Logic Behind Critical Path (2.1A.6.P2) 

On every project, no matter how complicated, there are always some activities that can 
be started earlier or completed later without jeopardizing the final completion date for 
the project. This flexibility between the earliest time an activity CAN be completed and 
the latest time when it MUST be completed is called float. There is similar float if the 
activity has flexibility between the earliest time it CAN start and the latest time it MUST 
start. By definition, if an activity has flexibility, or float, associated with its start and end-
date, then it is NOT on the critical path.  

Now let’s look at those activities where you do not have the flexibility in the start and 
end-dates. These activities cannot be completed earlier because they are pending the 
completion of another activity. They also cannot be completed later than scheduled 
without causing all the succeeding activities to be late. That’s because none of the 
activities that follow have any flexibility, or float, in their start and end-date. All of these 
activities back up tightly against other activities that precede or succeed them. The 
critical path consists of the longest sequence of activities that must be started and 
completed exactly as scheduled. In other words, it is the longest sequence of activities 
with zero float. If any activity on the critical path is late, the entire project will be late 
(unless the time can be made up somewhere else on the critical path).  
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The project end-date is what it is because of the critical path. If there were not a critical 
path, then there would be at least some float in all the activity paths from start to finish. 
If there were float everywhere, you could squeeze the float out and finish the project 
earlier. As you moved the end-date to finish earlier, you would start to remove some of 
the float. However, at some point, the float would be gone from one of the paths. This 
would be a point where each activity on the path would have start and end-dates that 
backed up one against the other. There would be no more float on this sequence of 
activities. This would be the critical path. 

 

Path B is the critical path since all activities on the path bump up against each other. 
There is no slack or float in the timeline. The other paths all have some float, which 
implies that at some point they will wait for other paths to finish. By definition, the 

critical path has zero float. 

For example, say you have a project that is nine months long. Your project management 
scheduling tool identifies the critical path. Let’s assume that there are 22 activities in the 
critical path, all of various durations and effort hours. The second activity on the critical 
path was estimated to be completed in eight days. As the project is proceeding, it turns 
out that this activity actually took nine days to complete. What you will discover is that 
now the entire project will take nine months and one day. Delaying the completion of 
the second activity by one day made the schedule for the entire project go over its 
deadline by one day. Unless that extra day can be made up somewhere later in the 
critical path, the project will be completed a day late.  

Why is the Critical Path Important? (2.1A.6.P3) 

Frankly, on many projects it is not necessary to determine the critical path. This is 
especially true for small projects. However, for larger and more complex projects, it is 
important to understand the critical path. If the project is trending late and if you are 
trying to proactively get back on schedule, it is very important to identify the critical 
path activities. Unless you are able to accelerate activities on the critical path, the end-
date for the entire project will remain the same. Applying additional resources to 
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activities that are not on the critical path may allow those activities to be completed 
early, but they will not affect the overall project end-date. Your chance to make an 
impact on the projected end-date relies on your ability to identify and shorten the critical 
path.  

The Critical Path May Change (2.1A.6.P4) 

There are many sequences of activities on a project to get from the beginning to the 
end. There may, in fact, be multiple critical paths, if they all have no float and all lead to 
the same end-date. Usually if there are multiple critical paths, they overlap for many of 
their activities 

Given that there are many, many paths through the schedule, it’s possible for the critical 
path to change. For instance, say you have the same example as above, with 22 
activities over nine months. Let’s assume that there is another path of work that 
includes 19 activities and takes 8 ½ months. If you tried to accelerate the schedule to 
complete the project in eight months, it gets a little complicated. First you would want 
to focus on accelerating the activities in the nine–month critical path. However, once the 
critical path is reduced to 8 ½ months, this second critical path emerges that has the 
same overall timeline. Compressing the original critical path further will not make the 
project end earlier, because this second path is still going to take 8 ½ months to 
complete. In this case, both paths must be accelerated (or perhaps some activities that 
are common to both can be accelerated). 

The other way the path may change is if activities off the critical path get delayed. In 
the example above, let’s say that one of the activities on the 8 ½ month path ends up 
taking an extra three weeks. Because there was only two weeks of float in the path, it 
will now become the critical path and force the entire project to complete one week late. 

Calculating the Critical Path (2.1A.6.P5) 

  

ES – Early Start 

EF – Early Finish 

LS – Late Start 

LF – Late Finish 

There is a manual method for calculating the critical path. This involves looking at the 
earliest start-date (ES) and earliest finish-dates (EF) for every activity starting at the 
beginning of a project and moving to the end of the project. You then start at the end of 
the project and go backward, looking at the latest possible start-dates (LS) and latest 
finish-dates (LF) for every activity. The difference between the latest start day and the 
earliest start day for each activity is the activity float (this will end up being the same as 
the difference between the latest end day and the earliest end day). You then look for 
the sequence of activities from start to end that have zero float. This is the critical path. 
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The forward pass involves starting at the first activity in the network diagram and 

calculating the earliest that every activity can start (ES) and the earliest every activity can 
finish (EF). 

 

 
 Once the final activity is scheduled using the forward pass, you start at the end and 
work backward. The backward pass involves calculating the latest that every activity can 
finish (LF) and the latest every activity can start (LS), while still completing the project on 
time. 

Fortunately, most project management scheduling packages will calculate the critical 
path for you. All medium to large projects need to use a tool to manage the schedule 
anyway. Take advantage of this automatic feature if it exists. For a small project, there 
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may only be one major sequence of activities and it should be easy to identify even if 
you do not use a scheduling tool. 

 
Free Float, Path Float and Total Float (2.1A.6.P6) 

When you are looking at the float in your project, you may come upon three terms – 
free float, path float and total float. Free float is a term that is applied to individual 
activities. It refers to the amount of float in an activity before it delays the next activity. 
For example, if activity B can start up to five days after activity A completes without 
impacting the next activity, activity B has a free float of five days. 

There is also a concept of path float, which is similar to free float, but is applied over an 
entire path of the schedule. Path float is shared by all the activities on the path. If one 
activity uses up some of its free float, it is also reducing the path float that is available 
for other activities on the path as well. For example, let’s say you have three activities in 
a path – A, B, C – each with five days of free float. The path float is also 5 days. If 
activity A starts on time and completes on time, activity B still has the total float of 5 
days. However, if activity A is delayed by three days, the path float has now been 
reduced by three days, leaving a path float of two days remaining. In an extreme 
example, let’s say activity A takes an extra 5 days to complete. You will now find that 
activity B and C have no float remaining. Remember that path float belongs to the entire 
path. If one activity uses the entire path float, there is no float remaining for the other 
activities on the path. With zero float remaining, this path is now a part of the critical 
path.  

Total float refers to the total amount of float between all activities on all paths. If you 
have a lot of total float, then you usually have many more options as to how you 
allocate resources to achieve your due dates and you have more flexibility if your project 
gets behind schedule. However, if total float on the project is low, you have more 
schedule risk and much less flexibility. If the project starts to fall behind, you have a 
harder time reallocating resources, since if another path gets delayed it may quickly turn 
into the critical path. 
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2.1A.7 Create Schedule Management 
Plan 

(2.1A.7.P1) 

The Schedule Management Plan describes the process that will be used to manage the 
project schedule including tracking activities in progress, identifying activities to be 
completed, measuring activity performance against allocated time, identification of 
potential project delays, and evaluating overall project performance. The components of 
the Schedule Management Plan can include: 

• Roles and responsibilities. You can describe different roles and their ability to 
access the project schedule. 

o Schedule owner. This is probably the project manager. 

o Who can update? Normally the project manager, but on larger projects it could 
be more complex. For instance, a Project Administrator might make the initial 
schedule updates based on the project status reports and then provide this draft 
to the project manager for final updates. It is also possible that team members 
will update the status of their assigned activities and the project manager will 
perform final analysis after those updates. 

o Who can read? Usually the schedule is not considered confidential and anyone 
can read it. 

• Update frequency. You should describe the timing of schedule updates. In many 
projects the schedule will be updated on the morning of the first workday. You 
should also comment if the schedule will be updated weekly or bi-weekly. It is re 
commended that you update the schedule weekly. 

• Progress feedback. This describes how the schedule feedback will be delivered. In 
many cases this will be in the team member status report. However, it is possible 
that the progress update will come during a team meeting or through an email.  

• Schedule change review and approval. This is where you define the process 
required to evaluate and approve proposed schedule changes. It defines the 
authority for accepting and approving changes to schedule. This approval process 
does not include internal activity deadlines. It applies to changes in the overall 
project deadline. It is possible that the project manager may have some discretion to 
exceed the deadline date by some number of days or weeks, but after that threshold 
some formal body may need to approve the change. 

• Tools. Describe about any scheduling tool that will be used on this project, who will 
have access to the tool and what various people can do with the tool (read the 
schedule, update schedule, etc.) 

• Reports. Comment here on the types and names of reports you are using to 
manage the project, who will receive them, the frequency of the reports, etc.   

• Schedule integration. Normally each project keeps an independent schedule, but 
in some instances your master schedule is the result of a roll-up of other underlying 
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schedules. It is also possible that your schedule could be integrated and rolled up to 
a higher-level program or portfolio schedule. 
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2.1A.8 Establish Phase Gate Reviews 
(2.1A.8.P1) 

At the completion of a major project phase, the team should take a short pause to 
ensure that the prior work was completed successfully and that the project team and 
the client are ready to proceed to the next major phase. Sometimes these criteria are 
called exit and entry criteria, or "gate reviews." These checkpoints are a way to validate 
where the project is and ensure everyone is ready to proceed. The basic checkpoints 
and questions tend to be similar from phase to phase, and even from project to project. 
Therefore, they tend to be good candidates for a checklist. Any final reviews at this time 
tend to be Quality Assurance related since they are focused more on the processes 
completed rather than reviewing any specific deliverables. The deliverable reviews 
should have been completed earlier in the phase. 

Obtaining formal approval to proceed is important for a couple of reasons. 

• The team needs to make sure that it does not get ahead of itself. For instance, if 
you begin the Design Phase without having the requirements finalized, you may end 
up with a design that does not fully meet the client needs, or you may have to 
spend effort and money on rework.  

• You need to ensure that you still have sponsorship, budget and resources. Taking a 
checkpoint and obtaining formal approval to proceed will ensure that the project is 
still valid and that you expect that you will have the resources you need to complete 
the remainder of the work. If you proceed without formal approval, you may end up 
wasting resources on work that no longer has a high-enough priority to proceed.  

The actual purpose and format of the Phase Gate Review is described at 3.1A.3.2 
Milestone / Phase Gate Reviews.  
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2.1B Build the Budget / Process 
Is Managing Costs Important to You? (2.1B.P1) 

This may seem like a strange question to start off this section. But it is true that a vast 
number of project managers – maybe a majority – are not held accountable for budget. 
In some companies this would be crazy talk. However, many companies do not worry 
about project budgets. There are a number of simple reasons  

• Departmental budgeting. Many companies do not budget at a project level. They 
budget at a department level and only allocate costs at a department level. In these 
companies most of the labor costs are for internal employees and these employees 
are budgeted for centrally at a department level.  

• No time reporting. You are not going to be able to allocate labor costs to projects 
if you do not have a way of understanding the effort hours allocated to a project. 
For many companies, the effort and costs associated with time tracking are not 
worth the projected benefits.  

• Lack of financial system support. Many companies do not have their financial 
systems set up to track costs at a project level. Their financial accounting systems 
are not set up to handle project level tracking or reporting.  

If your organization does not track costs then it is unlikely that the project manager will 
be held accountable for estimating costs and managing a budget. In that case the 
sections in the TenStep process for building the budget and managing the budget will 
not be utilized.  

Are External Costs Important to You? (2.1B.P2) 

In some companies the project manager is not held accountable for internal costs, but 
he is held responsible for external costs. These may be allocated and tracked at a 
project level. In this case, internal labor costs may not be important, but any labor or 
non-labor costs paid to outside vendors would be important for the project manager to 
estimate and subsequently manage.  

The rest of this section assumes that you are a manager that is held accountable for 
meeting budget expectations.  

The section describes the process for building a budget.  

Small Projects (2.1B.P3) 

A small project is generally not going to have a large budget. The budget may simply be 
a matter of multiplying the effort hours by the resource costs per hour. Non-labor 
charges will generally also be small and easy to account for. You are probably not going 
to have things like training costs or team-building costs on a small project. If you have a 
small project with a large budget, then follow the process for building a budget for 
medium to large projects.   

Medium and Large Projects (2.1B.P4) 

 Role  Building a Budget from Scratch 
1 Project Create Cost Management Plan 
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Manager This document defines and communicates how the budget will be built 
and maintained throughout the project. It is part of the Project 
Management Plan. See 2.1B.3 Create Cost Management Plan for more 
details. 

Estimate Costs (2.1B.P5) 

2 Project 
Manager 

Estimate the cost of the project 

There are two major components to the budget – labor and non-labor 
costs. After your schedule draft is completed, you will understand the 
labor resource requirements. This will give you’re the information 
necessary to complete the initial budget estimate. Labor can be 
estimated based on the resources (or types of resources) on your 
schedule.  

You can then add non-labor expenses, including travel, training, 
hardware, software, supplies, etc. You may have known many of the 
non-labor costs earlier, but you can consolidate all of the labor and 
non-labor costs now. You can use estimating techniques found in 
2.1A.1 Estimating Effort and Duration and 2.2.1 Estimating Techniques 
for Schedule and Budget. 

It is likely that you will want to break the project cost estimate into 
distinct elements for tracking purposes. See 2.1B.6 Cost Accounts for 
more information. 

Determine Budget (2.1B.P6) 

3 Project 
Manager 

Review the cost estimate to see if it makes sense 

You need to feel comfortable to defend your cost estimates to your 
manager and sponsor. If you feel that the budget doesn’t reflect what 
you need, make the necessary changes.   

You should feel comfortable that this estimate of project budget is 
within 15% before you start the project.   

The bottom line is that when you provide the estimate for your 
budget, others may question your numbers. If you don’t feel 
comfortable enough to back them up, you have more work to do, In 
other words if you cannot defend your numbers, you should spend 
more time trying to create an estimate that you feel confident in. 

4 Project 
Manager 

Finalize and allocate budget 

Now that the schedule is finalized and you have estimated the total 
cost of the project, you can establish your project budget. On some 
projects this may be one budget at the aggregate level. On larger 
projects, you may establish cost accounts for each work package or 
for a group of work packages. See 2.1B.2 Cost Accounts for more 
detail.  

5 Project Determine the Budget Spend Rate  
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Manager The project manager needs to track the actual spending on the project 
against the estimated spending for the project. For example, it is not 
enough to just say that the project is half over and the budget is half 
spent. This does not really give you the information you need to 
manage the budget.  

To track spending against the budget, the project manager needs to 
understand the rate of spending on the project and the amount of 
work that is completed for the budget used. Therefore, when the 
budgets are established, the project manager needs to be able to tie 
the numbers back to the schedule – either by individual activity, 
deliverable, phase, etc. It is only by tying the budget back to the 
schedule in this way that the project manager will then be able to 
manage the budget effectively once the project starts.  

6 Project 
Manager, 
Finance 

Determine the Budget Release Rate  

It is possible that when you start the project the entire budget will be 
made available to you to spend as needed. However, as projects get 
longer, it is more likely that the budget will be made available at 
various increments in the project.  

This would make sense for long project. Let’s say your project was 
scheduled for three years. Your company is probably not going to 
allocate three years of funding and let the funds sit there waiting for 
you to spend them. It is more likely that the budget for the first year 
will be made available to you when the project starts. The budget for 
the second year may be available at the start of the second year. The 
same thing would apply to the third year.  

It is also possible that funding for the next phase is released at the 
end of the prior phase.  

Releasing incremental funding serves two main purposes. 

1. It allows the company to better manage cash flow. 

2. It provides a checkpoint to make sure the project is on track and 
progressing as expected before the next funding is released.  

If you are going to have this level of budget control, the control must 
be established when the budget is established.  
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2.1B.1 Estimating Costs 
(2.1B.1.P1) 

Now that you have estimated effort and duration, you are in a position to estimate 
costs. You can actually estimate many of the non-labor costs earlier, but you cannot 
estimate resource costs until you understand the labor resources needed to achieve the 
duration estimates.    

 Role Estimating Cost 
1 Project 

Manager 
Estimate labor costs 

The cost of labor is derived by looking at the effort hours of each 
resource and multiplying by the hourly cost of each resource. In many 
companies, estimated labor costs for internal employees are assumed 
to be zero, since their costs are already accounted for in a 
departmental budget. This does not imply there is no cost. Rather, it 
assumes there are no incremental costs over and above what the 
company is already paying for.  

If you calculate an average hourly cost per employee, this number 
might or might not include benefits. In some companies the employee 
benefits are added back into the full project estimate. In other 
companies, these costs are not factored in. If you include the benefit 
costs, it is usually calculated as a fixed percent of the hourly costs.  

If you are using external contract or consulting resources, their costs 
always need to be estimated and budgeted. You have to determine 
the type of external resources you need and the hourly rate of the 
resources. Then you would multiply the hourly rate of each resource 
by the number of hours each resource will be assigned to the project. 
If you are not sure of the actual resource cost, you need to make 
some assumptions based on the general type of resource. For 
instance, there may be a standard hourly cost for accounting 
contractors or programming contractors. If you are not sure whether 
your project will include external resources, you can make some basic 
staffing assumptions and document them. 

2 Project 
Manager 

Estimate non-labor costs 

Non-labor expenses include all costs not directly related to salary and 
contractor costs. Some of these costs, like training and team-building 
expenses, are related to people. However, they are still considered 
non-labor since they are not related to employee salary or contractor 
hours. Note as well that in some companies, labor costs only include 
employees and do not include contractor costs. Each project manager 
must be aware of the accounting rules in his own company to make 
sure the labor and non-labor costs are allocated correctly.  

Generally, however, non-labor costs include: 
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• Hardware and software  

• Travel expenses  

• Training  

• Team building  

• Facilities  

• Equipment 

• Material and supplies 

3 Project 
Manager 

Document all assumptions 

You will never know all the details of a project. Therefore, it is 
important to document all the assumptions you are making along with 
the estimate. 
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2.1B.2 Cost Accounts 
(2.1B.2.P1) 

Many projects have one overall budget that includes all of the project labor costs, 
hardware/software costs, materials costs, etc. This is fine for smaller and medium-sized 
projects. However, as a project gets larger it helps to have the overall budget broken 
down into smaller subsets. This is a similar to the concept of breaking down a project 
with long duration into a set of smaller projects. Having your budget allocated at a lower 
level allows you to keep better control of the details and it may point out potential 
budget trouble quicker than having everything rolled up into one consolidated project 
budget.  

Cost accounts are used to allocate the budget at a lower level. Cost accounts are 
formally established in your organization’s General Ledger so that your budget is actually 
allocated in each detailed cost account and the actual project expenses are reported at 
that level as well.  

The cost accounts can be established in a couple of ways. One way is to simply divide 
the different types of costs into separate cost account budgets. In this approach, you 
could have a cost account for internal labor charges, external labor charges, hardware 
costs, software costs, training costs, travel costs, etc.  

Another way to set up the cost accounts is based on the WBS. After you have completed 
the WBS, you can create cost accounts for each group of related activities. Theoretically 
you could set up a cost account for each activity, but that does not make practical 
sense. Instead you may set up a separate cost account and budget for each phase, 
stage or milestone (a milestone represents the completion of one or more deliverables.)  

If you set up cost accounts for related sets of work on the WBS, you have a couple 
choices as to what budget gets tracked. You could just track the labor costs (internal 
and external) associated with the work. Another option is to track all of the labor and 
non-labor costs associated with that work. The various types of costs can be tracked 
with sub-account numbers within the cost account. Of course, the more detailed your 
cost accounts are, the more work you will have setting up, allocating and tracking the 
cost account budgets. However, if your project is very large and costly, you definitely 
want to utilize some aspects of this technique. In very large projects, the individual cost 
account budgets might still be larger than the entire project budgets in some 
organizations.   

Examples of Cost Accounts (2.1B.2.P2) 

This section provides examples of ways to use cost accounts to isolate and categorize 
various costs of the project.  

Type Examples of How to Split a $500,000 budget 

Simple One budget, all $500,000 in one project account 

Split labor and non-labor 1000 Labor  $325,000 

9000 Non-labor $175,000 

Differentiate labor 1100 Employee labor $200,000 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

114 

1200 Contract labor $125,000 

9000 Non-labor $175,000 

Differentiate non-labor 1100 Employee labor $200,000 

1200 Contract labor $125,000 

9010 Supplies  $5,000 

9020 Hardware $45,000 

9030 Software  $75,000 

9040 Training  $25,000 

9050 Travel  $25,000 

Differentiate capital and expense Capital  

1200 Contract labor $125,000 

9020 Hardware $45,000 

9030 Software  $75,000 

Expenses 

1100 Employee labor $200,000 

9010 Supplies  $5,000 

9040 Training  $25,000 

9050 Travel  $25,000 

Allocate by project phase 

The project number is 122, and the 
costs are allocated within the 
project phases. Within each project 
phase, the budget can be allocated 
by type, capital/expense, etc. For 
example 122-5005-1200 would be 
contract labor within the research 
phase of project 122. 

122-5005 Product research  $25,000 

122-5010 Product analysis  $50,000 

122-5015 Product development $300,000 

122-5020 Alpha and beta testing $100,000 

122-5025 Project launch  $25,000 
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2.1B.3 Create Cost Management Plan 
(2.1B.3.P1) 

The Cost Management Plan describes the process that will be used to manage the 
project budget including tracking current expenditures, upcoming expenses, identifying 
potential budget overruns and evaluating overall project spending against the budget. 
The components of the Cost Management Plan can include: 

• Roles and responsibilities. You can describe different roles and their ability to 
access the project budget. 

o Budget owner. This is probably the project manager. 

o Who can approve expenses? This is important to identify up-front. It is 
possible that only the project manager can approve project expenses, but in 
some instances this can be delegated to someone closer to the expense. For 
instance, if you have contractors working within project teams, it is possible that 
the team leader will be authorized to approve the timesheets for these 
contractors.  

o Who can read? The budget numbers may or may not be sensitive information. 
You should decide who else can have access to the actual expenditures and 
budget information.  

• Frequency. You should describe the timing of budget analysis. On many projects 
this may be monthly since that is the frequency most General Ledger reports are 
available. On some projects, the expenses may need to be tracked weekly, even if it 
is a manual process. 

• Feedback. This describes how the budget feedback will be delivered. This is 
probably going to be automated reports from the General Ledger system or a 
manual tracking process, or both.   

• Budget change review and approval. This is where you define the process 
required to evaluate and approve proposed budget changes. It defines the authority 
for accepting and approving changes to the budget. This approval process does not 
include internal line item expenses. It applied to changes in the overall project 
budget. It is possible that the project manager may have some discretion to exceed 
the budget by a certain percentage, but after that threshold some formal body may 
need to approve the change. 

• Tools. Describe about any budgeting tool that will be used on this project, who will 
have access to the tool and what various people can do with the tool (read the 
budget, update numbers, etc.) 

• Reports. Comment here on the types and names of reports you are using to 
manage the budget, who will receive them, the frequency, etc. 

• Budget integration. Normally each project keeps an independent budget, but in 
some instances your master budget is the result of a roll-up of other underlying 
budgets. It is also possible that your budget could be integrated and rolled up to a 
higher-level program or portfolio budget.    
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2.2A Build the Schedule / Techniques 
Use Previous Similar Schedules and Pre-Built Schedule Templates (2.2A.P1) 

A Work Breakdown Structure (WBS) technique can always be used to create a schedule 
from scratch. However, the WBS is not always the most efficient way to build the 
schedule. The best way to build a schedule is to reuse one that was created previously. 
If a similar project was completed in the past, start by using that schedule as your base 
and modifying it accordingly. This will save all of the effort associated with 'discovering' 
how the work should be laid out. This is especially valuable if the previous project 
manager kept the schedule up-to-date. Then you will have the actual schedule that was 
used to complete the similar project. 

If you do not have the schedule from a similar project, see if your company has pre-built 
schedule templates for projects with certain characteristics. For instance, your company 
may have a life cycle methodology with pre-built templates for implementing a Point-of-
Sale promotion, or an Internet solution, or manufacturing a common product. You can 
see if the approach you are using for your project matches one of the templates. If so, it 
can be used as a starting point.  

Be careful however. Pre-built templates from a methodology tend to be large and 
complicated because the vendor wants them to be applicable for all projects with certain 
characteristics. After determining that the schedule template is a match, the project 
manager must evaluate the activities in the template and determine the ones that are 
applicable to this project. Those activities that are applicable should remain in the 
schedule. Those that are not needed should be removed. 

Always Assign One Person to be Primarily Responsible for the Work (2.2A.P2) 

A common mistake is to assign two or more people to an activity without designating 
who has the primary responsibility to ensure the work is done correctly and completely. 
A lack of primary responsibility may make some people defer to each other and end up 
delaying work that needs to start quickly. You can also run into a problem when multiple 
people miss portions of work that each person thinks the other one is working on. If an 
activity has only one person assigned, it is pretty clear who is responsible. But if two or 
more people are assigned to the same activity, make sure one of them is designated as 
primarily responsible for coordinating the work to ensure it is done completely, correctly 
and within quality, effort and duration estimates. 

Assign Generic Resource Groups First, Then Specific Resources (2.2A.P3) 

In many cases, you are not sure of the specific resources that will be assigned to your 
team while you are developing the project schedule. This will especially be true for 
resources that are not needed until further out into the future. In these cases, use a 
generic resource as a placeholder in the project schedule. For instance, you may need a 
data modeler three months after the project starts. In the schedule, refer to this person 
with a generic name of Data Modeler #1. Then, as the time gets closer to actually 
needing the person, you can update the schedule with the actual name of the person 
who will do the work. If you estimate the work based on a generic role, you probably 
will be okay no matter who is actually assigned to do the work.  

Use Full-Time Project Resources When Possible (2.2A.P4) 
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In many cases a project team is made up of full-time and part-time staff. Usually this is 
a function of the size of the organization, the size of the project, available resources and 
how the functional department is organized. However, if you have the ability, your first 
choice should always be to utilize full-time resources on your project.  

Taken to the extreme, for example, you will get much more done with one full-time 
resource than you will with five resources that each are assigned for 20%. Part-time 
resources have competing workloads, competing priorities and competing managers. 
This is especially the case if people have part-time project and part-time support 
responsibilities, since production support issues normally have priority over the project. 
Also, in many cases, people are not able to effectively manage their time across 
different projects, which results in the need for more oversight on the part of the project 
manager. Lastly, there is a productivity cost to having to switch from one type of work 
to another. The team member needs to ramp down from his current work and ramp up 
to the second assignment. If there are three sets of priorities, even more thrashing 
occurs and less productive work gets done.  

Gather Additional Feedback if the Project Manager Does Not Know all the 
Subject Matter Details (2.2A.P5) 

The project manager is the person with the responsibility to successfully execute the 
project. He is the person who must create the schedule and believe in it. If it was 
necessary for someone else to create the initial schedule, the schedule should be 
reviewed and modified by the project manager to ensure he accepts the timeline, 
budget and the deliverables to be produced. Otherwise, it is too easy for the project 
manager to opt out of the responsibility to deliver, by saying that he cannot be held 
accountable for a schedule that he did not create. 

That being said, the project manager does not usually have the expertise to build the 
plan entirely on his own. There are two main techniques for gathering all the 
information required to complete the schedule. 

• Create a draft and circulate to stakeholders. 

In this approach, the project manager creates an initial draft of the schedule. There 
may be a subset of team members involved as well. When the draft is completed, it 
is circulated to the stakeholders for feedback. During the review process, work is 
added, changed or deleted. The project manager takes the feedback and 
incorporates it into the schedule, which is then used going forward in the project. 
This approach results in a well-developed schedule and provides opportunities for 
feedback and buy-in from the stakeholders.  

There are two potential risks in this approach. First, the stakeholders may not be 
fully engaged in the project yet. This may result in a lack of focus on the schedule. 
Second, if the schedule is detailed and lengthy, most of the stakeholders probably 
will not be able to understand it. In this case, the schedule probably will need to be 
circulated at a higher-level, perhaps with summary tasks or milestones only.  

• Build the WBS and schedule through direct stakeholder involvement. 

In this approach, the schedule is built through one or more sessions with the major 
stakeholders in the room. It may be possible to get all the stakeholders in a 
facilitated session for one or more days to gain consensus on what needs to be 
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done. If the project is large, you may need to meet with the major stakeholders in 
groups. For instance, you may have facilitated sessions with each functional 
department. Each department has a specific way of viewing the project, but a 
complete schedule can be generated by consolidating the various session results. 
This approach has the advantage of having active engagement and participation 
from the stakeholders. They should then have complete buy-in to the work that 
needs to be done and to their role. This technique might or might not take longer 
and be more labor intensive than the first option, depending on how many sessions 
need to be run and how soon the session results can be sent back to the session 
participants for validation.    

Factor in Predetermined End-dates (Timeboxing) (2.2A.P6) 

In a perfect world, project completion dates would be derived based on the amount of 
work to be done and the number of resources available. As you know, that is not always 
the case. Sometimes there is an arbitrary or very valid date by which the work must be 
completed. For instance, the end-date may be determined by a government regulation, 
a scheduled event or to coincide with another company initiative. This situation is 
referred to as a timebox, meaning you have a fixed amount of time to get the work 
done and the end-date is “boxed” in. 

There is nothing wrong with having a fixed end-date. It provides a sense for the 
business value of the project and gives everyone on the team a sense of urgency and 
focus. There may be a problem, however, if the project manager and team do not think 
they can get the work done by the deadline. In that case, the project manager needs to 
raise this as an issue. Potential resolutions include: 

• Assigning more resources to the project. Even though each additional resource 
begins to have diminished value, this is usually the first place to start.  

• Having the team work overtime, with the understanding that overtime itself has a 
diminishing return for each additional hour, and that long-term overtime can actually 
have a negative effect.  

• Working with the business clients to scale back the required deliverables due by the 
deadline. This may include removing entire deliverables or functionality from 
required deliverables.  

• Determining whether required deliverables and features can actually be delivered 
later than the due date. In these cases, a 90% solution may be viable at the due 
date, with the additional work completed soon after.  

Even if your manager or sponsor has given you a fixed end-date, it is important to 
carefully build the schedule first as if you did not have the fixed end-date. If you do this 
first, it will give you a sense for how realistic it is to hit the fixed date. For example, let’s 
say you have a project that has to be completed in nine months. If you first create a 
“normal” schedule that shows the project will be complete in 9 ½ months, it would not 
be too much of a stretch to think you could complete the work in nine months. 
However, if you create a “normal” schedule and it shows the end date at 13 months, 
you will understand the difficulty and the risk associated with trying to get all of the 
work completed in the nine-month timebox. This does not mean that you will not have 
the nine month deadline. However, it gives you more information to have a fact-based 
discussion on the project risks and options that are available to you.     
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Use Multiple Estimating Techniques if Possible (2.2A.P7) 

An important part of building the schedule is being able to accurately estimate the work 
activities. Estimates of effort hours will, in turn, drive the cost and duration estimates. 
There are a number of techniques that can be used to estimate work. If possible, try to 
use two or more techniques for the estimate. If the estimates from multiple techniques 
are close, you will have more confidence in your numbers. If the estimates are far apart, 
you can look at the reasons and determine whether one technique may be more 
accurate than another. Although the estimating process can be complex, some common 
techniques and definitions are provided in 2.2.1 Estimating Techniques for Schedule and 
Budget. 

Spend More Time Up-Front to Save Time Later (2.2A.P8) 

Doesn’t it seem that most problems that are encountered on a project tend to surface 
toward the end in the construction and testing process? In fact, some project managers 
purposely hurry through planning, analysis and design because they think they will catch 
any mistakes in the testing process.  

Unfortunately, the longer it takes for errors to be caught, the more time-consuming and 
expensive it is to fix them. When you are building your schedule, try to spend more time 
preparing and planning work up-front. This should end up saving time and cost in the 
overall project. For instance, spending more time in early planning will save time in 
analysis. Spending more time in analysis makes the design work go more smoothly. 
Spending more time on deliverable reviews will catch errors earlier and save time in 
testing. Testing thoroughly will save time in implementation and support. Of course, you 
don't want to over-plan or overanalyze; that doesn't buy you anything. But be diligent in 
this up-front work. Don't rush through it. Time invested up-front will more than make up 
for itself over the life of the project. 

Create a Short-Term Schedule to Guide the Definition and Planning Processes 
(2.2A.P9) 

The process of defining the work (step 1) and creating the schedule and budget may 
take a long time and may be very complicated. Therefore, the work should not be left 
unorganized, for the same reasons that you are building the schedule for the project to 
begin with. Immediately after being assigned, the project manager should create a 
short-term schedule to plan and guide the initial activities. This initial schedule should 
cover the length of time needed to define and plan the work (steps 1 and 2). If this is a 
two-week process, the project manager should create an interim schedule of at least 
two weeks - probably three. If the time to define and plan the work is four weeks, this 
initial schedule should cover at least four, if not five or six weeks. This preliminary 
schedule covers all of the organizing and up-front planning activities until the formal 
project schedule is completed to guide the remainder of the project.  

This up-front schedule should be pre-defined at an organizational level so that all 
projects use the same process to define and plan the work.  

Determine if You Will Capture Actual Effort Hours (2.2A.P10) 

A very early decision needs to be made as to whether you will capture actual effort 
hours on the schedule. For instance, let’s say you estimated an activity to have 40 hours 
of effort and ten days duration. It is easy to know when the activity is complete so you 
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can compare estimated duration against actual duration. However, are you going to 
keep track of whether the effort was actually 40 hours? Capturing actual effort hours 
requires much more diligence on behalf of the project team to keep track of their time 
per activity and report it back accurately. There is a lot of value associated with 
capturing actual effort hours, including helping make future estimates more accurate. 
However, many organizations do not capture the actual effort hours. If your 
organization does not capture actual effort hours, it will be difficult for a project 
manager to enforce this discipline on one specific project. Collecting actual effort hours 
is usually something that is required (or not required) on an organization-wide basis.    

Be Cautious About Having too Much Slack in the Schedule (2.2A.P11) 

There is only one path through the schedule that does not have any slack or float. This 
is the critical path and it will drive the end-date. Although every other path in the 
schedule has some slack, there might be some concern if there is too much slack. “Too 
much slack” means that the other paths have many long gaps when no work needs to 
be done. This can lead to a long “skinny” network diagram. Of course there may not be 
a problem with this occurrence. However, the potential implication of having too much 
slack in the schedule is as follows: 

• Many resources are coming and going in and out of the project, and this can cause 
potential problems making sure everyone is available when needed and for as long 
as needed.  

• If you use the same resources off the critical path, you may have to mix in non-
project work for them when they do not have project work to do. You may assign 
them a few weeks of project work, then find other work for them during the slack 
time, and then make sure they are available for you again when they have more 
project work assigned.     

• There may be a lack of urgency on the part of all resources that are not on the 
critical path. In other words, you have one or more resources working hard on 
critical path activities and end-dates, while everyone else has a lot of slack in his 
schedule. This can be de-motivating to the resources on the critical path.  

Be Cautious About Having too Little Slack in the Schedule (2.2A.P12) 

Just as there is risk with having too much slack, there is also some risk associated with 
not having very much slack. If this happens, minor schedule slippages off the critical 
path could force these paths critical as well. It would be better if the project schedule 
could be built in such a way that the non-critical paths were “full but not too full” so that 
a group of resources could be utilized more efficiently on the project. 

Enter Work on Your Scheduling Tool in Chronological Order (2.2A.P13) 

The larger the project, the more critical it is that you use an automated tool to help 
build the schedule and budget. Although the activities can be added in any order when 
entering them into the tool, it is easier to understand if you add the activities in 
chronological order. That is, the earlier activities should be listed first on the schedule 
and the later activities should be listed in the general order that they will be executed. 
As you enter the activities, you can also enter the dependencies, since these prior 
dependent activities should have already been entered into the tool. If you do not enter 
the activities in chronological order, you will need to put activities in first, and then 
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specify the dependencies after all of the activities are entered. For each activity entered, 
you should also include the estimated work effort. 

Plan Ahead for Critical Resource Contingencies (2.2A.P14) 

Your risk management process allows you to evaluate and respond to high-level project 
risks. Some of these risks involve project resources and require that you consider ahead 
of time how you will respond if you need to replace or add resources. In fact, in some 
cases, you must actually plan ahead to understand what the contingency resources look 
like and how you will get them if they are needed. This contingency planning could 
affect either labor or non-labor resources. Here are some examples of where you should 
plan ahead.  

• Time is of the essence. On many projects, if you find that work is taking longer 
than you anticipated, you might have the flexibility to ask for additional time and 
budget. However, if the deadline date is critical and cannot be moved, you may not 
have time to look for new resources to get back on schedule. Likewise, if a member 
of your team leaves you may need to find a replacement in very short order.  

When deadlines are firm and the project deliverables are critical, you need to have 
some plans in place for finding resources when needed. For example, let’s look at 
the YR2K projects of a few years ago. If you were entering the final six months of 
1999 and needed more resources, you would not have time to spend three months 
finding people. You should already have had a plan for acquiring resources on short 
notice. This may have meant having employees or contract people in reserve to 
allow you to make staffing changes quickly.  

• Low incremental cost from bulk purchases. You may have resources that are 
less expensive when purchased in bulk, but very expensive when purchased 
incrementally. For instance, if the solution you are building requires new hardware, 
you may find that the price per unit is less as you purchase more units. Let’s say 
that you estimate you will need 100 promotional CDs, plus or minus 10. Your vendor 
may give you a very attractive price for buying in bulk – perhaps 50 or 60% of the 
unit price. In this case, you may choose to purchase the full 110 now and have ten 
units in reserve. You would do this because the price to purchase the extra ten units 
now (as a part of the bulk order) is much less expensive that having to purchase ten 
units later, when the incremental cost would be much higher. 

• Long lead times for specialty resources. Sometimes there is a long lead-time to 
acquire hard-to-find specialty resources. If the need is critical enough, you may need 
to know ahead of time how to find these people on short notice if needed. For 
example, you may need experts in some obscure tool. One way to plan ahead is to 
work with the vendor to have resources identified that can be made available to you 
in an emergency. If an expert on your team quits, you will not be stuck. You would 
have already worked out a deal to have substitute resources available on short 
notice – even if only short-term.  

You can see that not all projects require this sort of advanced planning. However, on 
some projects it is absolutely critical. The project manager should understand ahead of 
time whether there are resource risks such as those described above. In those cases, 
once you discover that you need these resources it may be too late to find them and still 
complete the project on time and within budget. So, do what a smart project manager 
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would do – plan ahead of time and understand where you will go to acquire these 
critical resources when needed.   
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2.2.1 Estimating Techniques for 
Schedule and Budget 

Estimating Techniques (2.2.1.P1) 

There are five-day classes that focus on teaching people good estimating techniques. 
Some of these techniques are based on advanced statistics and scientific formulas that 
are way outside the scope of the TenStep process. Many of the basic estimating 
techniques are more familiar and easier to understand.   

The following techniques can be used at the project level or activity level, or for any 
sized work in-between. For instance, an expert opinion can be used to help guide the 
estimate for an entire project or a specific piece of work. The high-level estimating 
techniques are typically referred to as top-down techniques. Top-down techniques 
include prior history, analogy and ratio. Overall estimates that rely on a more thorough 
breakdown of the work are called bottom-up. The WBS technique, for example, is a 
bottom-up technique.  

Top-down estimates are typically quicker and easier to put together, since you are 
estimating at the overall project level. They are usually less precise as well, except for 
estimates based on previous history and analogy on similar projects. If possible, you 
should utilize multiple estimating techniques for a project, especially if you are using a 
quick top-down technique.    

• Previous History. This is by far the best way to estimate work. If your organization 
keeps track of actual effort hours from previous projects, you may have information 
that will help you estimate new work. In this method, the characteristics of the prior 
work, along with the actual effort hours, are saved in a spreadsheet, database or 
other medium that could be searched for new projects. A person that is estimating 
new work could describe the characteristics of his project to see if similar work was 
done in the past. If so, he could review prior results to get a good idea of the effort 
required to do the new work. 

• Analogy. Even if you do not keep actual effort hours from previous projects, you 
may still be able to leverage previous work. Analogy means that you find similar 
projects, even if the project team did not collect actual effort hours worked. The 
prior project manager should have at least had an original estimate of effort and 
duration. Although he did not track the actual effort hours, he should know the 
actual duration. If the actual duration hit the estimated duration, you may be able to 
assume that the effort hours were close as well. On the other hand, if the project 
ended with a 20% overage in duration, you may be able to estimate that the effort 
hours were 20% over as well.  

For example, let’s say a prior project was estimated to take six months and 2000 
hours to complete. If the project actually was completed in six months, there is a 
good likelihood that the project also took approximately 2000 hours of effort. On the 
other hand, if the project was fully staffed and took seven months to complete, you 
might estimate that the project took around 2300 hours to complete.   
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This is probably the most common technique for estimating work. You estimate 
future work based on your knowledge of having done similar work in the past.  

• Ratio. Ratio is similar to analogy except that you have some basis for comparing 
work that has similar characteristics, but on a larger or smaller scale. For instance, 
you may find that the effort required to complete a financial audit for the Miami 
office was 500 hours and that one of the big drivers for the effort is the number of 
people at the remote office. If there are twice as many people in the Chicago office, 
you may be able to conclude the work may take 1000 hours there.  

• Expert Opinion. In many cases you may need to go to an internal or external 
expert to get help estimating the work. For instance, if this is the first time you have 
used a new technology, you may need the help of an outside research firm to 
provide estimating information. Many times these estimates are based on what other 
companies in the industry are experiencing. You may also have an internal expert 
who can help. Although this may be your first time estimating a certain piece of 
work, perhaps someone else has done it many times.  

• Delphi. The Delphi technique is similar to expert opinion, except that you use 
multiple experts and try to reach an estimating consensus among them. First, you 
identify two or more (preferably three) people that are considered to be experts in 
the type of work you are estimating. Next, send them the relevant information they 
need to understand the work. They should send you back an estimate of the effort, 
along with any assumptions, risks, etc. they identify.  

If the estimates are relatively close, you should feel very good about using an 
average of their input for your final estimate. However, you may find that the 
estimates are not close to each other, or that some of the estimates are close to 
each other but other estimates are not. If that happens, send all the estimates, 
including the assumptions and risks, back out to the experts for review. Ask the 
experts to consider the estimates, risks, assumptions, etc. of the other estimators. 
Then ask each of them to provide a second estimate of the work. Hopefully, you will 
find the various estimates closer now, since each expert has a chance to see the 
work of the other experts. Based on a common set of assumptions and risks, 
hopefully, the experts can reach a consensus estimate. If they cannot, you can see if 
most of the experts have a similar estimate and use that number. You may have to 
also note an estimating risk in the direction of the experts that were not close to the 
consensus. For instance, if three experts estimate work at around 1000 hours, but 
one expert holds to the belief that the work is 2000 hours, you may need to go with 
the 1000 hour consensus, with a stated risk that the numbers might be up to twice 
that amount, based on at least one expert opinion.  

A second option if you have the time and inclination is to ask for more expert 
opinions. This would give you more confidence if the new expert estimates were 
close to your consensus number, and it would give you less confidence (and more 
risk) if the new estimates were not close to your consensus number.   

The scenarios above are examples of what can happen when you ask multiple 
experts for their opinion. The Delphi technique utilizes multiple experts and then 
provides guidance on how to make sense of the estimates if the experts do not 
agree.  
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• Work Breakdown Structure. The TenStep process for building a schedule in Step 
2.1A discussed breaking work down into smaller and smaller pieces. One of the 
reasons for doing this is to be able to more easily estimate the work. You may look 
at a large piece of work and have difficulty estimating the effort required. However, 
as the work is broken into smaller pieces, the individual components will be easier to 
estimate. When you have estimated all the pieces, add them all together for the 
overall effort. If you have time to create a good WBS, you usually end up with a 
good estimate of the overall effort required. You should try to use a WBS technique 
on the project if possible.  

• PERT (Program Evaluation and Review Technique). The term PERT is often used to 
refer to a network diagram. However, it is really the formal name of an estimating 
technique that used a weighted average of three numbers to come up with a final 
estimate.  

Using the PERT technique, if you are asked to estimate the effort required to 
complete a project or an activity, you would start with three estimates - the most 
pessimistic (P) case when everything goes wrong, the most optimistic (O) case when 
everything goes right, and the most likely (M) case given normal problems and 
opportunities. The resulting PERT estimate is (O + 4M + P)/6. For example, let’s say 
you estimate a piece of work to most likely take 10 hours. The best case (everything 
goes right) is 6 hours. The worst case (everything goes wrong) is 26 hours. The 
PERT estimate is (6 + 4(10) + 26)/6. The answer is 72/6, or 12 hours. Notice that 
the number was pulled a little toward the far extreme of the pessimistic estimate, 
but not by much, since the result is still weighted heavily toward the most likely 
value.  

• Parametric Modeling. In this technique, a pattern must exist in the work that 
allows you to use an algorithm to drive the overall estimate. For instance, if you 
know that you can build one mile of flat one-lane highway for one million dollars, 
you should be able to easily calculate an estimate for ten miles of flat four-lane 
highway (40 million dollars). Or, if you are asked to create 40 new reports, first 
estimate the effort for an 'average' report (perhaps the average of a small, medium 
and large report). Then multiply the average effort for a report by 40 for the final 
estimate.  

• Timeboxing. In this technique one or more aspects of the estimate are fixed ahead 
of time. This can usually be accomplished by focusing on one or both of the other 
aspects of the “triple constraint”. Usually when you apply the timebox technique you 
are forcing the project to be completed by a certain deadline. You then have to 
focus on the cost and scope aspects of the triple constraint so that the timebox date 
can be met.  

For example, let’s say you create a schedule and it looks like you will complete the 
project in nine months. However, your sponsor tells you the project must be 
completed within seven months. The seven month deadline becomes the “timebox” 
within which the project must be completed. To hit this date you will have to apply 
resources faster than anticipated. You may also need more resources so that some 
activities that were scheduled to be completed sequentially can now be scheduled to 
be completed in parallel. These are examples of situations that will drive up the cost 
of the project. If you cannot spend enough money to make your deadline date, you 
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may have to eliminate some of the work (scope). You could increase costs, decrease 
scope or perhaps have a combination of both to meet your dates.  

• Function Points (IT development projects). Some IT development 
organizations use function points as a means to provide meaningful estimates of the 
work required to complete a systems development project. Function points provide a 
mechanism to determine the relative complexity of an application. The complexity 
can be expressed as a count of function points. In this way, an application of 1000 
function points is generally ten times larger and more complex than an application of 
100 function points.  

Without getting into a lot of detail, function points look at the size of an application 
from a user perspective. The users see reports, screens, and maybe data files. They 
also see business functionality, interfaces to other applications, databases, tables, 
etc. It makes sense that an application with 80 screens and 20 reports is probably 
larger than an application with 20 screens and 5 reports. This way of looking at size 
is independent of the underlying technology and development language.  In fact, the 
application with the smaller number of screens might require more lines of code, but 
that is no longer relevant in the sizing calculations. 

You cannot do function point estimates early in the planning process. However, once 
you know the number of screens, reports, interface files, transactions, etc., you can 
create a high-level estimate of total function points. Once you have been counting 
function points for a few projects, you will start to see the average effort required to 
complete one function point. After that, it is just a matter of applying the math to 
determine the total effort required, followed by the duration and the cost. 

Estimate in Phases (2.2.1.P2) 

One of the most difficult aspects of estimating projects is that you do not know exactly 
what work will be needed in the distant future. It can be difficult to define and estimate 
work that will be done three months from now. It's harder to estimate six months in the 
future. Nine months is even harder. The reason is that decisions made and deliverables 
produced earlier in the project have an impact on what the work looks like further along. 
Therefore, there is more and more estimating uncertainty associated with work that is 
farther and farther out in the future. 

The best approach for larger projects is to break the work into a series of smaller 
projects, each of which can be planned, estimated and managed separately with a much 
higher likelihood of success. (Similar rationale can be found in Step 1.0 Define the Work, 
in the section on breaking large projects into multiple projects and managing them as a 
program.) From an estimating perspective, the closest project can be estimated more 
precisely, with the subsequent projects estimated with a higher level of uncertainty. 
When one project completes, the next project can be estimated with a higher degree of 
confidence, with estimates refined for the remaining projects. This technique also 
provides checkpoints at the end of each project so that the entire initiative can be 
revalidated based on current estimates to ensure that it is still viable and worth 
continuing. 

Estimate Time-Constrained and Resource-Constrained Activities (2.2.1.P3) 

Activities can be classified as time or resource-constrained based on whether the 
duration can change if more resources are applied. An activity is resource-constrained if 
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the duration changes based on the number of resources applied. For instance, you 
might estimate that it will take 200 hours for one person to build a roof on top of a 
house. If the person worked forty hours per week, it would take five weeks to complete 
the job. If you applied two people to the job, the effort might still be 200 total effort 
hours, but the job would only take 2 1/2 weeks to complete. If there were five people 
assigned, the work could be done in one week (of course, the duration might not drop 
as cleanly as this example). An activity is resource-constrained if the duration is based 
on the amount of resources that can be applied to the activity. 

On the other hand, if an activity is time-constrained, the duration remains the same 
regardless of the number of resources applied. For example, if you attend a one-day 
class, the activity will take eight hours of time. If you send two people to the class, the 
class does not get shorter; it still takes eight hours. Likewise, the time it takes for 
concrete to dry or to mail a letter is not impacted by the number of people involved. 
They just take a certain amount of time. If you find that applying resources has no 
impact on the project duration (or very little impact), then the activity is time-
constrained.  

Include Project Meetings and Collaboration Time in Your Estimate (2.2.1.P4) 

Departmental and company meetings are not typically within your control and are not 
accounted for on the schedule or in the estimate. If a department meeting is scheduled 
on an ad-hoc basis, you may have no choice but to attend and deal with the schedule 
delay. They may be accounted for in the estimated duration if you factor in a reduced 
number of available hours per day for each resource (say 6.5 hours per day). Of course, 
if these departmental meetings are scheduled monthly or quarterly, you can take them 
into account and build time into your schedule.  The time may not count against your 
budget, but attending the meetings will impact your schedule.  

On the other hand, meetings that are project-related should definitely be included in the 
schedule and should be added to the estimated effort and cost of the project. This is 
because meetings of this type are within the control of the project team. The project 
manager can schedule these for one hour every other week or they could be scheduled 
every day.  

Likewise, try to account for the total time required for all participants in any 
collaborative project-related meetings. For instance, if you are planning deliverable 
walkthroughs, make sure you include the time of all participants. When you are 
circulating documents for approval, include some review time for each person that you 
think will be involved. If you are planning on having review meetings at the end of each 
milestone, make sure to include time for each participant.   

Start Off With an Estimate Range (2.2.1.P5) 

There are many times when you are asked to give a high-level estimate for a project or 
an individual work activity. Usually you are asked to produce one number, for instance 
1000 hours. However, if at all possible, these high-level estimates should be given in a 
range. The range reflects the level of uncertainty for the estimate. For instance, a high-
level estimate might only be accurate to within 50%. In the prior example of 1000 
hours, for instance, you could estimate the work to be between 500 and 1500 hours. 
Another way to say the same thing is that you estimate the work at 1000 hours, plus or 
minus 50%.  If there is a lot of uncertainty on the estimate, your margin of error could 
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be plus or minus 100% or more. However, the purpose of providing the range is to help 
manage expectations. If you say that you estimate a piece of work to be 1000 hours - 
that is probably the number you will be held to. Given the information you know, this 
could be a hard number to achieve. If you provide an estimate range, however, you will 
have a much better likelihood of delivering the work within the estimate and you have a 
way to show the level of uncertainty in the numbers. 

  

 
 The more accurate the estimate, the larger the estimating range. 

Use Monte Carlo Modeling for Determining Scheduling Risks (2.2.1.P6) 

One of the ways to recognize uncertainty in your estimates is to add in a contingency 
factor. The contingency factor is increased to recognize a larger degree of uncertainty in 
your estimate. For most small and medium-sized projects adding a reasonable 
estimating contingency is perfectly fine and should give you a final estimate that you 
can reasonably expect to achieve.  

For larger projects, however, there are more powerful techniques available for 
recognizing the estimating risk. The most common is the Monte Carlo model. Monte 
Carlo modeling starts off a little like the PERT estimating technique. Rather than give 
one estimate for the duration of an activity, you provide a series of estimates that 
represent the best case, most likely case and the worst case. For each of these cases, 
you also assign a probability.  

For instance, there may be a 10% change of hitting your best case estimate, an 80% 
chance of hitting your most likely estimate, and a 10% chance of the work extending to 
hit the worst case scenario. In other words there is a 90% cumulative chance the 
activity will be completed by the most likely scenario (10% + 80%) and a 100% 
cumulative chance that the work will be done by the worst case estimate (10% + 80% 
+ 10%). You don't need to determine the percent likelihood for points in between - just 
those three points. (Technically you can provide estimates for any and all probabilities.) 
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You then have to prepare these three estimates for each of the major work activities in 
your schedule. For example, you may estimate an activity to most likely take 60 hours, 
with a best case of 50 hours and a worst case of 90 hours. These three estimates might 
need to be prepared for dozens (or hundreds) of activities in the schedule.  

When you are done, most schedule tools have a function to perform a Monte Carlo 
Simulation. Basically, the simulation models how the project will progress, and reaches 
an estimated end-date. The schedule is then mapped out again, this time using differing 
probabilities, and therefore calculating a different end-date. The reason the model is run 
many times is for the risk percentages have a chance to play out. For instance, in the 
example above, if the simulation was run 100 times, you would expect that each 
individual activity would be assigned the best case estimate 10 times (10%), the worst 
case estimate 10 times (10%) and the expected case estimate 80 times (80%). As the 
modeling tool randomly picks estimated values based on probabilities, many different 
project schedule scenarios play out. Some show the project completing earlier since 
many best case estimates are randomly chosen. Some schedules show the project 
completing later since many worst case are randomly chosen. However, after running 
the project model 100 times, a basic pattern starts to emerge that allows you to 
estimate the most likely date that your project will end. This is usually done by looking 
for the deadline date where the Monte Carlo Simulation shows the project will end 80% 
of the time. In other words the simulation shows the project ending on this date or 
earlier 80% of the time.  

Although the example above used schedule risk, you can also use this technique for 
providing estimates for cost and effort as well. The good thing about the Monte Carlo 
Simulation is that if you provide activity estimates in ranges, most tools will perform all 
the statistical calculations automatically. You just have to make sure that you have 
provided valid and reasonable estimates for the activities. You can see that the extra 
work required in the estimating process makes this a model to be used for projects that 
are very large or those that contain a lot of risk. Small and medium-sized projects would 
probably not find value in this technique.  

Beware These Common Estimating Errors (2.2.1.P7) 

The estimation process is an art and a science. However, once you learn good 
estimating processes and techniques, you will hopefully be able to move more toward 
the “science” side of estimating and rely less on the “art” side. You can get better and 
better at estimating, but by nature you can never be perfect. Here is a list of common 
estimating problems that should be avoided.  

• Not taking all the work into account. This is a common problem, especially with 
earlier, high-level estimates. You may just miss some major work that you did not 
understand to be a part of the project, such as documentation or training.  Typically, 
however, you underestimate the size of deliverables that need to be completed, or 
you do not include all of the activities required to complete the deliverable.  

• Wishful thinking. Anyone that has provided estimates of work knows that there 
can be pressure from your client to make the estimate as low as possible. Ultimately, 
the client wants to get what he needs for as little effort (and cost) as possible. In 
many cases, there is a tendency on the part of the estimator to get caught up in 
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that mindset as well. The estimator ends up “wishing” the work gets completed 
within the client expectations.    

• Committing to best-case scenario. The client wants it done as quickly as 
possible. Your manager wants it done as quickly as possible. You think it can be 
done quickly. However, you get into trouble because you think about what it would 
take to complete the work if everything went right. You might even think in terms of 
a range of effort for the work, but then too often you end up committing to an 
estimate at the lower, or optimistic, end of the range. 

• Assuming higher quality work than can deliver. This problem includes 
estimating based on building at a certain level of quality the first time. However, as 
the project is executed, you realize that your ability to build to a high level of quality 
is limited, resulting in overages for rework, bug fixes, retesting, etc.  

• Committing based on available budget. In this case, the client has a fixed 
amount for the budget. The project manager thinks there is a chance he can get it 
done within available budget, so he commits based on that number. This is similar to 
the best-case scenario problem above.  

• Not recognizing estimating biases. Estimating biases sneak into estimates all of 
the time. Some are optimistic biases and some are pessimistic biases. Optimistic 
biases will result in underestimating the work and can include: 

o Tending to think the work is simple 

o Tending to think your team can accomplish more than they really can 

o Not taking into account project risks, issues, miscommunications, etc 

o Tending to be optimistic in the first place  

Pessimistic biases will result in overestimating the work and can include: 

o Having a bad experience on a similar project in the past 

o Not really wanting to do the work. You estimate high and hope the project will 
be cancelled 

o Tending to be pessimistic to begin with 

Your biases are always there. The key is to recognize and counter the biases where 
you see them. This will help you prepare estimates that are as valid as possible.  

Validate an Old Estimate When a New Team is in Place (2.2.1.P8) 

Usually a project team is formed to define the project, build the schedule and budget, 
and then execute the project. However, sometimes the effort and duration of a project 
are estimated very early, perhaps because the information is needed as part of the 
yearly budget cycle. In these cases, a project team may be put together later and asked 
to deliver the work based on the high-level estimate that was done earlier.  

If that happens, one of the first jobs of the new project team is to validate the 
estimates. You do not want to be in a position of having to deliver against someone 
else's estimates. If you do not validate or challenge the estimates early, the expectation 
gets set that you think they are accurate. The project manager should challenge the 
estimates early. If you agree with the estimates, then you proceed to deliver against 
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that estimated effort, budget and deadline. If you do not agree with the estimates, now 
is the time to raise the red flag. This is better for the company as well. You may find 
out, for instance, that if your estimate is higher, the project cost / benefit no longer 
makes sense. Again, it is better to find that out earlier rather than later.  

Decide Whether You Should Include Client Cost and Effort (2.2.1.P9) 

All projects have clients that are receiving the benefits of a project. Often these clients 
work for a different organization or different company than the project team. Project 
managers need to decide whether to include the time that a client will need to be 
involved in the project.  

Client effort includes the time to review and approve deliverables, provide requirements, 
attend meetings, participate in training, etc. Some companies want to understand the 
total effort and cost of a project, including both the direct project team and the client 
resource requirements. In other companies, the project costs only include the direct 
project team. Whether you include client hours and cost in your estimate is an area you 
should discuss with your manager and your sponsor. If your project estimate includes 
client hours and cost, the hours need to be kept separately. Although the combined 
number provides a better overall estimate, the project manager normally is not 
responsible for the client resources and so he should not be held accountable for 
achieving those particular targets.  

Be Prepared if Others Think Your Estimate is Too High (2.2.1.P10) 

After you have prepared your estimate, you may need to defend it if the client thinks 
that the numbers are too high. You should be able to first defend the estimate by 
explaining the estimating techniques you used, the process you followed and the 
assumptions you made. If the client still thinks the numbers are too high, or cannot 
afford the solution at that cost, there are a few options.  

• Determine if the client has any additional information that would allow you to revise 
your assumptions and perhaps revise the estimate. For instance, if a critical end-date 
now has some flexibility, perhaps the estimate can be revised based on this new 
information. 

• Determine whether high-level requirements and functionality can be scaled back. In 
many cases, the original set of features and functions is more of a wish list. After 
seeing a price tag, it is very possible that the client can live without certain features. 

• If you included a high contingency to reflect a high estimating risk, ask the client for 
more time to gather more detail for the estimate. This may result in there being less 
uncertainty and risk, and allow you to reflect this as a smaller contingency.  

• Restructure the project to only include the detailed requirements-gathering phase. 
After the full analysis of the requirements is completed, re-estimate the remainder of 
the project, based on a confirmation of exactly what is being requested. The total 
effort and cost may or may not be lower, but at least you will have more detailed 
information to back up your estimate. 

Back up Your Estimates with a Full Estimating Packet (2.2.1.P11) 

The next time you are asked to provide an estimate for a major piece of work, consider 
presenting a packet of information. This does not have to be a thick document; it is only 
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meant to show the rigor that you went through. You should especially consider this if 
the work is political or if you think that your estimate will not be accepted. Rather than 
just providing a final estimate, or an estimate range, provide the following information 
instead. 

• Your understanding of the work that was requested  

• The process you used to prepare the estimate  

• The estimating technique(s) you used 

• The actual estimate of the work effort (and duration and cost, if applicable) 

• The detailed estimating information in case the sponsor would like to review. For 
instance, if you did a Work Breakdown Structure, you can include your detailed work 
estimates 

• The assumptions you made in developing the estimate 

• The level of uncertainty in the numbers that is reflected in the contingency or the 
size of the estimating range (more uncertainty is reflected in a wider range) 

This would be a powerful packet of information to return to the requestor. If there were 
disagreements with your estimate, this would give you the facts to respond. It will also 
stop many challenges because people will have difficulty disputing your facts. You may 
get asked to change your estimating assumptions or to try another estimating 
technique. These are legitimate requests and you can re-estimate based on new criteria. 
But at least the challenges are in terms of the estimating process, not on whether you 
did a poor job on the estimate itself.  

Estimate Based on Understanding the Levels of Accuracy Required (2.2.1.P12) 

There are different levels of estimating accuracy that are normally expected from the 
project manager depending on when the estimate is requested. When the project is first 
being proposed, for instance, your client may ask you for a high-level estimate of effort, 
cost and duration. The project is vague at this point and so the resulting estimate is 
going to be vague as well. In many cases, the estimate is only used for sizing purposes 
so that the originator has an understanding of whether the work will take 1000 hours or 
100,000 hours. This estimate is a Rough Order of Magnitude (ROM) estimate and might 
be in the range of -25% to +75%. In other words, if the preliminary estimate of work 
was 1000 hours, you could propose the ROM estimate as 750-1750 hours. In fact, at 
this point, you might even be 100% off, or higher.    

As the project gets further into the approval process, the estimator becomes more 
knowledgeable of the expectations and deliverables, which allows the estimates to 
become more precise as well. When a project is being proposed for funding, you should 
be able to estimate the project with more precision, perhaps -15% to +25%. In other 
words, if your estimate was for 1000 hours, you may propose a range of 850 – 1250 
hours.  

When the project work actually starts, the project manager and team should revalidate 
the estimate after formally defining the work and building the schedule and budget. The 
resulting estimate should now be closer to -5% to +10%. In other words, if your final 
estimate for effort is 1000 hours, you should feel that you can actually deliver the 
project in between 950 to 1100 hours.   
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ESTIMATE ACCURACY PURPOSE 

ORDER OF MAGNITUDE 
(CONCEPTUAL) 

-50% - +100% Evaluation of projects or 
alternatives 

PRELIMINARY (BUDGET) - 15% - +25% Establish initial budget, 
reserve funds for project 

DEFINITIVE - 10% - +15% Establish actual project 
budget, after Project Charter 

Estimate the Project Work Before Gathering Detailed Requirements (2.2.1.P13) 

There is concern from many project managers that they are expected to present a 
detailed estimate of the project work when the charter and schedule are created. 
However, the detailed requirements have not been gathered yet. So how are you 
supposed to estimate the work without having captured the detailed requirements? It 
seems like a valid question. Yet, when you talk about gathering detailed requirements, 
you are usually talking about the Analysts Phase of a project lifecycle, not the up-front 
project management work of defining and planning the project.   

Your first thought might be that perhaps you should have the detailed requirements 
before you commit to an estimate for the work. However, is that really practical? Let’s 
say you have a process improvement project. The project might last six months and the 
requirements gathering process might last six to eight weeks (or more) of that overall 
timeframe. So, should you really hold off on the project estimates until the requirements 
are gathered and approved? If so, the project might be one-third complete before you 
are validating the overall project costs and deadline. If the project does not make sense 
from a cost-benefit perspective, you might have already spent a significant amount of 
money. This is much too late, and it is the reason most project management 
methodologies don’t include the gathering of detailed business requirements. 

Also if you use this same argument, you might say that you still are not confident to 
estimate the work without first doing the design, and then you are not confident to 
estimate the work until you have the construction work done, etc. You see that this 
same logic can be taken to an extreme.   

The following three approaches will allow you to estimate the work before you have 
gathered the detailed business requirements. (These assume that you are gathering 
requirements as the first step of project execution. This is also called a waterfall model. 
If you use agile or iterative techniques you can gather the requirements in an iterative 
manner throughout the project.) 

• Estimate the work to within 15% when you charter and schedule the 
project. This is the traditional approach, and in many/most cases, it is still viable. 
However, there is an underlying assumption that the project manager and/or the 
project team have done this kind of work before and are therefore able to estimate 
the work within 15% based on the high-level requirements that were gathered a s a 
part of creating the project charter. If you discover that you have estimated 
incorrectly after the requirements are gathered, you have to raise a flag at that time 
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and ask for more money. Of course this same check needs to be done at the end of 
every project phase regardless of the techniques used. 

• Break the work down into smaller pieces. If you don’t feel comfortable to 
provide an overall project estimate within 15%, then you can break the larger 
project into multiple smaller projects. When you use this technique, you usually end 
up chartering a project to do gather the requirements. You should be able to 
estimate this requirements gathering project to within 15%. After this requirements 
project is complete, you can use the information to charter a second project to 
perform the rest of the work. Hopefully now you are able to estimate the remainder 
of the work to within 15%. When you are done, the final deliverables will have been 
created through two projects, each of which was estimated and managed to within 
15% of budget and schedule.   

• Estimate the work at a higher level first and then firm up after the 
requirements are gathered. This is a variation on the first technique above. In 
this approach, the project manager provides a “best guess” estimate of the work at 
the same time the charter and schedule are created. This estimate may be within +-
25%. However, based on the rules of the organization, this is not the estimate that 
the project manager is accountable for (unlike the first option above). This estimate 
is just best-guess given the information at the time. After the requirements are 
completed, the project manager provides a more detailed estimate of the work 
within 15%. This is the number that the project manager is held accountable for.  

Many project managers think that the best approach is to gather the requirement 
iteratively. However, the iterative lifecycle does not provide the answer in terms of how 
you estimate the project to within 15%. In fact, iterative approaches might make this 
level of accuracy even harder to estimate since you are only gathering a subset of 
requirements in each iteration. The three solutions above provide a more viable set of 
techniques for estimating the work to within 15% before you start.   
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2.2B Build the Budget / Techniques 
Estimate Fixed Costs and Variable Costs (2.2B.P1) 

You may hear the terms fixed and variable cost when 
you are estimating the cost of a project. Variable 
costs are those that change relative to how many 
units are being used. An obvious variable cost on a 
project is contract labor. The more hours you use 
from a contactor or consultant, the more the cost to 
the project. The cost of contract labor is variable 
depending on the number of hours worked. It is 
important to be aware of fixed and variable costs so 
that you know the impact of increasing or decreasing 
unit costs. For example, if the project is running a 
little behind schedule, you may ask for some overtime 
work. If you increase the hours worked from your 
contractors, you will increase the cost to the project. 
If you increase the hours worked from the employee 
staff, there may not be an increase in costs, since 
their compensation rate is fixed. 

 

 

 

Fixed costs are those that are basically the same for the project regardless of the 
resources being used. For instance, if you were building a house, the lumber and 
concrete cost would be pretty much fixed once the design was agreed to. The cost of 
the lot for the house would also be fixed and would not change based on the size of the 
house you built. If you outsource part of a project to a third party for a fixed price, it 
becomes a fixed cost to the project as well. (Even if the work takes longer or shorter 
than estimated, your project cost should still be the agreed upon fixed cost.)  

Understand Indirect and Direct Costs (2.2B.P2) 

Your project may have a combination of direct and indirect costs. Direct costs are 
directly attributed to the project. These are the types of costs you are most familiar with 
today. This includes the costs of the employees for the time they are working on your 
project, project supplies, contractor costs, etc. 

In contrast, you may also be asked to budget for indirect costs, but this is not as 
common a practice. These are more company or organizational costs. For example, 
water, heating and air conditioning cost. You can see that your project team uses a 
portion of these resources, but they are normally budgeted for at the organization level. 
On some projects, however, you may get asked to actually budget a portion of these 
costs to your project. The combination of all projects would budget enough to pay for 
these common expenses.     
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2.3 Build the Schedule and Budget /  
Quick Reference  

Deliverables: (2.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. (Some of the templates can only be accessed by licensed users.) 

• Project schedule 

• Cost Baseline 

• Cost Estimate Summary 

• Effort and Cost Estimate 

• Milestone Summary Chart 

• Resource Requirements 

• Staffing Management Plan 

• Schedule Management Plan 

• Cost Management Plan 

Schedule Activities (2.3.P2) 

There is a full schedule template of all the project management activities in the Basic 
Template Library for licensed users  

Size Information Needed 

Small 
Small projects should have a schedule, but this could just be a list of activities 
or a task checklist. There are normally not many activities, and not many 
people, in a small project.   

Medium 
Large 

Activity Effort Comments 

Gather Pre-existing 
Baseline Documents 

1-2 
hours  

Create first level of 
a Work Breakdown 
Structure 

Open 
It is hared to know the estimated time for 
many of these activities. It depends on how 
large and complex the WBS is. 

Estimate the work 
effort for work 
components at this 
level 

Open  

Determine if work 
needs to be broken 
down further 

Open 

Repeat this activity and the one above it until 
all the work is understood and the effort is 
estimated at less then the estimating 
threshold.  
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Estimate the work 
for all detailed 
activities 

Open 

In the prior steps you only cared if the activity 
was greater than the estimating threshold. 
Now you need to actually estimate the work in 
the detailed activities.  

Create a Network 
Diagram by 
sequencing the 
detailed work 
components at a 
high-level 

Open  

Review the work 
sequence a second 
time for detailed 
work relationships 

Open  

Look for date 
constraints Open  

Assign Specific or 
Generic Resources Open  

Create the initial 
project schedule Open  

“Level” the 
resources Open  

Adjust Plan as 
needed Open 

Keep modifying the resources and other 
schedule components until the schedule 
seems workable 

Estimate the Cost Open  

Review the 
schedule and 
timeline to see if it 
makes sense 

Open You need to feel comfortable to defend the 
schedule. Otherwise keep working on it.  

Establish milestones 
and gate reviews 

1-2 
hours  

Save a current copy 
of the schedule as a 
baseline 

1-2 hour  

Create Schedule 
Management Plan 4 hours  

Review the budget 
to see if it makes 

2 hours  
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sense 

Finalize and allocate 
budget 2 hours  

Create Cost 
Management Plan 4 hours  
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3.0 Manage the Schedule and Budget 
(3.0.P1) 

  
If you have been following Steps 1 and 2, you have now defined the work (Project 
Charter, Project Management Plan) and planned how you will complete the work 
(project schedule, budget). Now you must manage the schedule and budget to ensure 
that the project finishes within your deadline date and within budget.  

 
You will never be a successful project manager if you do not keep the schedule up to 
date. Remember that the schedule is only a deliverable. It describes the work that needs 
to occur, the order of the activities, the effort that is required, the assigned resources, 
etc. Managing the schedule means that you understand the work to be completed, who 
is assigned to complete the work, when the work is due, etc.  

The schedule should represent your best-guess at any particular point in time on how to 
complete the remaining work. The more complex your project is, the more change is 
going to be required in your “best guess” over time. That is why managing the project 
schedule is such an important project management skill. The project manager must 
evaluate the schedule on an ongoing basis (weekly) and determine the current state of 
the project. Based on the current state of the project, and your current understanding of 
the work remaining, you need to re-plot a course that will allow the work to be 
completed within the original budget and deadline. 

For most projects, the schedule will need to be reviewed on a weekly basis. During this 
review, the project manager updates the schedule with the current state of work that is 
completed and in-progress. The remaining work should be evaluated to see if the 
project will be completed within the original effort, cost, and duration estimates. If it 
can, you are in good shape. If it cannot, the project manager must implement corrective 
action.  

Of all of the skills required for managing the project, managing the schedule is perhaps 
the most fundamental. Depending on the dynamics of your project, the project manager 
may be in a position of having to constantly utilize his experience and creativity to get 
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the project completed within expectations. One week your project many be on track. 
The next week, you may have work assignments that are late and issues that have 
surfaced. If an activity on the critical path is a week late, the project manager cannot sit 
back idly and allow the entire project to be a week late. Instead, he must evaluate the 
resources and options available and get the project back on track. If you are good at it, 
managing the schedule can be one of the more challenging and rewarding aspects of 
project management. If you do not relish the detailed work that is required, you may 
find it much more difficult to be successful as a project manager.  

Integrating the Project and Project Management Processes (3.0.P2) 

In Step 1 – Define the Work, you not only define the characteristics of the project, you 
also define your overall Project Management Plan for managing the project. This 
includes the processes for scope management, risk management, communications 
management, quality management, etc.  

Once the project is executing, all of the project management processes are integrated in 
this Manage the Schedule and Budget step. The integration occurs here because of an 
overriding philosophy of the TenStep process – “What’s in the schedule gets done”. In 
other words, all of the work of the project should be in the schedule and if an activity is 
not in the schedule, it should not be worked on.  

 The schedule is the focal point of 
managing the project, and all the project 
management processes are integrated in 
the schedule. You should have activities 
and time allocated in your schedule for 
communicating, managing scope, updating 
the schedule and all other project 
management activities. The integration 
occurs when the project management 
processes touch each other, as well as 
when the project management and project 
life cycle activities overlap. Consider the 
following examples: 

A large scope change request is approved, resulting in more effort and more cost. This 
is a typical integration of project management and project life-cycle work. The impact is 
reflected in the updated schedule and budget. 

• You identify risks and create a Risk Management Plan to manage the risks. You 
communicate the resulting Risk Management Plan to all interested stakeholders for 
feedback. This is an integration of managing risk and managing communication. 
Since all of this work takes time and effort, the activities are on the schedule and the 
integration occurs in this step.  

• You have an issue with poor quality. The issues management process is invoked and 
all appropriate activities are added to the schedule. To resolve the problem, you 
decide to collect more metrics and the metrics-collection activities are added to the 
schedule. The analysis of the metrics results in changes to your work processes and 
additional quality-control activities. You are communicating to all management 
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stakeholders to manage expectations. All of this work will be reflected in your 
schedule and budget.  

All project work should be reflected in the schedule and the budget. Therefore, this step 
is where the project is managed and controlled, and it is the place where all of the 
project life cycle and project management activities are executed, tracked and 
integrated.  

Kicking Off and Closing the Project (3.0.P3) 

The project schedule is the central coordination point for managing and controlling the 
project. After the project is defined and planned, the actual execution of the project can 
begin and the project deliverables can be created. This work is also called the project 
life cycle. The project life cycle is surrounded by two events – a project kickoff meeting 
to officially start the project execution and a set of project closure activities to officially 
end the project. For more details see 3.1A.3.1 Project Kickoff and 90.0 Close Project)   

3.1A Manage the Schedule / Process  

3.1B Manage the Budget / Process  

3.2A Manage the Schedule / Techniques 

3.2B Manage the Budget / Techniques 

3.3 Manage the Schedule and Budget / Quick Reference 
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3.1A Manage the Schedule / Process 
You must do a good job creating the schedule to be sure that you understand the path 
to complete the project. Once you create the schedule, your challenge is to manage the 
schedule to make sure that it reflects the current reality of the project and that it 
continues to show a clear path to the end. The project manager should use one of the 
following general processes to manage the schedule and budget depending on the size 
of the project.  

3.1A.1 Small Projects 

3.1A.2 Medium Projects 

3.1A.3 Large Projects 
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3.1A.1 Manage the Schedule / Small 
Project 

(3.1A.1.P1) 

Small projects usually do not have a lot of activities in the schedule. It is likely that you 
are not using a scheduling tool. You are more likely using a spreadsheet or a task list. 
So there is not a need for a lot of rigor and structure in this step. However, that you 
should utilize discipline to make sure that your schedule is kept up-to-date and that you 
recognize and respond if you are trending over your estimated deadline.     

 Role Manage the Schedule (Small Project) 
1 Project 

Manager 
Update the schedule on a weekly basis 

Identify activities that have been completed during the previous week 
and update the schedule to show they are finished 

2 Project 
Manager, 
Team 
Members 

Determine schedule status 

Determine whether there are any other activities that should be 
completed, but are not. If an activity is behind schedule, work with the 
individuals that are assigned to see what is going on.  

3 Project 
Manager 

Validate work in-progress and assign new work 

Validate the status of work that is in-progress for each team member 
and assign new work to each team member as specified in the 
schedule. Gain a commitment from each team member to complete 
the work within the allocated time, duration and budget. This may 
require each team member to spend some time on the assignment 
before they can validate whether the estimates are correct. (See 
3.1A.3.4 Validate Work Estimates with Team.)  

4 Project 
Manager 

Determine if you will finish the work within expectations 

Evaluate the remaining work to see if the project will be completed 
within the original effort and duration. You may find that even though 
some activities may be completing later than planned, other activities 
may be completing early. 

5 Project 
Manager 

Validate the remaining work 

Adjust the schedule so that it reflects the remaining work to be 
completed.  

6 Project 
Manager, 
Sponsor 

Take corrective actions, if needed 

Since this is the process for a small project, it would be unusual to 
have major problems on schedule. If the schedule is important, you 
are obligated to try to achieve it. You can use some of the schedule 
control techniques described for larger projects. It is possible that you 
may have to ask to extend the deadline. If the deadline needs to be 
extended once, the team absolutely needs to meet the new 
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expectations. 
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3.1A.2 Manage the Schedule / Medium 
Projects 

 (3.1A.2.P1) 

 Role Manage the Schedule (Medium Project) 
1 Project 

Manager 
Update the schedule with current information 

For a medium project, this is probably still a weekly process. A 
frequency of monthly is too long. There is too much work taking 
place, and if there are problems, too much time may pass before 
they are surfaced. During the schedule review, the project manager 
gathers status information from each team member and updates the 
schedule to reflect activities that were completed during the previous 
time period. 

2 Project 
Manager, 
Team 
Members 

Capture and update actual hours (optional) 

If the project manager is capturing actual effort hours and costs, 
update the schedule with this information. The actual effort hours 
and status can come from team members through Status Reports 
and / or status meetings. You can also automate the process by 
using a scheduling tool so that team members can update the 
schedule directly with their effort hours and completion status. 

3 Project 
Manager 

Reschedule the project 

After the schedule has been updated to show the current reality, 
reschedule the work to see if the project will be completed within the 
original effort, cost and duration. You may find that even though 
some activities may be completing later than planned, other 
activities may be completing early. There may also be activities 
running late that are not on the critical path, in which case the 
project may still be projected to complete on time. 

4 Project 
Manager, 
Team 
Member 

Review your schedule situation 

Determine if there are any activities that should be completed, but 
are not. This information can be gathered by running the appropriate 
report from your scheduling tool. If there are activities that are late, 
work with the individual(s) that are assigned to see what is going on. 
There could be problems that need to be resolved or you may find 
that the length of time needed to complete the activity was 
underestimated. The project manager and team members need to 
determine how much additional effort and duration will be needed to 
complete the work and the project manager should update the 
schedule accordingly. 

5 Project 
Manager 

Look for other signs that the project may be in trouble 

After you reschedule your project you will determine if you are 
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trending over your deadline date. In addition to the deadline date, 
there may be other trouble signs that your project is in trouble.  
These trouble signs could include: 

• A small variance starts to get bigger, especially early in the 
project.  

• You discover that activities you think have already been 
completed are still being worked on. 

• You need to rely on unscheduled overtime to hit your interim 
deadlines, especially early in the project. 

• Deliverable quality or service quality starts to deteriorate.  

• Quality control steps, testing activities and project 
management time start to be cut back from the original 
schedule. 

If these situations start to occur, the project manager should raise 
visibility through risk management. You should put together a Risk 
Management Plan to proactively ensure that the project stays on 
track. If you cannot successfully manage through the problems, raise 
an issue. (See the 3.2 Manage the Schedule and Budget / 
Techniques section for ideas to get an over-budget / behind 
schedule project back on track.) 

6 Project 
Manager 

Evaluate the critical path of the project 

The critical path is the sequence of activities that must be completed 
on time for the entire project to be completed on time. (For more 
information on critical path, read 2.1A.6 Critical Path.) If the end-
date has slipped, it will be because at least one activity on the critical 
path did not complete on time. It is important to understand the 
critical path to know which activities to focus on if the project is 
trending over its deadline date. Placing additional resources on non-
critical path activities will not result in the project completing earlier. 
Even if you think you know the critical path, it is possible for the 
critical path to change on the project. You may be trying to 
accelerate activities that were on the critical path to get a project 
back on schedule, but if the critical path changed, this will not have 
the intended result. 

7 Project 
Manager 

Assign work to team members 

After you have updated the schedule and budget, validated your 
status, validated the critical path, and performed all of the prior 
schedule management activities, you should check the schedule to 
see what work needs to be done over the next one to three weeks. 
This work should be assigned to the appropriate team members for 
execution. Updating the work assignments could be performed at 
team status meetings. It is important that all team members know 
the work that is assigned to them and when it is due. Gain a 
commitment from each team member to complete the work within 
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the allocated time, duration and budget. This may require each team 
member to spend some time on the assignment before they can 
validate whether the estimates are correct. (See 3.1A.3.4 Validate 
Work Estimates with Team.) 

8 Project 
Manager 

Communicate any schedule risk 

As soon as you feel you at risk of missing your deadline, you should 
communicate this risk to the sponsor and management stakeholders. 
You do not have to state that you will miss your estimates for sure. 
However, you should start to communicate the risk so that you can 
implement actions to try to keep the project back on track. If you 
are sure that the current commitments cannot be met, new 
estimates need to be prepared and communicated to your 
management and to the sponsor. This is important information to 
communicate because there may be areas where they can provide 
input. For instance, the sponsor may agree to reduce the remaining 
requirements to allow the project to complete within the original 
estimates. 

Close the Work (3.1A.2.P2) 

 Role Close the Project  
9 Project 

Manager 
Close the work 

When the work is done, make sure that you include activities in your 
schedule for the formal closure of the project. The project manager 
should not consider the entire project completed until these project 
closure activities are completed. You should use the same discipline to 
close the project as you did to manage the project. See 90.0 Close 
Project for more details on closing the project.  
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3.1A.3 Manage the Schedule / Large 
Projects 

Start the Project Lifecycle (3.1A.3.P1)     

 Role Start the Project Lifecycle (Execution) (Large Project) 
1 Project 

Manager, 
Project 
team 

Hold Project kickoff meeting 

Start the execution of the project life cycle with a project kickoff 
meeting. See 3.1A.3.1 Manage the Schedule / Project Kickoff for 
more information.  

Control Schedule (3.1A.3.P2) 

2 Project 
Manager 

Update the schedule with current information 

This is probably still a weekly process. For larger projects the 
frequency might be every two weeks. Do not update the schedule 
any less frequently than every two weeks. A frequency of monthly is 
too long. There is too much work taking place, and if there are 
problems, too much time may pass before they are surfaced. During 
the schedule review, the project manager gathers status information 
from each team member and updates the schedule to reflect 
activities that were completed during the previous time period. 

3 Project 
Manager, 
Team 
Members 

Capture and update actual hours (optional) 

If the project manager is capturing actual effort hours and costs, 
update the schedule with this information. The actual effort hours 
and status can come from team members through Status Reports 
and / or status meetings. You can also automate the process by 
using a scheduling tool so that team members can update the 
schedule directly with their effort hours and completion status. 

4 Project 
Manager 

Reschedule the project 

After the schedule has been updated to show the current reality, 
reschedule the work to see if the project will be completed within the 
original effort, cost and duration. You may find that even though 
some activities may be completing later than planned, other 
activities may be completing early. There may also be activities 
running late that are not on the critical path, in which case the 
project may still be projected to complete on time. 

5 Project 
Manager, 
Team 
Member 

Review your schedule situation 

Determine if there are any other activities that should be completed, 
but are not. This information can be gathered by running the 
appropriate report from your scheduling tool. If there are activities 
that are late, work with the individual(s) that are assigned to see 
what is going on. There could be problems that need to be resolved 
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or you may find that the length of time needed to complete the 
activity was underestimated. The project manager and team 
members need to determine how much additional effort and 
duration will be needed to complete the work and the project 
manager should update the schedule accordingly. 

6 Project 
Manager 

Run additional schedule management reports 

Run additional reports from the scheduling tool to help determine 
how the project is progressing. For instance, look at resource 
allocation to make sure that the team is not over-allocated or under-
allocated. The project may show that it is still completing on 
schedule, for instance, because some of the team members are 
being scheduled for 80 hours per week. If you saved a baseline 
version of the schedule, you can also run reports to compare the 
current schedule against the baseline to see the variances. Although 
there are hundreds of scheduling reports available, project managers 
typically get comfortable running a handful of reports to help them 
manage the schedule successfully. 

Monitor and Control Project Work (3.1A.3.P3) 

7 Project 
Manager 

Look for other signs that the project may be in trouble 

After you reschedule your project you will determine if you are 
trending over your deadline date. In addition to the deadline date, 
there may be other trouble signs that your project is in trouble.  You 
need to monitor and control the entire project to ensure that you 
understand your current state, any changes from the prior current 
state and any trends that may impact your project later. You want to 
look at the general health of the project and determine whether 
there are any areas that need additional attention.  

Trouble signs could include: 

• Activities starting to trend over budget or behind schedule early 
in the project. There is a tendency to think you can make it up, 
but usually this situation is a warning that you will get further 
and further in trouble.  

• A small variance starts to get bigger, especially early in the 
project.  

• You discover that activities you think have already been 
completed are still being worked on. 

• You need to rely on unscheduled overtime to hit your interim 
deadlines, especially early in the project. 

• Team morale starts to decline. 

• Deliverable quality or service quality starts to deteriorate.  

• Quality control steps, testing activities and project management 
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time start to be cut back from the original schedule. 

If these situations start to occur, the project manager should raise 
visibility through risk management. You should put together a Risk 
Management Plan to proactively ensure that the project stays on 
track. If you cannot successfully manage through the problems, raise 
an issue. (See the 3.2A Manage the Schedule / Techniques section 
for ideas to get a behind schedule project back on track.) 

The current health of the project, current problems and future risks 
are all used as input into your status reporting process. 

8 Project 
Manager 

Adjust the schedule and add more details to future work 

Update the schedule so that it reflects how the remaining work will 
be completed. On a monthly basis, adjust the future activities on the 
schedule to reflect any additional information you know now. When 
the schedule was created, many of the activities further into the 
future may have been vague and placed into the schedule at a high 
level. On a monthly basis, this work needs to be defined in greater 
detail. You should make sure that the work for the next three-month 
window is scheduled out in activities of not more than 80 hours (not 
more than 40 hours if possible).  If you have work that enters this 
three-month window at a higher level than 80 effort hours, break it 
down to a lower level of detail. Note that this step refers to originally 
identified work that requires more detailed information. This is not 
the place to add new work. That is done through Step 5.0 – Manage 
Change. 

9 Project 
Manager 

Evaluate the critical path of the project 

The critical path is the sequence of activities that must be completed 
on time for the entire project to be completed on time. (For more 
information on critical path, read 2.1A.6 Critical Path.) If the end-
date has slipped, it will be because at least one activity on the critical 
path did not complete on time. It is important to understand the 
critical path to know which activities to focus on if the project is 
trending over its deadline date. Placing additional resources on non-
critical path activities will not result in the project completing earlier. 
Even if you think you know the critical path, it is possible for the 
critical path to change on the project. You may be trying to 
accelerate activities that were on the critical path to get a project 
back on schedule, but if the critical path changed, this will not have 
the intended result. 

Direct and Manage Project Execution (3.1A.3.P4) 

10 Project 
Manager 

Assign work to team members 

After you have updated the schedule and budget, validated your 
status, validated the critical path, and performed all of the prior 
schedule management activities, you should check the schedule to 
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see what work needs to be done over the next one to three weeks. 
This work should be assigned to the appropriate team members for 
execution. Updating the work assignments could be performed at 
team status meetings. However, it is important that all team 
members know the work that is assigned to them and when it is 
due. Gain a commitment from each team member to complete the 
work within the allocated time, duration and budget. This may 
require each team member to spend some time on the assignment 
before they can validate whether the estimates are correct. (See 
3.1A.3.4 Validate Work Estimates with Team.) 

11 Project 
Manager 

Communicate any schedule risk 

As soon as you feel you at risk of missing your deadline, you should 
communicate this risk to the sponsor and management stakeholders. 
You do not have to state that you will miss your estimates for sure. 
However, you should start to communicate the risk so that you can 
implement actions to try to keep the project back on track. If you 
are sure that the current commitments cannot be met, new 
estimates need to be prepared and communicated to your 
management and to the sponsor. This is important information to 
communicate because there may be areas where they can provide 
input. For instance, the sponsor may agree to reduce the remaining 
requirements to allow the project to complete within the original 
estimates. 

Milestone / Phase Gate Review (3.1A.3.P5) 

12 Project 
Manager 

Validate overall project status at each major milestone 

At the completion of a major project milestone or phase, the team 
should take a short pause to ensure that the prior work was 
completed successfully and that the project team and the client are 
ready to proceed to the next major phase. Sometimes these criteria 
are called exit and entry criteria, or “gates.” These events provide an 
opportunity to validate where the project is at and ensure everyone 
is ready to proceed. See 3.1A.3.2 Milestone / Phase Gate Reviews for 
more information. 

Contract Administration (3.1A.3.P6) 

13 Project 
Manager, 
Vendors 

Check the status of your vendor contracts 

Refer to the TenStep Process Procurement Extension for more 
information on this topic.  

Close Project (3.1A.3.P7) 

14 Project 
Manager 

Close the work.  

When the work is done, make sure that you include activities in your 
schedule for the formal closure of the project. The project manager 
should not consider the entire project completed until these project 
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closure activities are completed. You should use the same discipline to 
close the project as you did to manage the project. See 90.0 Close 
Project for more details on closing the project.  
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3.1A.3.1 Project Kickoff  
(3.1A.3.1.P1) 

Projects don’t always go through an organized sequence of planning, approval and 
execution. Sometimes a project is in various stages at once. Before you know it, you can 
be executing the project and find that team members and stakeholders have varying 
levels of understanding about the purpose and status of the project. Just as a project 
should have a formal end-of-project meeting to signify that it is complete, it also makes 
sense to hold a formal kickoff meeting to start a project.  

The purpose of the kickoff meeting is to formally notify all stakeholders that the project 
has begun and make sure everyone has a common understanding of the project and his 
role. The kickoff meeting is a time to get all the team members, clients and stakeholders 
together and formally set the stage for the start of the project. Like all formal meetings, 
there should be an agenda. There are a number of specific things you want to cover at 
this meeting: 

• Introduce the people at the meeting. 

• Recap the information in the Project Charter, including: 

o The purpose of the project 

o Scope 

o Major deliverables 

o Risks 

o Assumptions 

o Estimated effort and budget 

o Deadline 

• Discuss the important roles and responsibilities of the project team, clients and 
stakeholders. Many, if not all of the people that will work on the project should be in 
attendance. If there is confusion about the role of any person or organization, it 
should be discussed and clarified now. 

• Go over the general approach and timeline of the project. This gives people a sense 
for how the project will unfold. In particular, you will want to ensure that people 
understand what they need to be doing in the short-term to support the project. 

• Discuss and answer any outstanding questions. The purpose of the discussion is not 
to rehash the purpose of the project, but to allow people to voice specific questions 
or concerns they have as the project begins. 

• Confirm that the project is now underway. If the project has not started yet, it 
should now be ready to start immediately. 

• Other items to consider in the kickoff meeting include: 

o Attendees. In general, the project team, client and stakeholders should be in 
attendance. If this results in too many people for comfort, you can consider 
having only the major players attend. You can then meet with others in 
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subsequent mini-kickoff meetings or you can send the relevant meeting 
information to the people who could not attend. 

o Length. Although most kickoff meetings can be conducted in an hour or two, 
others might require a day or two. The longer kickoff meetings are especially 
important if the project is very complex or controversial. In some cases, a long 
kickoff meeting may be useful as a way to gather initial requirements, although 
that would not be the primary purpose. 

Preparation. It is said you never have a second chance to make a good first 
impression. This is true with the kickoff meeting. You are using the meeting to 
help set expectations for the project. If the meeting is unorganized, chaotic or a 
waste of time, the participants will probably carry those perceptions into the 
project as well. The project manager needs to make sure that he has prepared 
well for this meeting and that it goes smoothly. The project manager should also 
talk to the sponsor ahead of time and make sure that they are in agreement with 
how the meeting will progress. 

  

3.1A.3.2 Milestone / Phase Gate 
Reviews 

Overview (3.1A.3.2.P1) 

At the completion of a major project milestone or phase, the team should take a short 
pause to ensure that the prior work was completed successfully and that the project 
team and the client are ready to proceed to the next major phase. Here are some of the 
activities in the phase gate review meeting. 

Backward looking 

• Deliverable approvals. You should make sure that all of the deliverables that need 
approval have, in fact, been approved. Sometimes this final approval may even take 
place at the phase gate review meeting. If the deliverables from the prior phase are 
not approved, then the project may not be ready to enter the next phase.  

• Budget and schedule review. The project budget should be reviewed to validate 
where you are at within your total budget estimate. Likewise you should look at your 
schedule to see if you are on schedule and take some corrective actions if necessary.   

• Review project issues. You should validate that all outstanding issues have been 
resolved or that there is a plan in place to resolve them 

• Review project risks. This is a good time for a risk control meeting. You should 
validate that your prior risks are being successfully managed or you need to revise 
your risk plans. You should also look for any new risks to your project.  

Forward looking 

• Validate schedule and budget estimates. You should project out from now until 
the end of the project to make sure your current estimates for final spending and 
deadline are still valid. If they are not you can update the information now.  
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• Validate the Business Case. This is a time to check that the original Business 
Case is still valid. It is possible that an increase in the project deadline or budget 
may mean that the Business Case no longer makes sense. It is also possible that the 
business value of the project has changed.  

The phase gate review is a good opportunity to cancel a project that no longer 
makes sense.  

• Check that resources are available. In many projects, the types of resources 
and the skills of the resources changes from phase to phase. This is an opportunity 
to validate you still have the resources required to complete the remainder of the 
project.  

• Validate your sponsorship. It is possible that the interest and commitment of the 
sponsor has waned since the project started. It is also possible that the sponsor has 
changed. Use this time to validate the priority of the project with the sponsor and 
cancel the project if the sponsor is no longer committed.  

• Obtain official approval to proceed. The official approval to proceed means that 
all work done up to this point is okay and the team can concentrate now on the 
work associated with the next phase or next milestone.  Once you have validated 
that all of the prior work is complete and correct, plus you have validated the 
commitment to proceed, you should obtain a formal approval to move to the next 
phase. In other words, the phase “gate” is now open to enter and pass through.  

If the project is on schedule and on budget, plus maintaining the right level of quality, it 
is likely that the review meeting will be non-eventful. However, there are many 
scenarios where this review meeting may result in some tough decisions on how, or if, 
the project should continue. A couple potential concerns include: 

• The project is projected to exceed authorized budget. The sponsor and other 
management stakeholders need to determine whether the project should continue 
with incremental budget or whether the remaining work needs to be scoped back to 
meet the allocated budget. This may be a decision that the sponsor can make or it is 
possible that the sponsor will need to appeal to an organization steering committee 
for more funding. If a project budget overrun is small and incremental, the Steering 
Committee probably needs to go ahead and approve the excess. However, if the 
cost overrun is substantial, it may require that the entire Business Case be re-
validated. A project that makes great business sense at a certain investment level 
may not make as much business sense at a higher cost level. It is always a dramatic 
step to cancel a project that is in progress, but if the business case no longer 
supports the investment, canceling the project may be the right course. The money 
that is already spent is considered "sunk." The question is whether the additional 
funding is better spent on this current project or whether the money would be better 
spent on the next high priority project. 

• The project is projected to exceed its deadline. Some projects may not exceed 
their budget, but they may still miss their required deadline or they will end up 
taking longer than estimated. This situation has the added complication that this 
usually means that resources are tied up on this project rather than being able to 
start on new projects. This is a concern for all subsequently scheduled projects 
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because they are being delayed not by lack of budget but by not having the required 
resources available. 

• The project is extended by scope changes. Some projects run over budget 
because of scope changes. If a project is extended because of scope change 
requests, another project that was scheduled to start may get delayed because the 
resources are unavailable. If the scope changes are substantial, the entire Business 
Case may need to be re-validated.  
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3.1A.3.3 Managing Outsourced Projects  
Refer to the TenStep Process Procurement Extension for more information on this topic. 
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3.1A.3.4 Validate Work Estimates with 
Team 

(3.1A.3.4.P1)  

One of the primary responsibilities of a project manager is to build a project schedule 
and assign activities from the schedule to team members for execution. After you assign 
work to team members you should hold them accountable for having the work 
completed within expectations.  

On the surface this sounds very cut and dry. However, is it really fair? Let’s raise it up a 
level. Let’s assume that you are the project manager and you are assigned to a project 
after the estimate for schedule and budget are already completed. You might not think 
that was fair since you did not have a part on creating the estimates. You would 
probably think that if you are held accountable for the schedule and budget, you need 
to be involved in creating the schedule and budget. 

Now you see the problem with assigning work to team members. Is it fair to hold them 
accountable for work if they did not have any input into the estimating process? The 
answer is also “no”.  

There are two ways to make sure that the team members buy into the estimates for 
schedule and budget. One way is to see if you can get the team members involved with 
the estimating process up-front. This is not always practical, but sometimes it is 
possible. (In fact, you may need the help of the project team members to actually 
create the budget and schedule to begin with.) If the team members had input into the 
estimating process, they can be held accountable for completing the work within these 
estimates. (If the team members don’t feel they can be held accountable for estimates 
that they help to create, then you would have to ask yourself whether the numbers are 
really valid.) 

On the other hand, on many projects the project team members are not assigned until 
the project schedule is already in place. The people that created the initial estimates 
have to make some assumptions about “average” team member performance and make 
estimates based on those assumptions.  

In this case it is appropriate to assign work to a team member and ask them to validate 
whether the estimate seems reasonable. You are not looking for an estimate with a 
100% confidence factor. You are just trying to validate whether the estimate for 
schedule, effort and budget seem reasonable. If the team member says yes, then you 
can hold them accountable to complete the work within those estimates. 

Of course, when you first assign the work, the team member may not know enough to 
say whether the estimate is reasonable or not. It may take a little time and they may 
actually have to start working on the activity. This is fine as well. In this case, you 
assign the work, along with the estimated effort, budget and deadline. You then ask the 
team member to validate whether the work can be accomplished within these estimates. 
If the team member feels that the estimates are incorrect, he needs to communicate 
this to you AS SOON AS POSSIBLE. In this case, the team member is obligated to 
provide a more realistic estimate. The project manager can push back to validate that 
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the new estimate is more accurate than the old one. Some negotiation may occur. 
However, when the project manager and team member are in agreement, then the 
project manager can hold the team member accountable. 

The key in this scenario is that the team member must notify the project manager that 
the prior deadline is unachievable as soon as the team member realizes it. It is not 
acceptable for the team member to wait until the original deadline is missed and then 
say that the estimates were off.  

These approaches are the way to hold team members accountable for the work, while 
also being fair to them by allowing them to have input and buy-in to the estimates. 
Once they have this buy-in, then they can legitimately be held accountable for the work.   
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3.1B Manage the Budget / Process 
Is the Budget Important to You? (3.1B.P1) 

Many project managers are not held accountable for project budgets. The reasons are 
detailed in section 2.1B Build the Budget. Obviously if the project manager does not 
have the processes, tools or reports to build a budget, he is not going to be able to be 
held accountable for managing a budget. In that case this section would not be 
important. (Managing the schedule is still important. Managing budget is not.) 

In the rest of this section it is assumed that the project manager is held accountable for 
meeting budget expectations.  

Managing the Budget (3.1B.P2)  

You must do a good job creating the budget to be able to manage the budget 
effectively. If the budget estimate is not accurate it will be extremely difficult to manage 
the project to achieve the budget numbers. The project manager should use one of the 
following processes to manage the budget depending on the size of the project.  

3.1B.1 Small Projects 

3.1B.2 Medium Projects 

3.1B.3 Large Projects 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

162 

3.1B.1 Manage the Budget / Small 
Project 

(3.1B.1.P1) 

Small projects usually gave a very small budget. Therefore you would need very 
informal processes and techniques to manage it. If you have one of those rare projects 
that are considered to be “small” and yet you have a large budget, you should utilize the 
budget management processes of a medium or large project.     

 Role Manage the Budget (Small Project) 
1 Project 

Manager 
List all planned expenditures 

Identify the specific items that you expect to spend money on during 
the project. If this is a small project this should not be a very long list.  

2 Project 
Manager, 
Team 
Members 

Track all expenditures 

As you spend money on items during the project, track the actual 
costs against the estimated costs. 

3 Project 
Manager 

Forecast whether you will finish the work within expectations 

Evaluate the remaining costs to see if the project will be completed 
within the original budget estimate. You may find that even though 
some items may cost more money than estimated, other items are 
costing less. It is usually the total costs that you have to manage.  

4 Project 
Manager, 
Sponsor 

Take corrective actions, if needed 

Since this is the process for a small project, it would be unusual to 
have major problems on budget. If the budget is important, you are 
obligated to try to achieve it. You can use some of the cost control 
techniques described for larger projects. It is possible that you may 
have to ask for more budget. If the budget needs to be extended 
once, the team absolutely needs to meet the new expectations. 
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3.1B.2 Manage the Budget / Medium 
Projects 

 
(3
.1
B.
2.
P1
) 

Role Manage the Budget (Medium Project) 

1 Project 
Manager 

Manage the budget  

Review how your project is performing against your budget on an 
ongoing basis. Because of how financial reporting is done, you may 
need to manage the budget on a monthly basis, even though you 
update the schedule on a weekly or bi-weekly basis.  

2 Project 
Manager 

Update your project forecasted budget 

After you have updated your schedule to reflect the work 
remaining to complete the project, you should also estimate the 
cost of the remaining work. This is usually referred to as 
“forecasting”. This is the process of understanding your current 
costs, costs that are in-progress and the estimated costs to 
complete the remainder of the work. These three costs should be 
compared to the project budget to make sure that you can still 
complete the project within expectations. If your forecast shows 
that you are trending over budget, you need to put some proactive 
activities into place to get back on budget. 

3 Project 
Manager, 
Sponsor, 
Stakeholders 

Communicate any budget risk 

As soon as you feel you at risk of missing your budget, you should 
communicate this risk to the sponsor and management 
stakeholders. You do not have to state that you will miss your 
estimates for sure. However, you should start to communicate the 
risk so that you can implement actions to try to keep the project 
back on track. If you are sure that the current commitments 
cannot be met, new estimates need to be prepared and 
communicated to your management and to the sponsor. This is 
important information to communicate because there may be 
areas where they can provide input. For instance, the sponsor may 
agree to reduce the remaining requirements to allow the project to 
complete within the original estimates. 

4 Project 
Manager 

Manage cost variances 

If there is a variance between actual costs and estimated costs, be 
sure to document. You also need to determine if the variance is 
significant, and the consequences of missing the budget. If you do 
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not have the ability to overspend your budget you will need to 
note the variance and look for other ways to reduce costs in other 
areas. In this case you are using more rigorous cost management 
as you would on a larger project.  

5 Project 
Manager 

Forecast whether you will finish the work within 
expectations 

Evaluate the remaining costs to see if the project will be completed 
within the original budget estimate. You may find that even though 
some items may cost more money than estimated, other items are 
costing less. It is usually the total costs that you have to manage.  

6 Project 
Manager, 
Sponsor 

Take corrective actions, if needed 

If the budget is important, you are obligated to try to achieve it. 
You can use some of the cost control techniques described for 
larger projects. It is possible that you may have to ask for more 
budget. If the budget needs to be extended once, the team 
absolutely needs to meet the new expectations. 
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3.1B.3 Manage the Budget / Large 
Projects 

Control Costs (3.1B.3.P1) 

 Role Manage the Budget (Large Project) 

1 Project 
Manager 

Manage the budget  

Review how your project is performing against your budget on an 
ongoing basis. Because of how financial reporting is done, you may 
need to manage the budget on a monthly basis, even though you 
update the schedule on a weekly or bi-weekly basis. For more 
information on potential budget problems see 3.1B.4 Trouble Signs 
for the Project Budget. 

2 Project 
Manager 

Update your project forecasted budget 

After you have updated your schedule to reflect the work 
remaining to complete the project, you should also estimate the 
cost of the remaining work. This is usually referred to as 
“forecasting”. This is the process of understanding your current 
costs, costs that are in-progress and the estimated costs to 
complete the remainder of the work. These three costs should be 
compared to the project budget to make sure that you can still 
complete the project within expectations. If your forecast shows 
that you are trending over budget, you need to put some proactive 
activities into place to get back on budget. 

3 Project 
Manager, 
Sponsor, 
Stakeholders 

Communicate any budget risk 

As soon as you feel you at risk of missing your budget, you should 
communicate this risk to the sponsor and management 
stakeholders. You do not have to state that you will miss your 
estimates for sure. However, you should start to communicate the 
risk so that you can implement actions to try to keep the project 
back on track. If you are sure that the current commitments 
cannot be met, new estimates need to be prepared and 
communicated to your management and to the sponsor. This is 
important information to communicate because there may be 
areas where they can provide input. For instance, the sponsor may 
agree to reduce the remaining requirements to allow the project to 
complete within the original estimates. 

 4 Project 
Manager 

Manage cost variances 

The project manager needs to track the actual spending on the 
project against the estimated spending for the project. For 
example, it is not enough to just say that the project is half over 
and the budget is half spent. This does not really give you the 
information you need to manage the budget.  
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To track spending against the budget, the project manager needs 
to understand the rate of spending on the project and the amount 
of work that is completed for the budget used. It is only by tying 
the budget back to the schedule in this way that the project 
manager will then be able to manage the budget effectively once 
the project starts.  

Document any variance between actual costs to date and 
estimated costs based on the work that has been accomplished. 
You also need to determine if the variance is significant, and the 
consequences of missing the budget. If you do not have the ability 
to overspend your budget you will need to note the variance and 
look for other ways to reduce costs in other areas.  

5 Project 
Manager 

Forecast whether you will finish the work within 
expectations 

Evaluate the remaining costs to see if the project will be completed 
within the original budget estimate. You may find that even though 
some items may cost more money than estimated, other items are 
costing less. It is usually the total costs that you have to manage.  

6 Project 
Manager 

Look for other budget trouble signs 

After you reforecast your project you will determine if you are 
trending over your budget. At this point you should also take a 
step back to see if there are any other signs that you might be in 
trouble on the budget. For more information on potential budget 
problems see 3.1B.3.1 Managing the Project Budget. 

6 Project 
Manager, 
Sponsor 

Take corrective actions, if needed 

If the budget is important, you are obligated to try to achieve it. 
You can use some of the cost control techniques described for 
larger projects. It is possible that you may have to ask for more 
budget. If the budget needs to be extended once, the team 
absolutely needs to meet the new expectations. 

7 Project 
Manager, 
Finance 

Manage the Budget Release Rate  

It is possible that when you start the project the entire budget will 
be made available to you to spend as needed. However, as 
projects get longer, it is more likely that the budget will be made 
available at various increments in the project.  

It is important to know the budget release rate since there may be 
a process to request the release of the next round of funding. If 
your project is trending over budget, you may need to request 
additional budget earlier than expected.  

You don’t want to end up in a position where you are spending 
money on a project with no budget to cover the expenses.  
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3.1B.3.1 Trouble Signs for the Project 
Budget 

Overview (3.1B.3.1.P1) 

If you are keeping all of your expenditures in your project management tool, the budget 
review may be as simple as running a report to compare actual expenditures against 
budgeted expenditures. If you are fortunate, your financial systems and project tracking 
applications will be integrated so that all of the financial information is in one place. 
More than likely, however, you are keeping up with your budget on a separate 
spreadsheet or using your financial reporting systems. 

You should use whatever tools are available to capture all of the expenditures paid to 
date, including all expenses related to labor, equipment and material. Then compare the 
numbers against your budget. (The term “budget” may refer to your entire project 
budget, or it may refer to the various cost accounts that are active at this point in the 
project.) You may or may not have an apples-to-apples comparison. There are a couple 
reasons why a project may look like it is having budget problems when it may really not 
be. 

• Some expenses may be budgeted for, but in another time period. If you paid for a 
major purchase this period that was originally scheduled for next period, then it 
shouldn’t surprise you to see that you are technically ‘over budget’. This type of 
expense overrun will even out over time.  

• You may appear to be over budget but you may not be if you are also ahead of 
schedule. If your project is on schedule, but over budget, there may be a problem. 
However, if your project is ahead of schedule, it may be fine that you are also 
trending over your budget. For instance, you may have paid a contractor overtime to 
get ahead of schedule. In this case, your estimated budget at project completion 
should show that the project would complete within its original allocated budget.   

The following scenarios illustrate over-budget situations where the project really is in 
jeopardy. If you are trending over budget because of these situations, corrective actions 
are required.   

• The project may be trending over budget because some of the activities are taking 
more effort than estimated. This could be because of working unscheduled overtime 
or applying more resources than estimated. In this case, if the trend continues, the 
project budget may be in jeopardy. This should be raised as a budget risk unless 
there are mitigating factors that will allow the over-budget trend to reverse.  

• Your estimated cost projections may turn out to be wrong because you may have 
underestimated labor or non-labor costs. If you have an estimating contingency 
budget, you can tap into it to help offset these estimating errors. If you do not have 
an estimating contingency budget, you will need to put proactive corrective actions 
in place.    

• It’s very possible that mandatory activities or project expenses were missed when 
the original estimates were put together. If the work or expense is required, but 
missed in the estimating process, you will not be able to invoke scope change 
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management. In this case, a budget risk should be raised unless there are mitigating 
factors that will allow you to recoup the additional expense through a cost savings 
somewhere else.  

You may be working on activities that are outside the approved Project Charter or 
business requirements. If so, the new work should stop until scope change management 
can be invoked. Even if the over-budget situation can be recouped somewhere else 
through cost savings, scope change requests should not be allowed to impact the 
project unless they were approved, along with the corresponding approval of revised 
budget and delivery timeframe if necessary. 

If these types of situations occur, the project manager needs to investigate more to 
determine whether there is a problem, potential problem or no problem at all.   
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3.2A Manage the Schedule / Techniques 
Techniques to Get a Project Back on Schedule (3.2A.P1) 

Just because you monitor your project on an ongoing basis does not mean that you will 
never miss deadlines. The good thing about proactively managing the schedule is that 
you will know very quickly if you are trending over the end-date. This will give you an 
opportunity to put a proactive plan in place to get back on schedule. There is not a 
simple technique that will do the trick in every case. However, there are many 
techniques you can apply depending on the cause of the schedule problem. See 3.2A.3 
for techniques to get a project back on schedule.  

Make Sure Team Members Know Their Due Dates (3.2A.P2) 

One of the basic responsibilities of the project manager is to assign work to team 
members. However, some project managers are not always clear on the work to be 
done and the person that is responsible. This causes uncertainty in the team and can 
result in some activities running late. In fact, if you have managed projects for a while, 
you have probably run into this situation. You might ask a team member the status of a 
critical assignment and he may tell you that he did not realize that he was assigned to 
the activity. A good way to test whether your directions and assignments are clear is to 
ask team members what they are responsible for completing in the next two weeks. This 
is not something you need to do with every team member every week. However, it can 
be valuable to ask once in a while, or when a critical activity is due, just to validate 
whether you are assigning activities clearly. If the team members know what is 
expected of them, chances are that you are effectively and clearly assigning the work. 
However, if team members give you different answers than you expect, it may mean 
that you need to work on being clearer and more precise.  

If team members understand the work perfectly but don’t deliver on time, you may have 
a performance problem. If they deliver the wrong work to you, on time, you also have a 
problem. However, if the team member is not clear about the work he has been 
assigned or the due date, then the project manager may have a communication 
problem.  

When you assign work to team members, be clear about the following: 

• Activity name(s), from the schedule 

• An explanation, if necessary, of what the work entails 

• Start-date and end-date. The project manager needs to be clear on when the 
activity can start (probably immediately) and when the activity is due. If the team 
member cannot meet the deadline date, he needs to let the project manager know 
as soon as possible. 

• Estimated effort hours (optional). The project manager should communicate the 
estimated hours required to complete the activity. This is usually of secondary 
importance compared to the due date. If the team member cannot complete the 
activities within the estimated effort hours, he needs to let the project manager 
know as soon as possible. However, on most projects, if the activity is completed on 
schedule, it is not as important if the work took more or fewer actual effort hours. 
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• Estimated costs (optional). If the team member cannot complete the work within 
the cost estimate, he needs to let the project manager know as soon as possible. If 
the activity only includes labor, the cost overrun will be directly related to an 
overage in labor hours. However, if there are non-labor charges involved in the 
activity, it is possible that these non-labor costs could be over budget. 

• Deliverable. The team member needs to understand the deliverable or work 
component (a portion of a larger deliverable) that he is expected to complete. If 
there are quality criteria to meet, the team member should know these quality 
requirements. 

• Dependencies. Make sure the team member knows his relationship with other 
activities – ones that are waiting on him or ones that must be completed before his 
can start.  

• Other resources. If multiple resources are working on the same activities, they 
must all understand who the team members are and they need to know who has 
overall responsibility for the activity.  

Manage Schedule within Tolerances (3.2A.P3) 

When you manage the schedule, you do not need to be accurate to the minute. You 
also do not want make all kinds of proactive changes if your project is a day over 
deadline one week and a day ahead of schedule the next. Your client does not expect 
that level of accuracy in your schedule management and he is not interested in knowing 
whether your project is one hour ahead or behind schedule at any given time.   

As the project manager, you should understand the tolerance level for your project. For 
example, let’s say you are updating your schedule and you realize you are trending two 
weeks late. Should you raise an issue or a schedule risk? Should you inform your client? 
It depends on your tolerance level. If you have a three month project, you should 
probably be concerned, because you are trending almost 20% over your deadline. On 
the other hand, if your project is two years long, then two weeks is not material at all 
(in fact you would be a hero if you delivered within two weeks). 

Some projects have no tolerance and must be completed on schedule. This may be true 
with projects that receive government funding or projects that must be completed by 
the end of the fiscal year. 

Use common sense and work with your client on the tolerance levels for budget and 
deadline. If you stay within the tolerances, you are fine. If you go outside those limits, 
you should be concerned. 

Validate Who Can Update the Schedule on Your Project (3.2A.P4) 

In most projects the project manager is responsible for the schedule and he updates it 
on a weekly basis. In most projects the project manager is the only one that is allowed 
to update the schedule. However, there are other options, especially for larger projects.  

In some cases, the project manager may ask each team member to update the schedule 
with a current status and effort hours (if they are being tracked). In this scenario, the 
team members normally indicate whether their assigned work is completed. If not, they 
adjust the end-date to reflect when the activity will be complete. They can also plug in 
their actual effort hours per activity so far. In most cases, team members are not 
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allowed to assign themselves to new work, add new activities or otherwise alter the 
schedule. After the team members update the plan with current status, the project 
manager can begin to evaluate the overall project status. 

For very large projects, it is also common for one or more people to be assigned to 
update the schedule on behalf of the project manager. These people are sometimes 
called project administrators. They can get information from team members and update 
current status and actual hours worked. They can run a standard set of reports for the 
project manager and get additional information from team members for anything that 
looks unusual. They bring this all to the project manager for final analysis and 
evaluation. The project administrator performs much of the logistics associated with the 
schedule, but it is still the responsibility of the project manager to understand what is 
going on and make the appropriate decisions to complete the project successfully 

Don’t Manage by Percent Complete (3.2A.P5) 

Most project management scheduling tools have a field for entering the percentage 
complete for each activity. Before an activity starts, it is 0% complete. When it is 
finished, it is 100% complete. However, in between can be tricky. On the surface, if a 
team member were 20 hours into a 40 hour activity, you would say he is 50% complete. 
But is he? He may be close to done, or he may be only 10% done. 

The project manager could ask team members to report on their percent complete, but 
in many cases you will get an inaccurate number. If the activity is overdue, for example, 
the team member often gives the “90% complete” answer. This means that the first 
week the activity is late the team member says it is 90% done, the next week it is 95% 
done, the next week 99% done, etc.  

A better way to get the information you need is to ask ‘When will the work be done?’ If 
the schedule shows an activity should be completed on the last day of the week, and 
the work is not done, don’t ask the team member for the percentage complete. Instead 
ask the team member ‘When will the work be done?’ Asking when the work will be 
completed gives you concrete information you can place on your schedule, while also 
getting the team member to make another commitment to the new end-date.  

Manage the Schedule by Due Date (3.2A.P6) 

In most organizations, once the project starts the team does not collect the actual effort 
hours worked on each activity. Unless tracking effort hours is important to your 
organization, the project manager should feel comfortable to manage the project 
schedule based on completion dates – not effort hours.  

For example, assume you have an activity that is scheduled to take 40 hours and has 
two-week duration. If the work is done within the two weeks, it may not be as important 
to know if the work actually took 35 hours or 50. It would only be important if the 
difference in effort hours caused another assigned activity due date to be missed. The 
effort hours are important in the estimating process since they help set completion dates 
and help balance workloads. But when the activities are assigned, getting the work done 
on time is most important. 

If the work is being done by a resource that you are compensating on an hourly basis, it 
is important to understand both the effort hours and completion date. Now it does 
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matter whether the 40–hour activity actually took 50 hours, since there is an 
incremental cost to your project. 

Use Milestones to Take a Checkpoint and Validate Your Status (3.2A.P7) 

A milestone is a scheduling event that signifies the completion of a major deliverable or 
a set of related deliverables. A milestone, by definition, has duration of zero and no 
effort. Milestones are great for managers and the sponsor because they provide an 
opportunity to validate the current state of the project and what the future looks like.  

If the milestone is important enough you could perform an end-of phase review. 
However, many milestones represent the completion of smaller deliverables or 
deliverable components and don’t rise to the level of holding a full end-of-phase review.  

You can do the following activities at every milestone: 

• Validate that work done up to this point is correct and accurate. The client should 
have approved any external deliverables produced up to this point. 

• Make sure that the rest of the project schedule includes all the activities necessary to 
complete the project. 

• Double-check the effort, duration and cost estimates for the remaining work. Based 
on prior work completed to date, you may have a much better feel for whether the 
remaining estimates are accurate. If they are not, you will need to modify the 
schedule. If it appears that your budget or deadline will not be met, raise an issue 
and resolve the problems now.  

• Issue a formal status update and make any other communications specified in the 
Communication Management Plan.  

• Evaluate the Risk Management Plan for previously identified risks to ensure the risks 
are being managed successfully. You should also perform another risk assessment to 
identify new risks. 

• Update all other project management logs and reports. 

These activities should be done on a regular basis, but a milestone date is a good time 
to catch up, validate where you are at, get clear on what’s next and get prepared to 
charge ahead. 

Use a Project Audit to Validate Your Schedule Status (3.2A.P8) 

Sometimes the project manager can get too comfortable (or too uncomfortable) in how 
the project is progressing. In many cases, it makes sense to have an outside party come 
in to evaluate the project management processes being utilized and double-check that 
the project is progressing as expected. This “outside party” could be any qualified 
person outside of the project manager. In some cases, your organization may have an 
internal project audit specialist. It is possible that the Project Director or the Project 
Sponsor could also perform this audit. The outside party could be an outside contractor 
or consultant, but they do not need to be.  

The project manager or functional manager might call for a project audit as part of an 
overall quality management program. In some cases, such as a government project, 
periodic audits may be called for as a part of the overall contract. In any event, an 
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outside audit should provide comfort to the project stakeholders that effective project 
management processes are being utilized and that the project appears to be on-track.  

A project audit focuses on quality assurance – asking questions about the processes 
used to build deliverables. You can find more information on quality assurance 
techniques at 9.2.3 Manage Quality / Quality Assurance.    

Investigate Further When ‘Completed’ Activities Are Not Really Completed 
(3.2A.P9) 

Sometimes a team member says that an activity is complete when in reality it is not 
quite done. This can happen for the following reasons: 

• The activity should have been completed and the team member believes he needs 
just a short amount of time to complete it. He might say it is complete and then 
finish it up quickly, rather than deal with the consequences of the activity being late. 

• ‘’A deliverable is ’completed’ by the team member but not approved. The team 
member may say the work is complete, but when the deliverable is checked it is 
discovered that it is incomplete or needs additional follow-up work.  

To avoid this, make sure that there is an approval process for all major deliverables, and 
that the schedule leaves time for the approval process and for rework based on 
feedback. Then there is no question that the deliverable is completed, because it has 
either been approved or it hasn’t. If an activity does not call for the total completion of a 
deliverable, you would expect that when a team member says an activity is completed, 
it probably is. If you find a pattern of this not being the case, the individual team 
member might need coaching on how to better report the status of his work, or you 
might have to deal with a performance problem.   

Manage Action Items in Your Schedule (3.2A.P10) 

Action items are nothing more than work that needs to be done to complete an activity, 
answer an outstanding question, etc. The work is usually ad-hoc, say as the result of a 
meeting, and it has a short duration, usually to be completed by the next meeting. One 
technique to ensure that action items are completed is to place them in the schedule. 
For further information, see 3.2A.1 Action Items.  

Use the Concept of Triple Constraint to Manage Cost, Schedule and Scope 
(3.2A.P11) 

At the end of the Definition and Planning process (Steps 1 and 2) you should have an 
agreement with your sponsor on the work that will be completed and the cost (time) 
and duration that are needed to complete the work. These three items then form a 
concept called the “triple constraint”. If one of the three items change, at least one, if 
not both, of the other items need to change as well.  

This is more than an academic discussion. The concept actually has great relevance to 
the management of the project. The triple constraint makes logical sense and can be 
easily explained to your clients as well.  



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

174 

This concept is easy to visualize if you 
think of the triple constraint as a triangle, 
with the sides representing cost, duration 
and scope of work. 

 
If the scope of work increases, the cost 
and / or deadline must increase as well. 
This makes sense. If you have more work 
to do, it will take more cost (effort) and 
perhaps a longer duration. (Likewise if you 
reduce the scope of work, the cost (effort) 
and / or the deadline should decrease as 
well.)  

If you are asked to accelerate the project 
and complete it earlier than scheduled, it 
would also be logical to ask for less work. 
However, if you are asked to deliver the 
same work for less duration, the third leg 
of the triple constraint must increase to 
maintain the balance. This should also 
make sense. You will need to increase 
costs (effort), perhaps by working 
overtime hours or perhaps by bringing in 
more resources to complete the same 
amount of work earlier. 

 

Once the project manager really recognizes this relationship in the triple constraint, he 
will automatically recognize when one leg changes and instantly look for ways that the 
other legs will change to maintain the triple constraint balance.   

Manage at Different Levels of Detail Based on the Situation (3.2A.P12) 

One of the common responsibilities of all managers is the management of people and 
the management of work (if you don’t do either, you are not really a manager). All 
managers need to have timely, relevant and accurate information so that they can 
manage their people and work effectively. The trick, of course, is to know how much 
information you need, and at what level.   

Some managers like to stay out of the details. They may be able to tell you whether the 
work is generally on schedule, but not what the project team members are working on 
at any given time. Sometimes you can get away with this. However, in some cases, you 
can be seen as aloof and out of touch. The problem is that sometimes these managers 
need to get engaged in the details of a project to determine what is going on, and they 
are not able to do it. Sometimes, they prefer to stick with the “big picture” even when 
the project is a mess.  

On the other hand, you could be on top of people all the time – asking them how things 
are going, helping them resolve minor problems, assigning some of their work to 
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someone else if it looks like they are a little behind. You know these types of managers 
as well. They are the infamous “micromanagers.” They actually spend so much time in 
the details that it takes them twice as long to get anything done. These managers also 
cause frustration on the part of team members because it seems they don’t trust the 
team to get anything done.  

Many managers are afraid of being labeled a “micromanager” because of all the 
negative connotations. However, there are times when you do need to assign work and 
get feedback on a very frequent basis. This is usually the case if you have a major 
short-term crunch of work to complete. It is especially relevant if your project team is 
not providing the short-term feedback you need to understand exactly where the project 
is.  

A good approach to workload management is to be a “situational manager”. This type of 
manager provides overall guidance and coaching to the team and tries to remove any 
roadblocks. However, when a project gets behind, or the project gets to a point where a 
lot needs to happen in a short amount of time, this manager can quickly move down to 
managing the details. 

Be Proactive and Very Communicative When Managing Projects with 
Unrealistic Deadlines (3.2A.P13) 

If you are a project manager dealing with what you perceive to be an unrealistic 
deadline, the first thing you will want to do is discuss this with your sponsor to see if 
there are any factors that are driving the project deadline. For instance, there may be a 
business driver that is driving the deadline. There may be some event occurring that this 
project needs to support. On the other hand, sometimes managers set arbitrary end-
dates just to provide what they consider to be stretch objectives. It does not necessarily 
make your challenge any easier, but you may find that by better understanding the 
reason for the deadline, you may have an easier time getting yourself and your team 
members motivated to achieve it.  

Once you understand the motivation for the deadline date, there are project 
management techniques that can be utilized to increase the chances of success and 
better manage expectations.  

• Try to increase resources. All projects require some time and cost to create the 
deliverables agreed to in the project scope. If you find that the time constraint is not 
in alignment with cost and scope, talk to your manager about increasing the resources 
that are available for the project. Adding resources to the project makes the cost go 
up, but may allow you to hit the deadline.  

• Reduce scope. Talk to your sponsor about reducing the project scope. See if there 
are features and functionality that he can live without for now so that you can deliver 
the project within the deadline specified. 

• Identify and manage the deadline as a project risk. Utilizing risk management 
will help better manage expectations early in the project and also be a way to gather 
input and ideas for ways that you might be able to hit the deadline.  

• Manage scope with zero tolerance. On many projects, you start with an 
aggressive delivery date, and then the situation gets worse because the project 
manager does not effectively manage scope. If you are on a project with an 
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unrealistic end-date to begin with, it is absolutely critical that you manage scope 
effectively and do not increase scope without an approved scope change request. 
Disciplined scope management will ensure that you only have to deliver what was 
originally promised, and that any approved changes are accompanied by a 
corresponding increase in budget and timeline. 

• Manage the schedule aggressively. In many projects, you might get a little 
behind but have confidence that you can make up the time later. However, when you 
start a project with the deadline at risk, be sure to manage the schedule diligently. 
You have no margin for error. As you monitor the schedule, treat missed deadlines as 
problems and work hard to solve the reasons behind the slippage.  

• Look for process improvement opportunities. Lastly, take an honest look at your 
schedule and your approach for executing the project. Talk to your team, clients, and 
manager about any ideas they may have for making the project go faster. This will 
get everyone thinking about being part of a solution. For instance, perhaps you could 
utilize a Joint Application Development (JAD) session to gather requirements more 
quickly than traditional interviewing techniques.  

Although it appears that you are being held accountable for events and circumstances 
that are not within your control, you do have control over the processes you use to 
manage the project. First, see if you can balance the early deadline by increasing 
resources or reducing project scope. Second, proactively manage risk, scope and the 
schedule. Third, work with your manager, client and project team to uncover ideas and 
techniques that will allow you to deliver the project sooner that you might have first 
thought possible.  

Project Managers Need to Set Deadlines, Even if the Client Doesn’t (3.2A.P14) 

Many projects have firm deadlines that are the result of business constraints, the fiscal 
calendar or the relationship with other projects. However, many projects do not have a 
firm external deadline. In fact, your sponsor may want the project completed as soon as 
possible, but the sponsor does not have a reason why the deadline should be one date 
versus another.  

All projects, by definition, need an end-date. When you manage projects that do not 
have a firm deadline, it is important to work with the project team to set one. You still 
create a Project Charter and schedule based on the best guess of the resources 
available and work effort required. Also, bring the team into the planning process so 
everyone knows what you are shooting for. Once the team agrees with the schedule, 
then that becomes your firm end-date, and you should manage it as firmly as if there 
was a business driver behind it.  

A project team without a firm deadline will be unfocused and will ultimately take much 
longer to deliver than necessary. The project manager should work with the project 
team to set a reasonable deadline and then hold everyone accountable for that date.  
This allows the team to work with purpose and focus. It is also a way of making sure 
that the projects don’t continue indefinitely. Even if the client does not have a sense of 
urgency for when the project is completed, you will want to make sure that the project 
team does not have this same attitude. 

Make Sure Your Team Meet Your Deadlines – Even When the Client is Not 
Meeting Theirs (3.2A.P15) 
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Many project managers face situations where they are asked to meet fixed dates with 
very little, if any, margin for slippage. It is hard enough to manage the dates on your 
own team, but sometimes your clients magnify the challenge by not meeting their 
commitments. For instance, they may not be available when you need them or they may 
not approve critical deliverables when they say they will. This can lead to more project 
delays.   

From a project management perspective, you need to proactively utilize risk 
management, issues management, scope management, and proactive communication to 
your best advantage.  

• Manage client deadlines as a risk. Identifying client responsiveness as a risk 
allows you to communicate the concern and maintain focus on the risk throughout 
the project. It also allows you to identify additional activities that will help you 
manage this risk.  

• Manage communication and expectations. Proactive communications will help 
ensure that your clients understand what is expected of them and the consequences 
of missing their deadline dates.  

• Manage missed deadlines as an issue. If the clients end up not meeting their 
dates in spite of your risk management plans, then you have an issue that needs to 
be addressed. Issues management (problem identification and resolution) needs to 
be performed. You do not have direct authority over the clients, so the issues 
management process helps you gain more visibility from your manager and the 
client managers for helping to resolve project resource problems.  

Although it appears that you are being held accountable for client behavior that is not 
within your control, you do have control over the processes you use to manage the 
project. Manage risk, communication and issues proactively and utilize your manager 
and your sponsor to try to get everyone focused on meeting the deadlines.  
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3.2A.1 Action Items 
(3.2A.1.P1) 

An action item is work that requires follow-up execution. By their nature, action items 
normally cannot be planned for in advance. They arise on an ad-hoc basis during 
meetings or as a by-product of working on something else. An action item is assigned 
because there is not enough knowledge, expertise or time to resolve the item at the 
time it originally surfaced. 

In many cases, action items are trivial in nature, but in other cases they can require 
substantial work to complete. Action items need to be assigned, worked on later and 
completed. (If they are not going to be completed, they should not be called action 
items. Instead, simply note that the item will not be followed up on.) Examples of action 
items include forwarding specific information to someone, arranging a meeting and 
providing a quick estimate on a piece of work.  

Sometimes an action item is established to investigate an area where there may be a 
potential problem. Because of this, action items are sometimes mixed in with issues. 
However, this is not right; an action item should not be confused with an issue. An issue 
is a problem which will have a detrimental impact on the project if left unresolved. An 
action item may lead to the discovery of an issue or a risk (a potential issue in the 
future), but the action item itself is not an issue. 

The best approach to managing action items is to add non-trivial items as activities in 
the project schedule. A resource and end-date are assigned as well, and the activity is 
then managed and tracked as any normal activity. In general, this is the better approach 
to follow, because it keeps the work items in one place and allows the project manager 
to enforce the discipline of knowing ‘if it’s not on the schedule, it will not be worked 
on.’ This approach also allows the project manager to see the impact of the action items 
on the schedule. For instance, you may have a small action item that is 3 hours of work. 
If you assign this action item to a person on the critical path, you will see the resulting 
delay to your project. This may result in you assigning the action item to someone else 
instead.  

Many action items are, in fact, trivial in time and duration. For these action items, you 
can create a section on your meeting minutes for action items. Action items can be 
placed here if they are trivial (less than two hours) and they are scheduled to be 
completed by the next meeting. If you use this technique you can start each meeting 
with a review of the prior action items to validate that they are completed and then 
cross them off the list. If the action item came from a forum other than a meeting, it 
can be added and tracked on an action item log.  
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3.2A.2 Techniques to Get a Project Back 
on Schedule 

(3.2A.2.P1) 

People that have worked on project teams know that there is a lot that can go wrong 
and result in a project trending over its deadline date. For instance, some of the work 
may be harder than originally anticipated. You may have turnover on the project that 
results in having to get new people up-to-speed. Sometimes you discover that activities 
were simply underestimated.  

Regardless of how you get there, many times you will find that you are trending beyond 
your committed deadline date. If you discover that happening, the first obligation of the 
project manager is to try to determine the cause. If you look for remedies without 
knowing the cause, you are susceptible to having the situation re-occur over time.  

What should you do after you know the cause? Should you notify the client and push 
the project end-date out further? Not yet. The next obligation of the project manager 
and project team is to try to make corrections that will get the project back on track 
again. If you are trending over your deadline at the beginning of a long project, you 
have many options available to you. If you are toward the end of the project there may 
be fewer options available. The following techniques can be applied depending on your 
situation. Note that this list is not in a priority order. Some techniques may work better 
in certain situations while others can be applied more successfully elsewhere.   

Work Overtime (3.2A.2.P2) 

Everyone hates it, but one logical place to look at is overtime. If people work more 
hours, they can get more work done in the same amount of calendar time. Overtime 
may be the best option if you are close to the end of the project and just need a final 
push to get everything done on schedule. If you are toward the end of the project, you 
also may be able to issue comp-time (comparable time off) after the project is 
completed. If you are still early in the project, there are probably other options that are 
more effective.  

There may be cost implications to this option if you need to have contract resources 
work overtime.  

Reallocate Resources onto the Critical Path (3.2A.2.P3) 

The project manager must first understand the activities that are on the critical path. 
After all, if the project is trending over deadline, by definition it is the critical path that is 
late. Once the critical path is understood, you should try to move your most productive 
resources onto critical path activities. When the project started you may not have known 
exactly which team members are most productive. However, as the project progresses 
you should try to move your stronger people onto critical path activities. After all, these 
are the activities that must be completed on time. If you have some less productive 
team members they may take longer on their activities but that may be okay if they are 
working off the critical path. Be careful – if non-critical path activities take longer than 
expected they may end up changing the critical path. Always make sure you double 
check the critical path each time you change the schedule. 
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Swap Resources on the Critical Path (3.2A.2.P4) 

You saw previously that the first thing you want to do when you are trending over your 
schedule is to try to determine the cause. One cause you may find is that you have one 
or more resources that are not as productive as you planned. Perhaps it is because they 
do not have the right skills. Perhaps it is because they are not as productive in this 
particular area as they are in other areas. Regardless, there may be opportunities to 
replace resources. Swapping resources means that you are releasing a team member 
and bringing in another person from outside the team. (This makes it different than 
reallocating resources within the project team.)  It is likely that when your project 
started you received the best resources that were available. However, as your project 
progresses you may realize that other stronger resources are becoming available. These 
people might be stronger fits for your project.  

Double-Check all Schedule Dependencies (3.2A.2.P5) 

Schedule dependencies represent activities that must be completed in a certain order. 
For instance, if you are building a house, you cannot start putting up the frame until the 
foundation is poured and dried. If you are trending over your deadline, these 
dependencies should be re-validated, since it is possible that the schedule is being 
lengthened by dependencies between activities that are not valid. Invalid dependencies 
may make it appear that activities must be performed sequentially, when they can really 
be done in parallel. Sometimes the scheduling software accidentally adds a dependency 
if you made a mistake entering the activities. Sometimes the project manager adds the 
dependency on purpose, but upon later review decides that the dependency does not 
really exist. It might make sense to have the team members review the schedule to see 
if they find dependencies that the project manager thinks are valid, but that they know 
to be invalid. 

The dependencies should all be double-checked to make sure you have your facts 
correct before you get into more drastic measures to bring the project back on schedule.  

Check Time-Constrained Activities (3.2A.2.P6) 

Time-constrained activities are those that have durations that do not change based on 
the number of resources applied. For instance, you may be allocating team members to 
a five-day class. The class takes five days if one person attends, and it takes five days if 
ten people attend. All of these time-constrained activities should be checked to validate 
the timeframe. Perhaps there are assumptions being made that could be changed with a 
different approach. For instance, if you allocated three days for a contract to reach a 
client, perhaps the length could be reduced to one day by paying more for overnight 
delivery. If you have a two-day wait for concrete to dry, perhaps the time could be 
shortened by renting fans to blow air on the concrete. 

 “Crash” the Schedule (3.2A.2.P7) 

Crashing the schedule means that the end date is so critical that you are willing to throw 
resources onto the critical path – even if the additional resources are not utilized as 
efficiently as they could. Of course you want to try to be smart and get the biggest 
schedule gain for the least amount of incremental costs. However, you are trying to gat 
any gain that you can.  
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For instance, if one person were assigned to complete an activity in ten days, you could 
see if two people could complete it earlier. However, perhaps the second resource does 
not have all the right skills and if you assigned a second person full time, you might only 
gain two days inn the schedule. Normally it would not make sense to allocate a second 
person for eight days just to complete the activity two days early. However, if the 
schedule was so important that you were “crashing” perhaps you would make this 
tradeoff.  

The additional resources may come from within the project team, or they may be loaned 
temporarily from outside the team. One of the goals of crashing the schedule is to 
minimize the incremental cost. However, in exchange for completing some work ahead 
of schedule, crashing usually always leads to some additional incremental cost to the 
project. If cost is not as important as the deadline, “crashing” a set of activities can 
result in accelerating the schedule.  

Fast Tracking (3.2A.2.P8) 

Fast track means that you look at activities that are normally done in sequence and 
assign them partially in parallel. For instance, when building a house, the frame cannot 
be constructed until the foundation is dry. However, if the house is large enough you 
may have options to fast track by starting to erect the frame on the side of the home 
where the foundation was poured first. The foundation will harden there first, and might 
allow you to erect the frame on that side, while the foundation on the far side of the 
home is still drying. Another way you could fast track would be to start building the 
walls on the ground while the foundation was drying so that the walls could be erected 
more quickly when the foundation dries.   

Another example involves designing an IT application. Normally you would not start 
constructing a solution until the design was completed. However, if you were fast-
tracking, you would start constructing the solution in areas where you felt the design 
was pretty solid without waiting for the entire design to be completed.  

Fast-tracking always involves risk that could lead to increased cost and some rework 
later. For instance, in the example of designing and constructing an application, it’s 
possible that the design might change before it is finalized, and those final changes may 
result in having to redo some of the work already underway. 

A good rule of thumb is that sequential activities can sometimes be fast-tracked by up to 
33%. In other words, if you are fast-tracking, you can start the second of two sequential 
activities when the first activity is 67% complete. There is risk involved; however, this 
seems to be a level of fast-tracking risk that is normally acceptable.   

Implement “Zero Tolerance” Scope Change (3.2A.2.P9) 

Many projects begin to trend over their deadline because they are doing more work than 
they originally committed to. This is probably the result of poor scope change 
management. However, if you are at risk of missing your deadline date, the project 
manager must work with the client and team members to ensure that absolutely no 
unplanned work is being requested or worked on – even if it is just one hour – without 
going through proper scope change management procedures. All energy should go into 
completing the core work that was agreed to and all additional work must be funded 
incrementally. 
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Improve Processes (3.2A.2.P10) 

When you look for the cause of the project trending over schedule, you may find that 
some of the internal work processes could be improved. The project manager should 
solicit team member feedback and look for ways that are within your team’s internal 
control to streamline processes. For instance, perhaps you have a daily status meeting 
that is not providing value and can be scaled back to once per week. You may also find 
that there are bottlenecks with getting deliverables approved.  

If you find that there are delays caused by external processes, try to negotiate changes 
to the processes going forward – at least on a temporary basis. For example, you may 
find that activities are being delayed because people need to work on their yearly 
performance reviews. While these are important, perhaps the timing of completing the 
reviews can be changed to allow critical project activities to be completed on schedule.  

This is a good technique for longer projects since you have a chance to optimize your 
project processes, see the results and optimize some more. However, it may not make 
sense for smaller projects. It is hard to do much process improvement on a 30 day 
project. By the time you would want to make any process improvements the project 
would probably be over.   

Regain Commitments (3.2A.2.P11) 

Sometimes deadlines are missed so often that the team no longer has a commitment to 
completing their work on time or within budget. This can especially happen if team 
members consistently miss their deadlines without consequences. Other team members 
wonder why they need to work hard to meet their deadlines and budget estimates when 
others are not meeting theirs. When this happens, the project manager should 
communicate with team members to gain commitments to complete assigned work on 
schedule. The project manager needs to try to refocus the team to meet the deadlines 
they are committing to. The project manager should ask each team member for his 
personal commitment to do what it takes to meet budget and schedule commitments.    

Improve Morale (3.2A.2.P12) 

It may be that morale on your team is poor, but that your team members are still hitting 
their deadlines. That may be fine for now, but it will probably not continue. Poor morale 
will ultimately cause you problems with your schedule. When people have poor morale, 
it impacts your schedule in a number of ways. 

• People are not committed to their deadlines. Even if they are hitting end dates 
now, chances are that this will not continue if the team has poor morale. 

• Quality will suffer. People that have poor morale don’t care as much about the 
quality of their work and they may start getting sloppy or careless. This may make it 
seem like they are hitting their deadlines, but there will be more rework later. 

• They may quit. When morale is bad, people may start to look for new 
opportunities. This will cause project problems if the turnover occurs. 

• They spend too much time complaining. When people have poor morale they 
usually like to commiserate with others. You end up having your team spend time 
complaining and not spending the time that they need to complete the deliverables.  
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The team will work harder and perform better if they do not spend time complaining 
and sulking. The project manager should build shared purpose, increase camaraderie 
and do some fun things to get people excited and happy again. You can see more 
information on managing a team with poor morale at 8.2.3.P6 Attack a Team Morale 
Problem on Many Fronts.  

Check Discretionary Dependencies (3.2A.2.P13) 

When you map out the relationship between all of the activities you will notice that 
some of the activities have a firm dependency and others have a soft dependency. That 
is, in many cases one activity must follow another activity. However, in many cases you 
will find that certain activities are placed in a certain order for convenience or even 
arbitrarily. The first case is referred to as a mandatory dependency or “hard logic,” and 
the second case is a discretionary dependency or “soft logic.” It is important to know the 
difference.  

Discretionary dependencies should be checked to see if you can move a discretionary 
relationship earlier in the schedule. This will result in starting and finishing the 
dependent activity earlier, which can help you accelerate the overall schedule. Of 
course, to have an impact, you must identify activities with discretionary dependencies 
that are on the critical path or that influence the critical path. 

It is also possible that you have some activities that have external dependencies. These 
dependencies are imposed by people outside of your project or by other projects. These 
external dependencies should be checked as well since it is possible that they can be 
changed in a way that will help you proactively manage your project.  

Scope Back the Work or Reschedule the Deadline Date (3.2A.2.P14) 

One final option that is usually available is to look at the work remaining and negotiate 
with the sponsor to remove some of it from the project. If the remaining work is all vital 
to the solution, this discussion still might need to take place as a last resort. There may 
be options to complete the project on-time with less that 100% functionality, and then 
execute a follow-up project to complete the remaining work.  

The other alternative of last resort is to request a slippage of your deadline date and see 
if you can complete the original work requested if you are given more time.  

The key point is that you don’t jump to this alternative as soon as you start to trend 
past your deadline date. You should first try the other multitude of proactive options 
available to try to get back on schedule. You should only fall back on reducing scope or 
asking for more time if all the other tools and techniques fail. 
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3.2B Manage the Budget / Techniques 
Techniques to Get a Project Back on Budget (3.2B.P1) 

Just as you may face scheduling difficulties, you may also find yourself trending over 
budget. If you monitor costs regularly, you should know very quickly if you are trending 
over your budget. This control process is somewhat more difficult than managing the 
schedule because there could be a variety of reasons why your financial information is 
not as timely or as accurate as your schedule information. See 3.2B.1 for techniques to 
get a project back on budget. 

Make Sure Team Members Understand their Budgets (3.2B.P2) 

The project manager needs to make sure that team members understand if there is a 
cost component to their activities. This cost component could come from labor costs or 
non-labor costs.  

Labor costs will vary depending on the number of hours worked on the activity and the 
cost of the resources applied. This could be as simple as understanding how many hours 
each person on the activity is assigned to work. If the team reports more hours than the 
total estimated hours, there may well be budget implications. Likewise if there are 
multiple people assigned and they have different hourly rates (for instance, contractors 
versus employees) it may well make a difference how many hours each resource 
requires to complete the work.  

Some activities also have a non-labor component and the project manager has a similar 
obligation to make sure the team members understand the cost expectations. For 
example, a team may need to buy equipment as a part of their work. The budget for the 
equipment should be known to the team members, and they should work with the 
project manager if the actual equipment cost is materially different from the estimates.  

Manage Budget within Tolerances (3.2.P3) 

When you manage the budget, you do not need to be accurate to the dollar. You also 
do not want make all kinds of proactive changes if your project is trending over budget 
by a small amount one week ands are underbudget the next week. Your client does not 
normally expect that level of accuracy in your budget management.   

As the project manager, you should understand the tolerance level for your project. For 
example, let’s say you are updating your project costs and you realize you have 
overspent your budget by $1,000. Should you raise an issue or a budget risk? Should 
you inform your client? It depends on your tolerance level. If you have a $10,000 
budget, you should probably be concerned, because you are at risk of going over 
budget by 10%. If your project has a one million dollar budget, then the thousand 
dollars is not material at all (in fact you would be a hero if you delivered within $1,000). 

Some projects have no tolerance and must be completed within budget. This may be 
true with projects that receive government funding or if you are managing a fixed price 
project.  

Use common sense and work with your client on the tolerance levels for budget. If you 
stay within the tolerances, you are fine. If you go outside those limits, you should be 
concerned. 
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Consider Earned Value Management for Understanding Schedule and Budget 
Status (3.2.P4) 

Projects, especially larger ones, are never executed exactly as they are planned. Some 
activities finish early. Some finish late. Sometimes it is not easy to know if you are 
ahead of schedule or behind. Likewise, sometimes it is hard to know whether you are 
under budget or not.  

Let’s look at a simple example. Let’s say you have a six-month project and you have 
completed three months. Your schedule says that you should have spent 50% of your 
budget, but you realize you have already spent 65% of the budget. Are you in trouble? 

You could be, but not necessarily. If you only have half of the work done, you might be 
in trouble. But what if you are actually ahead of schedule? If you are ahead of schedule, 
it might make sense that you are over budget at this point in the project. If you were 
90% done with the work, and your budget was at 65% of total, you actually are in 
pretty good shape. 

This is the purpose of earned value calculations. Earned value is a method for 
determining the progress of a project, given where you are versus where you expected 
to be. To learn more about earned value, see 3.2B.2 Manage the Schedule and Budget / 
Earned Value. 

Be Proactive and Very Communicative When Managing Projects with 
Unrealistic Budgets (3.2.P5) 

If you are a project manager dealing with what you perceive to be an unrealistic budget, 
the first thing you will want to do is discuss this with your sponsor to see if there are 
any factors that are driving the project budget. For instance, there may be budgetary 
restrictions. If you are a vendor, it is possible your sales people committed to a fixed 
price for the project. In some cases your manager or sponsor might set an arbitrary 
budget without much justification. It does not necessarily make your challenge any 
easier, but you may find that by better understanding the reason for the fixed budget, 
you may have an easier time getting yourself and your team members motivated to 
achieve it. There are a number of responses to a project with unrealistic budgets 

• Reduce scope. Talk to your sponsor about reducing the project scope. See if there 
are features and functionality that he can live without for now so that you can deliver 
the project within the budget specified. 

• Identify and manage the budget as a project risk. Utilizing risk management 
will help better manage expectations early in the project and also be a way to gather 
input and ideas for ways that you might be able to hit the budget.  

• Manage scope with zero tolerance. On many projects, you start with an 
aggressive budget and the situation gets worse because the project manager does not 
effectively manage scope. If you are on a project with an unrealistic budget to begin 
with, it is absolutely critical that you manage scope effectively and do not increase 
scope without an approved scope change request. Disciplined scope management will 
ensure that you only have to deliver what was originally promised, and that any 
approved changes are accompanied by a corresponding increase in budget and 
timeline. 
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• Look for process improvement opportunities. Lastly, take an honest look at your 
budget and your approach for executing the project. Talk to your team, clients, and 
manager about any ideas they may have for executing the project at a cheaper cost. 
This will get everyone thinking about being part of a solution. For instance, perhaps 
you could buy used equipment that will still meet your needs instead of new 
equipment.   

Although it appears that you are being held accountable for budgets that are not within 
your control, you do have control over the processes you use to manage the project.  
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3.2B.1 Techniques to Get a Project Back 
on Budget 

(3.2B.1.P1) 

Project managers need to manage schedule and costs on their project. The sponsor has 
agreed to pay a certain amount of money for a certain solution. If the solution ends up 
costing more than anticipated, the solution may or may not make as much business 
sense.  

Managing the budget is vastly different from company to company. In many 
organizations, project budgets get fixed early and project managers have very little 
flexibility dealing with changes to these budgets. After the budget is allocated, it may 
take much more work to try to have it increased if the work is costing more than 
anticipated. However, in just as many organizations (perhaps more) the budget is 
meaningless to the project manager. These organizations typically use internal resources 
for projects and they do not have the accounting processes to manage project costs. 
The project managers try to manage the schedule to hit the estimated end-date, but 
they have no responsibility to estimate or manage project costs. 

If you monitor costs regularly, you should know very quickly if you are trending over 
your budget. This control process is somewhat more difficult than managing the 
schedule, because there could be a variety of reasons why your financial information is 
not as good or as accurate. With scheduling, you know right away if you missed an end-
date. With the budget, you may not always know.  

There are a couple reasons that managing the budget is more complex.  

1. First of all, you rarely spend money at a constant rate. So, you need to understand 
what you expected to spend during the period, as well as what you actually spent. 
In most companies, financial information also comes in on a lag. For instance, you 
might not know the financial status of your project for the current month until well 
into the following month when the budget reports are released.  

2. Timing is another problem. You need to know when your company recognizes 
expenses in your financial systems. You might recognize an expense when you 
receive an invoice, or perhaps not until you pay an invoice, which may be much 
later.  If your company uses purchase orders, your project may actually get hit with 
a project charge when the purchase order is generated, even if the actual invoice is 
not paid for weeks later. Depending on your budget, this may cause expenses to hit 
early and may make it appear that you are trending over budget, when really you 
are not. The expenses are just hitting your budget earlier than you had planned.  

3. Another potential problem with budgets is that charges can get misallocated from 
one project to another. One of the first activities of a project manager when he 
receives the latest budget reports is to validate that the details are correct. This 
requires the project manager (or a designee) to review each line item. Depending on 
your financial controls, there are usually many opportunities for false charges to get 
allocated to your project. You could have great accounting software, but if someone 
enters an incorrect project code, you may get charged for the expenses from 
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someone else’s project. This cleanup effort is normally not very time-consuming – if 
you do it every month. In most organizations, if the project manager finds a 
potential problem, the matter can be brought to the attention of an accounting 
resource for correction. The project manager needs to then ensure that the charge is 
appropriately credited in the next month.  

Of course, there are times when your project expenses may end up on someone 
else’s project as well. So, if you know that you are missing some expected expenses 
for your project, it would be important for the accounting staff to track them down 
as well. If you just assume the charges will not hit your project, you may be in for a 
surprise later in the project when the other project manager discovers that the 
charges to his project are erroneous.   

After ensuring that all of the project expenses are valid, if you find your project is 
trending over budget, you must first validate the cause. If you can determine the cause, 
you will have a much better idea of what options are available to try to get back on 
track. There are a number of techniques you can apply to try to rein in spending to get 
back within your budget.  

Work Unpaid Overtime (3.2B.1.P2) 

This option takes advantage of the situation where your employee staff does not get 
paid for overtime. It is usually the first place to look and a team may rally around 
overtime to get a project back on budget in the short term. The logic is that you can get 
more work done for the same cost, since you do not have to pay your internal resources 
for the overtime. If you are toward the end of the project, you also may be able to issue 
comp-time after the project is completed. However, this is usually not a good solution 
for very long.  

Swap Human Resources (3.2B.1.P3) 

If you were trending over your deadline, you may want to swap resources to get your 
project back on schedule. Usually you want to swap inexperienced and less productive 
resources for ones that are more productive and more experienced. However, when you 
are dealing with an over-budget situation, you have a different motivation. You may 
need to see if there are less expensive resources that can be applied to activities instead 
of higher paid resources. In fact, if cost containment is more important then the 
deadline, you may be willing for the work to take a longer time if it ultimately can be 
completed successfully at a reduced cost. This technique could also be used to replace a 
contract resource with an employee resource, if the employee would end up costing less 
for your project. 

Eliminate or Replace Non-Labor Costs (3.2B.1.P4) 

Just as with people, it may be possible to utilize less costly materials, supplies or 
services than what was originally budgeted. For instance, you may ask travelers to stay 
at a discount hotel chain instead of more upscale accommodations. You can see if team 
members can utilize existing upgraded hardware instead of new machines. You can 
substitute less expensive computer-based training, or team mentoring, for previously 
scheduled formal training classes. You may have to send one person on a traveling 
activity, instead of two that were previously planned.  
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In each of these cases, you are attempting to satisfy the original need, but by using a 
less-costly alternative.  

Implement “Zero Tolerance” Scope Change (3.2B.1.P5) 

This technique can be applied to help remedy a project that is either over deadline or 
over budget. Many projects begin to trend over their budget because they are doing 
more work than they originally committed to as a result of poor scope change 
management. If you are at risk of missing your budget, the project manager must work 
with the client and team members to ensure that absolutely no unplanned work is being 
requested or worked on – even if it is just one hour – unless formal scope change 
management is invoked. All other energy should go into cutting costs and completing 
only the core work that was agreed to, unless you get incremental funding for scope 
changes. 

Use Budget Contingency (If You Have it) (3.2B.1.P6) 

If you are fortunate, your initial budget included a contingency to account for the 
uncertainty and risk associated with your estimate. For instance, it would not be unusual 
for a project to include a 10% contingency. The contingency is separate from the 
project budget. If you can complete the project within your initial budget, the 
contingency should all be returned to the company. If you find that your over-budget 
situation is caused by activities that are costing more than estimated, the contingency 
budget can be tapped. When you do this, make sure your sponsor and key stakeholders 
know so that you manage expectations about the amount of contingency funding 
remaining. 

Improve Processes (3.2B.1.P7) 

There may be cost overruns caused by inefficient internal processes. Get team member 
feedback and look for ways that are within your team’s internal control to streamline 
processes. If there are cost implications caused by external processes, try to negotiate 
changes to the processes on a going forward, or at least a temporary basis. 

This is a good technique for longer projects since you have a chance to optimize your 
project processes, see the results and optimize some more. However, it may not make 
sense for smaller projects. It is hard to do much process improvement on a 30 day 
project. By the time you would want to make any process improvements the project 
would probably be over.   

Regain Commitments (3.2B.1.P8) 

Work with team members to evaluate future work, re-validate estimates, and gain 
commitments to complete the remaining work within budget. (See 3.2.3 section on 
Regaining Commitments for more information.) 

Re-bid or Renegotiate External Contracts (3.2B.1.P9) 

Refer to the TenStep Process Procurement Extension for more information on this topic. 

Set up More Detailed Cost Accounts (3.2B.1.P10) 

Just as it is difficult to manage activities that have a long duration, it can also be difficult 
to manage the budget if the funding is all in one place. In both cases, the difficulty 
arises because you have a hard time understanding where you are at any given time. 
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One technique to provide more budget control is through the use of more detailed cost 
accounts.  

 
Cost accounts are ways to allocate funding for your project so that you have more 
precise control. Instead of having one large budget with all of your costs, you can 
separate your overall budget into lower level cost accounts. For example, you could set 
up a cost account for each phase of your project. You could also set up a cost account 
for each deliverable. Since these budgets are now allocated at the lower level, you are in 
a position to know much earlier if you have budget problems.  

For instance, you could set up a cost account for the Analysis Phase of a project. When 
the Analysis Phase is completed you could compare your actual spending with the 
budget for this phase. If you are over your budget, that would give you an indication 
that you are trending overbudget for your entire project. If you do not have the budget 
broken down into these smaller cost accounts, it may not have been obvious how much 
you expected to spend on the Analysis Phase and how much you actually did spend.  

Scope Back the Work or Ask for More Budget (3.2B.1.P11) 

One option that is usually available for both an over-budget and over-deadline situation 
is to look at the work remaining and negotiate with the client to remove some of it from 
the project. If the remaining work is all vital to the solution, this discussion still might 
need to take place as a last resort. There may be options to complete this project on-
budget with less that 100% functionality, and then to execute a follow-up project to 
complete the remaining requirements.   

The other alternative of last resort is to request additional budget and see if you can 
complete the original work requested if you are given more money.   

The key point is that you don’t jump to this alternative as soon as you start to trend 
over your budget. You should first try the other multitude of proactive options available 
to try to get back on budget. You should only fall back on reducing scope or asking for 
more money if all the other tools and techniques fail. 
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3.2B.2 Earned Value 
(3.2B.2.P1) 

If you are a project manager, have you ever been asked how far along you were in a 
project? Of course you have. The question itself is vague, and so your equally vague 
answer of “we are pretty close to schedule” sounds appropriate. You might even have 
said “we’re about half done” or “we’re 90% complete”. 

If you do not have a valid schedule, or if you are not keeping the schedule up-to-date, 
you know that your answer is pretty much a guess. If you have a good schedule and 
you are keeping it up-to-date, you should have a sense for how much work is remaining 
and what the projected end-date is. But are you 50% complete? Or 90% complete? 
Who knows! 

Enter Earned Value (3.2B.2.P2) 

The earned value metrics were established to remove the guess work from determining 
where you are at in relation to a baseline. In theory, this concept is very elegant and 
interesting. Using it allows a project manager to know precisely how far along he is, how 
much work is remaining, what the expected cost and end-date will be, and all sorts of 
other interesting information.  

Are you using earned value on your project today? Probably not. You are not using 
earned value because your organization has not adopted it. Implementing earned value 
on your project requires a tremendous level of discipline and a common set of 
processes. It is hard to apply earned value one project at a time, since no one else 
would understand what you are doing and why. Chances are you have never seen 
earned value at all or at least not outside a training class. 

History (3.2B.2.P3) 

Earned value has not been around for hundreds of years. You can actually trace its 
beginning to the late 1800s and early 1900s, as managers attempted to make the 
factory floor and the production line as efficient as possible. The drive for efficiency 
requires a foundation in metrics and earned value was a way to measure things more 
precisely.  

In the 1960s, the US Department of Defense began to mandate the use of earned value 
on defense–related projects. As you might expect, if the government is contracting out 
projects worth hundreds of millions or billions of dollars, they want project progress 
updates to consist of more then “we seem to be on target.” Earned value calculations 
can provide a better sense for exactly where the project is against the baseline and 
provide an early warning if the trends indicate that the project would be over budget or 
over its deadline.  

Unfortunately, many people believe that the standards laid out by the Defense 
Department are much too cumbersome and rigid and that many of the earned value 
reporting requirements provide only incremental value (if any). This has taken what 
could be a valuable project management tool and turned it into a project burden. This 
perception of earned value as a burden may be one of the reasons that earned value 
has never taken off in private industry. 
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The Basic Concepts of Earned Value (3.2B.2.P4) 

Earned value is a way of measuring progress.  

In any project, the value to be gained is based on completing the work. From a client 
perspective, the business value is achieved when the project is completed. If a project 
gets canceled 90% through completion, the business value might be zero. However, 
earned value looks at this differently. With earned value, you are earning the value of 
the project on an incremental scale as the project is executing. When 50% of the work 
is completed, you could say that 50% of the value of the project has been realized as 
well.  

The general idea behind earned value is to compare where you actually are against 
where you planned to be. Let’s refine this idea a bit further. Let’s say you are currently 
working on activities 49, 87, 88, 100 and 108 in your schedule and that all of the 
dependent activities in front of them have been completed. Earned value allows you to 
quantify all of the work that has been accomplished so far on the project. It also allows 
you to quantify all of the work that should have been done on the project so far. Then, 
you can compare the work that has been done against the work that should have been 
done to determine if you are on schedule, ahead of schedule or behind schedule.  

Likewise, given where you are today, earned value calculations allow you to determine 
the total cost of the work done so far, as well as the total cost of all the work you 
expected to have completed by now. Comparing these two numbers gives you a sense 
for whether you are trending over budget, under budget or on budget.  

Utilizing both the schedule and cost metrics gives you more information as well. You 
may well be spending your budget faster than you anticipated, but what if the reason is 
because you are ahead of schedule as well? That is, you may be spending more because 
your team may be getting more work done than planned. That may be fine. Likewise, if 
your project is behind schedule, but you are also behind in your spending, that may be 
fine as well. Perhaps you were not able to get the team members allocated as fast as 
you planned. So, your project is behind schedule, as is your spending rate. If you have a 
critical end-date, this may be a problem. If your end-date is flexible, you may be fine as 
long as you don’t overspend your budget. 

Earned value gives you the information you need to make the right decisions. 

Depending on which book you read, there are dozens (maybe hundreds) of earned 
value calculations. However, most of them involve combining a few basic earned value 
metrics into various permutations. 

There are three metrics that form the building blocks for earned value – Earned Value, 
Actual Cost and Planned Value. Let’s look at each of these in more detail. 

Earned Value (EV) (3.2B.2.P5) 

The earned value is calculated by adding up the budgeted cost of every activity that has 
been completed. (Remember, this is not the actual cost of the work activities; this is the 
budgeted cost.) Look at the following example:  

 Today’s Date: March 31 

Completed Activity A B C D 
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Target Date March 10 March 15 March 31 April 5 

Budgeted Cost 20 10 15 5 

Actual Cost 20 5 20 10 

Let’s say that you have completed activities A, B, C and D. Can you guess the simple 
formula for finding the earned value? You got it. It’s (20 + 10 + 15 + 5), which happens 
to be the convenient round number of 50.  

You might ask how you calculate an activity if it were in progress. Actually you have 
some discretion to set the rules up-front. One option is to consider the activity as being 
zero percent completed until it is totally completed and then give 100% of the credit. In 
other words, when activity B starts, the EV is zero. When activity B ends, the EV is 10.  

Another option is to give partial credit. For example, when activity B starts, the EV is 
zero. When the activity is in progress, you can give 50% credit, or an EV of 5. When the 
activity ends, you give it the full EV of 10.  

Likewise, you can get more precise (say, giving credit in 10% increments), but each 
level of precision results in more work for marginally more accuracy. 

EV is the basic measure of how much value the project has achieved so far. By itself, it 
does not tell you too much. So, you use it in combination with other calculations to 
determine your status. 

Actual Cost (AC) (3.2B.2.P6) 

To calculate this number, add up the actual cost for all the work that has been 
completed so far on the project. This could include the internal and external labor costs, 
as well as invoices paid (or perhaps purchase orders approved). If you have an 
automated financial system that will crank these numbers out, it is not too hard of a 
task. If you cannot capture all of the costs automatically, it could be very time 
consuming. If your project only consists of labor, then the cost and the effort will track 
along the same lines. If you have a lot of non-labor costs in your budget, then the 
project costs don’t directly tie to the labor used. 

Let’s look at the example again. 

Today’s Date: March 31 

Completed Activity A B C D 

Target Date March 10 March 15 March 31 April 5 

Budgeted Cost 20 10 15 5 

Actual Cost 20 5 20 10 
The actual cost for activities A through D is (20 + 5 + 20 + 10) or 55. You can see that 
the actual costs for the work performed are greater than the budgeted costs of the work 
performed. This could be a problem.  

Again, if an activity is in progress, you could use the same options that were discussed 
in the EV to determine whether to include the actual cost, or some percentage allocation 
(0 through 100%). 

Planned Value (PV) (3.2B.2.P7) 
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This is the sum of the budgeted estimates for all the work that was scheduled to be 
completed by today (or by any specific date).  

Today’s Date: March 31 

Completed Activity A B C D 

Target Date March 10 March 15 March 31 April 5 

Budgeted Cost 20 10 15 5 

Actual Cost 20 5 20 10 

Now you have a little more information. Since today’s date is March 31, the planned 
value is A + B + C (20 + 10 + 15) or 45. You do not count activity D, since it was not 
scheduled to be completed by March 31.   

Now let’s put these fundamental metrics together. 

Today’s Date: March 31 

Completed 
Activity A B C D Remaining 

Work 

Target Date March 10 March 15 March 31 April 5 July 31 

Budgeted Cost 20 10 15 5 500 

Actual Cost 20 5 20 10 ? 

Schedule Variance (SV) (3.2B.2.P8) 

The schedule variance (SV) tells you whether you are ahead of schedule or behind 
schedule, and is calculated as EV – PV. In the example above, the EV is 50 (20 + 10 + 
15 + 5) and the PV is 45 (20 + 10 + 15). Note that the difference is activity D. Since 
work has been completed on this activity, it is included in the EV. However, since it was 
not scheduled to be completed by March 31, it is not included in the PV.  

The schedule variance is 5 (50 – 45). If the result is positive, it means that you have 
performed more work than what was initially scheduled at this point. You are probably 
ahead of schedule. Likewise, if the SV is negative, the project is probably behind 
schedule. 

Cost Variance (CV) (3.2B.2.P9) 

The cost variance gives you a sense for how you are doing against the budget, and is 
calculated as EV – AC. If the Cost Variance is positive, it means that the budgeted cost 
to perform the work was more than what was actually spent for the same amount of 
work. This means that you are fine from a budget perspective. If the CV is negative, you 
may be over budget at this point. In the example above, the EV is 50. The AC is 55. 
Therefore, the cost variance is -5 (50 – 55), which implies you are over budget. 

Schedule Performance Index (SPI) (3.2B.2.P10) 

This is a ratio calculated by taking the EV / PV. This shows the relationship between the 
budgeted cost of the work that was actually performed and the cost of the work that 
was scheduled to be completed at this same time. It gives the run rate for the project. If 
the calculation is greater that 1.0, the project is ahead of schedule. In the example 
above, the SPI is equal to (50 / 45) or 1.11. This implies that your team has completed 
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approximately 11% more work than what was scheduled. If that trend continues, you 
will end up taking 11% less time to complete the project than what was scheduled.  

Cost Performance Index (CPI) (3.2B.2.P11) 

This is the ratio of taking the EV / AC. This shows the relationship between the earned 
value and the actual cost of the work that was performed. It gives the burn rate for the 
project. If the calculation is less than 1.0, the project is over budget. In the example, 
the CPI is (50 / 55) or .91. A CPI of .91 means that for every $91 of budgeted expenses, 
your project is spending $100 to get the same work done. If that trend continues, you 
will end up over budget when the project is completed.   

Budget at Completion (BAC) (3.2B.2.P12) 

This calculation can be in terms of dollars or hours. It is the actual cost (AC) plus the 
budgeted cost of the remaining work. If the cost performance index (CPI) is not 1.0, it 
means that you are spending at a different rate than your plan, and this needs to be 
factored in as well. So, the better formula for the budget at completion (BAC) is the AC 
+ (budgeted cost of work remaining / CPI). In other words, if you are running 10% over 
budget to get your work done so far, there is no reason to believe the remaining work 
will not also take 10% more to complete, and your final budget at completion would be 
10% over as well.  

In the example above, the AC is 55 and the budgeted cost of work remaining is 500. 
The estimated budget at completion would be 55 + (500 / .91) or approximately 604.5. 
Since the total budget is 550, this shows that you will be approximately 10% over 
budget. 
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3.3 Manage the Schedule and Budget / 
Quick Reference 

Deliverables: (3.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. (Some of the templates can only be accessed by licensed users.) 

• Updated project schedule 

• Action Item Log 

• Corrective Action Log 

• Detailed Cost Estimate Variance Log 

• Lessons Learned 

• Meeting Minutes 

• Project Completion Checklist 

• Project Kickoff Meeting Agenda 

• Revised Cost Request     

Schedule Activities (3.3.P2) 

Note that this section only includes the activity associated with managing the schedule. 
Part of managing the schedule includes updating the status of issues, risks, scope 
change requests, etc. However, these activities will be described in the steps associated 
with these project management functions.  

Size Information Needed 

Small 

Small projects usually do not have a lot of activities in the schedule, and the 
budget is usually very small. It is likely that you are not using a scheduling 
tool. You are more likely using a spreadsheet or a task list. So there is not a 
need for a lot of rigor and structure in this step. However, that you should 
utilize discipline to make sure that your schedule is kept up-to-date and that 
you recognize and respond if you are trending over your estimated deadline 

Medium 

Activity Effort Comments 

Update the 
schedule 

1-4 
hours 

Weekly. Always assigned to the project 
manager, although some updates can also be 
assigned to team members. Usually done at 
the then or the beginning of the week. 
There are a lot of detailed tasks that make up 
this activity, such as updating the schedule, 
rescheduling the project, checking critical 
path, etc. However, these can all be 
summarized under the one activity of “update 
the schedule.” 

Update and validate 1-4 Weekly or Monthly, depending on the 
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current spending 
against the budget 

hours availability of budget information. The project 
actual expenses should be compared with the 
estimated budget that would have been spent 
by now. If the project appears to be trending 
over budget, corrective actions should be 
initiated.   

 

Large 

Activity Effort Comments 

Hold Project Kickoff 
Meeting 8 hours Start of project. Includes preparation time and 

recap. 

Update the 
schedule 

3-6 
hours 

Weekly or bi-weekly. Always assigned to the 
project manager, although some updates can 
also be assigned to team members. There 
may be a person(s) assigned to do some of 
the logistics associated with updating the 
schedule. (This person is sometimes called a 
project administrator.) If so, place an activity 
in the schedule for that person’s work. Usually 
done at the then or the beginning of the 
week. There are a lot of detailed tasks that 
make up this activity, such as updating the 
schedule, rescheduling the project, checking 
critical path, etc. However, these can all be 
summarized under the one activity of “update 
the schedule.” 

Run additional 
schedule reports 1 hour  

Look for other signs 
the project may be 
in trouble 

1 hour Take a step back and evaluate project trends 

Adjust schedule and 
add more details 4 hours 

Do this on a monthly basis. Make sure that 
you always have three months of detailed 
activities. The schedule may remain vaguer 
farther out.  

Assign work to team 
members 1 hour  

Update and validate 
current spending 
against the budget 

2-4 
hours 

Weekly or Monthly, depending on the 
availability of budget information. The project 
actual expenses should be compared with the 
estimated budget that would have been spent 
by now. If the project appears to be trending 
over budget, corrective actions should be 
initiated.   

Validate overall 
project status 4 hours Perform at phase gate reviews 
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Check the status of 
vendor contracts 1 hour Monthly or at phase gate reviews 

Close the project 8 hours End of project 

Close contracts 4 hours End of project. Make sure all contracts are 
closed 
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Step 4 
 Manage Issues 
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4.0 Manage Issues 
(4.0.P1) 

 
Issues are more than just common problems. They are problems that meet specific 
criteria. An issue is a formally-defined problem that will impede the progress of the 
project and cannot be totally resolved by the project manager and project team without 
outside help. Let’s look at that definition again, 

• A formally defined problem. You must be able to document a problem if you 
hope to resolve it. While the problem is formless and vague it cannot be solved. In 
addition, you need to be able to communicate the nature of issues, and this requires 
that they be documented as well.  

• Impede the progress of the project. There are many problems that exist in the 
organization but do not have an impact on your project. Likewise there are also 
problems that arise all the time on your project that are not significant enough to 
impact your progress. Issues have this characteristic. They must be resolved since 
they are impeding the progress of your project.  

• Cannot be totally resolved ... without outside help. This is also a key point. If 
the project team can resolve a problem it does not raise to the level of an issue. The 
project team may have some influence on resolving an issue, but the resolution is 
not totally in their control.    

If a problem arises that the project manager and the team can resolve it is just one of 
the many fires that will ignite and be put out in a given week. However, an “issue” 
arises if the problem is impeding the progress of the project and if outside help is 
needed to resolve it. This is the time to ensure that a process is in place to make the 
appropriate people aware of the issue and then resolve the issue as quickly as possible.  

Issues management is one of the fundamental parts of the TenStep Project 
Management Process and it is one of the skills that all project managers must master. 
Many projects have to resolve issues. They cannot be ignored and they cannot be 
deferred to some later time. Issues must be resolved quickly and effectively. 

4.1 Manage Issues / Process  

4.2 Manage Issues / Techniques 

4.3 Manage Issues / Quick Reference 
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4.1 Manage Issues / Process 
(4.1.P1) 

The processes used to manage issues are described in this section. These processes can 
be modified as necessary for your project, and then inserted into the Project 
Management Plan document that is created during the 1.0 Define Work step.  

Remember that an issue is a “formally defined” problem that will impede the progress of 
the project and cannot be totally resolved by the project manager and project team 
without outside help. The term “formally defined” means that you understand the issue 
well enough that it can be documented. In other words, if you do not understand the 
problem well enough to document it, you are not in a position to resolve it. The Issues 
Form and Issues Log are used to “formally define” the issue.   

4.1.1 Small Projects 

4.1.2 Medium Projects 

4.1.3 Large Projects 
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4.1.1 Manage Issues / Small Projects 
(4.1.1.P1)   

You would not expect small projects to encounter many true issues. Problems may arise, 
but they can typically be resolved quickly. However, the following process should be 
used if an issue does arise that cannot be easily resolved.  

 Role Manage Issues (Small Projects) 

1 Project 
Manager, 
Team Member 

Identify the problem 

Problems can be surfaced by anyone on the project team. They 
should be sent in writing to the project manager by paper, email, 
etc. No formal form is needed. 

2 Project 
Manager 

Determine if the problem is really an issue 

The project manager determines whether the problem can be 
resolved or whether it should be classified as an issue. 

3 Project 
Manager 

Analyze the issue and prepare alternatives for resolution 

The project manager prepares a plan for resolving the issue and 
determines options if multiple courses of action are present. The 
impact to the project schedule and budget should be identified. 

4 Project 
Manager, 
Sponsor, 
Stakeholders 

Gain agreement on resolution 

The project manager takes the appropriate analysis, impact and 
alternatives to the people that need to make the decision for 
discussion and resolution. The project manager may want to make 
a recommendation from among the alternatives as well. 

5 Project 
Manager 

Add action plan to the schedule 

Once a resolution is agreed to, the appropriate corrective activities 
are added to the schedule to ensure the issue is resolved. 

6 Project 
Manager 

Document issue in your Status Report  

The issue, current status and resolution are documented in the 
project Status Reports that are developed during this timeframe. 
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4.1.2 Manage Issues / Medium Projects 
(4.1.2.P1) 

 Role Manage Issues (Medium Projects) 

1 Project 
Manager 

Identify the problem 

Solicit potential issues from any project stakeholders, including the 
project team, clients, sponsors, etc. Potential issues should be 
documented in writing to the project manager through a short 
Issues Form (optional) or email. 

2 Project 
Manager 

Determine if the problem is really an issue 

The project manager determines whether the problem can be 
resolved or whether it should be classified as an issue. 

3 Project 
Manager 

Enter the issue into the Issues Log 

If it is an issue, the project manager enters the issue into the 
Issues Log for tracking purposes. 

4 Project 
Manager, 
Sponsor 

Determine who needs to be involved in the resolution 

The project manager determines who needs to be involved in 
resolving the issue. The sponsor may be involved, or the sponsor 
may not have the expertise to assist in the resolution process. For 
instance, the resolution may require technical or legal staff. The 
problem may be contractual and require resolution from the 
Purchasing Department. However, at some point the alternatives 
will be discussed and a resolution will be made. It is important to 
understand up-front who needs to be involved in making this final 
issue resolution. 

5 Project 
Manager, 
Team Member 

Assign to team member for analysis and alternatives 

The project manager assigns the issue to a project team member 
for investigation (the project manager could assign it to himself or 
herself). The team member will investigate options that are 
available to resolve the issue. For each option, the team member 
should also estimate the impact to the project in terms of budget, 
schedule and scope. 

6 Project 
Manager, 
Sponsor, 
Stakeholders 

Gain agreement on resolution 

The project manager takes the issue, alternatives and project 
impact to the project sponsor and other appropriate stakeholders 
for discussion and resolution. The project manager may want to 
make a recommendation from among the alternatives as well. 

7 Project 
Manager 

Document the resolution 

The project manager documents the resolution and course of 
action in the Issues Log. If an Issues Form was utilized, it should 
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be closed and filed. 

8 Project 
Manager 

Add action plan to the schedule 

Once a resolution is agreed upon, the appropriate corrective 
activities are added to the schedule to ensure the issue is resolved. 

10 Project 
Manager 

Update Abbreviated Charter, if necessary 

If the resolution of an issue causes the budget, effort or duration 
of the project to change, the current Abbreviated Project Charter 
should be updated. 

11 Project 
Manager 

Communicate through the Status Report 

The project manager communicates issue status and resolutions to 
project team members and other appropriate stakeholders through 
the methods established in the Communication Management Plan, 
including the project Status Report. 
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4.1.3 Manage Issues / Large Projects 
(4.1.3.P1) 

 Role Manage Issues (Large Projects) 

1 Project 
Manager 

Identify the problem and document on the Issues Form 

Solicit potential issues from any project stakeholders, including the 
project team, clients, sponsors, etc. The issue can be surfaced 
through verbal or written means, but it must be formally 
documented using an Issues Form. 

2 Project 
Manager 

Determine if the problem is really an issue 

The project manager determines whether the problem can be 
resolved or whether it should be classified as an issue. 

3 Project 
Manager 

Enter the issue into the Issues Log 

If it is an issue, the project manager enters the issue into the Issues 
Log. 

4 Project 
Manager, 
Sponsor 

Determine who needs to be involved in resolving the issue 

The project manager determines who needs to be involved in 
resolving the issue. The sponsor may be involved, or the sponsor 
may not have the expertise to assist in the resolution process. For 
instance, the resolution may require technical or legal staff. The 
problem may be contractual and require resolution from the 
Purchasing Department. However, at some point the alternatives will 
be discussed and a resolution will be made. It is important to 
understand up-front who needs to be involved in making this final 
issue resolution. 

5 Project 
Manager, 
Team 
Member 

Assign to team member for analysis and alternatives 

The project manager assigns the issue to a project team member for 
investigation (the project manager could assign it to himself or 
herself). The team member will investigate options that are available 
to resolve the issue. For each option, the team member should also 
estimate the impact to the project in terms of budget, schedule and 
scope. 

6 Project 
Manager, 
Sponsor, 
Stakeholder
s 

Gain agreement on resolution 

The various alternatives and impact on schedule and budget are 
documented on the Issues Form. The project manager should take 
the issue, alternatives and project impact to the project sponsor and 
other appropriate stakeholders for discussion and resolution. The 
project manager may want to make a recommendation from among 
the alternatives as well. 

7 Project Close the Issues Log 
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Manager The project manager documents the resolution or course of action 
on the Issues Log. 

8 Project 
Manager 

Close the Issues Form 

The project manager documents the issue resolution on the Issues 
Form and then closes and files this document. 

9 Project 
Manager 

Add action plan to the schedule 

Once a resolution is agreed upon, the appropriate corrective 
activities are added to the schedule to ensure the issue is resolved. 

10 Project 
Manager 

Update Charter, if necessary 

If the resolution of an issue causes the budget, effort or duration of 
the project to change, the current Project Charter should be 
updated. 

11 Project 
Manager 

Communicate through the Status Report 

The project manager communicates issue status and resolutions to 
project team members and other appropriate stakeholders through 
the methods established in the Communication Management Plan, 
including the project Status Report. 
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4.2 Manage Issues / Techniques 
Problem Solving Techniques (4.2.P1) 

People have been creating and solving problems for thousands of years. In the last few 
decades, formal techniques have been developed to help in the problem resolution 
process. These techniques can be very useful resolving issues on your project. There are 
dozens of different problem solving techniques available, including the following three: 

• Manage Issues / Cause and Effect Analysis 

• Manage Issues / Root Cause Analysis 

• Manage Issues / Pareto Analysis 

Resolve Issues as Soon As Possible (4.2.P2) 

The definition of an issue is that it is a problem that will impede the progress of the 
project and cannot be totally resolved by the project team. That definition leads you to 
understand that issues must be addressed quickly. If a problem is indeed being 
classified as an issue, the project manager must take responsibility for getting it 
resolved. The project manager should have an activity in the schedule every week to 
follow-up on open issues to ensure they are being diligently resolved. 

By the same reasoning, if there is no urgency to resolve the issue or if the issue has 
been active for some time, you should look again to see if it really is an issue. It may be 
a potential problem (risk) or it may be an action item that needs to be resolved at some 
later point. Issues by their nature must be resolved with a sense of urgency. 

Try to Solve the Root Cause, Not Just Symptoms (4.2.P3) 

When issues arise, they should be solved as quickly as possible. However, try to resolve 
the root cause of the issue, not just the symptom. Solving the root cause will ensure 
that the problem does not resurface later in the project. The root cause can usually be 
found by asking a series of ‘why’ questions. Why did the issue arise? When the question 
is answered, ask yourself ‘why’ again, and again. When you cannot answer the ‘why’ 
question again, you are probably close to the root cause. See 4.2.2 Manage Issues / 
Root Cause Analysis for more information. 

Sometimes You have to Make Decisions Among Bad Alternatives (4.2.P4) 

After reviewing the process and the techniques for managing issues, you may think that 
you should be able to successfully resolve every one if you only knew the right 
technique. In fact, you may find some issues that do not have good, clean solutions. It 
may be difficult in some cases to determine any good options for resolution. Other 
times, issues arise that are hard to resolve not because of a lack of options, but because 
of the difficulty gaining approval and resolution among a number of alternatives. In 
other cases, you may have a number of options that are less than optimal, and the 
ultimate resolution may be one that is the least offensive.  

An example of this dilemma is an issue that involves internal politics. Usually when a 
problem starts to get mixed up with internal politics, you will find that the resolution is 
difficult because there is more to the decision-making process than a cool examination 
of the facts. When a problem becomes political, in fact, a resolution may be approved 
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that is actually far less than optimum for the project team. However, a less-than-perfect 
solution may be preferable to deadlock or the prospect of an even worse alternative 
approved.  

In these situations, try to get the approvers to understand that a delay in the resolution 
decision usually does not make the result any more palatable. The project manager 
should strive to gain a resolution as quickly as possible so that the project can move 
forward. If the issue is political, the project manager will usually need to rely heavily on 
the sponsor and other management stakeholders to help in the resolution.  

Create Guidelines for When Can Team Members Can Make Decisions? (4.2.P5) 

After stressing the importance of raising issues and potential scope changes to the 
project manager, it may seem to some team members that they do not have the ability 
to make any decisions at all. You definitely do not want to give that impression. As a 
project manager, you need to encourage people to accept responsibility and make 
decisions when appropriate. This helps the team run more efficiently and allows 
individuals to grow professionally.  

As a project manager, you need your team members to handle all the day-to-day 
problems and only bring items to you on an exception basis. In general, team members 
need to ask themselves some key questions before deciding if they need help or if they 
can make a decision themselves. 

• Is there an impact to effort, duration or cost? If there is, the project manager must 
be involved.  

• Will the decision require you to go out of scope or deviate from previously agreed 
upon specifications? If so, the project manager must be involved. 

• Is the decision politically sensitive? If so, the project manager must be involved. 

• Will the decision require you to miss a previously agreed upon commitment? If so, 
the project manager must be involved. 

• Will the decision open the project to future risk? If so, the project manager must be 
involved. 

If none of these conditions are true then the team member can make the decision. It 
may sound like there is nothing left, but in fact, most of the decisions that are required 
on a day-to-day basis do not meet these criteria and can be made by the team or 
individual team members. 

Understand the Difference Between Issues Vs Action Items (4.2.P6) 

In many cases, project managers are not using the Issues Log to identify and track true 
issues. Many items that are classified as issues are really risks (potential problems) or 
just action items. Action items are activities that must be followed-up on at some time. 
They may not be problems at all. If you find that your Issues Log has dozens of items 
on it, you are probably tracking many action items. Because issues are large problems, 
there should not be many items open at any one time. For more information on action 
items, see 3.2.1 Action Items. 

Ask Team Members to Identify Problems and Solutions (4.2.P7) 
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Issues can come from team members, clients or any project stakeholder. It is a good 
practice to encourage people to help identify solutions along with the issues. When a 
team member identifies a potential issue, ask him to bring one or more possible 
solutions. This process will help build accountability among the team members, but it 
will also help determine possible courses of action. In fact, if a team member proposes 
one or more viable solutions, the problem may be able to be resolved with the help of 
the project manager and never reach the level of an issue at all. 

Engage the Client Early in Issues Management (4.2.P8) 

Issues management tends to go more smoothly when the entire project team is 
comfortable working through the issues management process from the very start. If 
issues arise early in a project, be sure to follow your issues management process and 
get the client engaged in the solution. Issues become more urgent as you get closer to 
your end-date. Don’t let these be the first issues the client gets involved with. Earlier 
issues management experience will cause the client to see issues as just temporary 
hurdles that need to be overcome. If you haven’t engaged the client earlier in the issues 
management process, the client may cause more harm than good when you absolutely 
need him at the end, since he is not familiar with the issues management process.  

Break Very Large Issues into Smaller Problems (4.2.P9) 

If a large issue looks too difficult to be resolved in a timely manner, break it down into 
logical sub-issues. In many cases, the resolution of an initial sub-issue will drive the 
solution for the remainder of the issue. If it does not, it at least lets people understand 
the components of the issue, so that they can be attacked and resolved individually. 

Look for Common Causes if You Find Multiple Issues in a Short Timeframe 
(4.2.P10) 

Sometimes you may encounter a number of issues in a short timeframe. If this happens 
on your project, look to see if some are related. If so, try to resolve the issue that looks 
like more of a root cause. The resolution of this issue may substantially resolve others.  

If the issues look independent, try to resolve those with the most negative impact on 
the project first. 
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4.2.1 Cause and Effect Analysis 
(4.2.1.P1) 

This problem-solving technique is a way to analyze complex problems that appear to 
have many interrelated causes. One of the key aspects of the technique is the use of a 
cause-and-effect diagram. Because of the appearance of the diagram, this technique is 
also called a Fishbone Diagram. (Another name you might hear for this technique is an 
Ishikawa Diagram. This is named for Kaoru Ishikawa, a Japanese professor who first 
utilized the diagram in 1943.)  

Benefits of this technique include: 

• It allows various categories of causes to be explored. 

• It encourages creativity through a brainstorming process. 

• It provides a visual image of the problem and potential categories of causes. 

Developing the Fishbone Diagram (4.2.1.P2) 

Use the following process to create a Fishbone Diagram: 

 Role Developing a Fishbone Diagram 

1 Project 
Manager, 
Team 
Members 

Describe the problem 

Describe the problem on the far right side of the diagram. This may 
be the actual problem or it may be a symptom – at this point you 
are not exactly sure. 

2 Project 
Manager, 
Team 
Members 

Create the “backbone” 

Draw a long horizontal arrow pointing to the box. This arrow will 
serve as the backbone from which further major and minor causes 
will be categorized and related. 

 

3 Project 
Manager, 
Team 
Members 

Identify major cause categories and tie along the backbone 

Identify potential causes and group them into major categories. 
Examples of major categories include people, processes, material, 
equipment, environment, etc. The major categories are identified 
using brainstorming techniques, so at this point you are not worried 
if there is disagreement about whether a category holds the 
potential cause or not. Just put them all up. Make sure to leave 
enough space between the major categories on the diagram so that 
you can add minor detailed causes in later. Each of these major 
categories will be explored in more detail. 
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4 Project 
Manager, 
Team 
Members 

Look for more detailed causes for each category 

Continue to brainstorm the causes by looking at more detailed 
explanations for each of the major cause categories identified above. 
Write the more detailed causes on slanted lines that hook up to the 
appropriate major category lines. 

 

5 Project 
Manager, 
Team 
Members 

(Optional) Look for additional causes for the details 

Sometimes, the detailed causes will have other, more granular 
causes coming off of them. If so, connect additional lines to the 
detailed lines. Three levels of detail is usually the practical limit for 
this diagram. 

6 Project 
Manager, 
Team 
Members 

Analyze and prioritize the causes 

When you are done brainstorming major categories and more 
detailed potential causes, begin analyzing the information you have 
compiled. Evaluate each major cause and the potential detailed 
causes associated with it. Remember that the original list was 
compiled by brainstorming where all ideas are included. Now, you 
must determine which items seem like they are more likely to be the 
cause (or one of the causes). Circle the items that are most 
promising and should be investigated further. 
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7 Project 
Manager, 
Team 
Members 

Determine which areas have the most impact and best 
chance of success 

If there is not an obvious consensus on the top areas to investigate, 
use some sort of voting system to formally narrow down the top 
choices with the most chance of success. 

8 Project 
Manager, 
Team 
Members 

Create an action plan for resolving the circled causes.  

Remember that there may be a number of potential causes that 
interact together to create the problem. The action plan must 
account for these interdependencies. If the detailed causes are still 
complex, or if not enough information is known, they may be 
assigned to one or more people for further analysis outside of the 
meeting. 

Other Rules for the Cause and Effect Session (4.2.1.P3) 

Use these additional rules and techniques in your session.  

• Make sure everyone agrees on the problem you are trying to resolve. The 
brainstorming process can become chaotic and confusing if people are trying to 
resolve different problems. 

• Use formal brainstorming techniques to gather the initial lists of major categories 
and detailed causes. All ideas should be included. Discussion should be limited to 
understanding the ideas – not reviewing them to see if they are valid or not. 

• There may be a tendency to jump from major categories to solutions. Make sure 
that you explore all major and detailed causes before you turn to problem solving.  

• Make sure the entire group can see the Fishbone Diagram so that connections and 
relationships are visually apparent. 

• Don’t let the diagram get too cluttered. If one category starts to dominate the chart, 
it can be moved to a second diagram. 

• Be aware of detailed causes that come up repeatedly in different major categories. 
This could be a sign of a root cause.  
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4.2.2 Root Cause Analysis 
(4.2.2.P1) 

Sometimes when you try to resolve a problem, you find that what you thought was a 
root cause is really a related symptom, not the actual cause of the problem itself. 
Consider the following classic example.  

A plant manager walks past the assembly line and notices a puddle of water on 
the floor. Knowing that the water is a safety hazard, he asks the supervisor to 
have someone get a mop and clean up the puddle. The plant manager is proud 
of himself for “fixing” a potential safety problem.  

The supervisor, however, is suspicious. He is not sure why the puddle is there. It 
wasn’t there yesterday. He wonders what caused the puddle to be there today. 
Therefore, he looks for a root cause by asking ‘why?’ He discovers that the water 
puddle is caused by a leak in an overhead pipe. He asks ‘why’ again, and 
discovers that the pipe is leaking because the water pressure is set too high. He 
asks ‘why?’ again and discovers that the water pressure valve is faulty. He asks 
‘why?’ again, and does not get a further answer. The faulty valve is the root 
cause of the problem. So, the valve is replaced, which solves the symptom of 
water on the factory floor. 

Root cause analysis is a way to identify the ultimate cause of a problem. In the example 
above, there were many opportunities for solving the wrong problem. First, the plant 
manager could have ordered more mops to be available on the factory floor. The 
supervisor likewise could have ordered that the overhead pipe be replaced. However, 
these solutions would have ultimately been wasteful and they would not have solved the 
problem since they only addressed symptoms – not the problem itself. 

Root cause analysis is usually accomplished by 
asking a series of ‘why’ questions. Just as the 
example above illustrates, you ask yourself ‘why’ a 
problem exists. Then you come up with one or more 
causes. For each of these causes, ask ‘why’ again. If 
you can answer that question again, then the first 
answer is probably a symptom brought on by the 
more fundamental cause. Continue to ask ‘why’ for 
each answer until you can no longer generate a 
logical response. This lowest level is likely to be a 
root cause and is what generates the observed 
symptoms. You may discover more than one root 
cause through this analysis. 

 
When you have identified the root cause(s), put an action plan in place to solve the 
problem. The symptoms should go away as well. 
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4.2.3 Pareto Analysis 
(4.2.3.P1) 

Pareto analysis can be used when you encounter multiple related problems or a 
common problem with multiple causes. In this technique you are also able to collect 
metrics on how many times each problem or cause occurs. The purpose of Pareto 
Analysis is to observe the problems and determine their frequency of occurrence. This, 
in turn, gives you the information you need to prioritize your effort to ensure you are 
spending your time where it will have the most positive impact. 

Pareto Analysis is based on the classic 80/20 rule. That is, in many cases 20% of the 
problems cause 80% of the occurrences. For example, let’s say you have a problem with 
a product failure, based on a number of causes. Through observation and collecting 
metrics, you determine there are eight causes. Rather than attacking the causes 
randomly, a Pareto Analysis might show that 80% of the problems are caused by the 
top three causes. This gives you information to know which causes to solve first. 

The tool associated with this problem solving technique is the Pareto Diagram. It is a 
chart, graph or histogram showing each problem and the frequency of occurrence. It is 
created as follows: 

 Role Developing a Pareto Diagram 
1 Project 

Manager, 
Team 
Members 

Create a table listing all observed problems or causes. 

For each problem, identify the number of occurrences over a fixed 
period of time. 

Problem Count 

Problem 1 115 

Problem 2 25 

Problem 3 50 

Problem 4 5 

Problem 5 5 

Problem 6 15 
 

2 Project 
Manager, 
Team 
Members 

Arrange the problems from highest to lowest, based on the 
number of occurrences. 

3 Project 
Manager, 
Team 
Members 

Create a new column for the cumulative total. 

Problem Count Cum 
Total 

Problem 1 115 53% 

Problem 3 50 77% 

Problem 2 25 88% 
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Problem 6 15 95% 

Problem 4 5 98% 

Problem 5 5 100% 
You could add other columns such as the severity of the problems 
and the cost and effort to resolve the problem.  

Notice that this gives you important information. Even though there are six total 
problems identified, you need to resolve problems #1 and #3 first (all things being 
equal). That is where you will achieve the most impact. If you decided to work on 
problems #4 and #5 instead, the result of your effort would be almost meaningless. 
This does not mean that you do not want to resolve the other problems. However, this 
Pareto Analysis gives you information to know the order in which the problems should 
be resolved. It also provides a sense as to the relative value you receive for resolving 
each problem. You definitely do not want to spend the same amount of effort resolving 
problem #5 as you do for problem #1. The payback just isn’t there. (Of course, you 
may determine that problem #6 can be resolved quickly and you may choose to solve 
that one early. The Pareto Diagram does not tell you what to do. It provides information 
to you so that you can make the best decisions.)  

Many times, you will see the results of the Pareto Diagram displayed as a histogram or 
bar chart. This provides more visual emphasis to the data you have observed.  
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4.3 Manage Issues / Quick Reference 
Deliverables: (4.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. (Some of the templates can only be accessed by licensed users.) 

• Issues Submission Form 

• Issues Log 

Schedule Activities (4.3.P2) 

Size Information Needed 

Small 
Small projects do not need specific schedule steps around managing issues.  
However, after reviewing the activities for medium projects, you can add 
appropriate schedule items if appropriate. 

Medium 

Activity Effort Comments 

Review Status of 
Issues 

1-2 
hours 

Weekly. Always assigned to the project 
manager. Use this time to ensure progress is 
being made on all issues and that the Issues 
Log is updated.   

Analyze Issues open Add an activity for the analysis of any open 
issues that were assigned to a team member. 

Resolve Issues open 
If the resolution of an issue requires additional 
work activities, they should be added to the 
schedule. 

 

Large 

Activity Effort Comments 

Review Status of 
Issues 

1-2 
hours 

Weekly. Always assigned to the project 
manager. Use this time to ensure progress is 
being made on all issues and that the Issues 
Log is updated.   

Analyze Issue open Add an activity for the analysis of any open 
issues that were assigned to a team member. 

Resolve Issue open 
If the resolution of an issue requires additional 
work activities, they should be added to the 
schedule. 

Update Project 
Charter open 

Add an activity to update the Project Charter to 
reflect any changes required to cost, effort or 
duration because of the resolution of an issue. 
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Step 5 
 Manage Change 

 

 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

218 

5.0 Manage Change 
(5.0.P1) 

 
It is said that the only constant in the world is “change”. You can make perfect plans, 
but they cannot account for every potential change that may occur. The longer your 
project, the more likely you will be dealing with changes. This is one reason why the 
TenStep process understands that the initial definition (step 1) and planning (step 2) 
processes do not have to be perfect. You and your team need to do the best job you 
can given what you know at the time. That is good enough. After that you need to 
manage the changes.   

There are a number of aspects of change that can occur on a project.  

• Scope changes 

• Configuration changes 

• General changes (non-scope, non-configuration) 

This section of the TenStep process covers all aspects of change. On most projects, the 
most important aspect of change is scope change management, and that is the aspect 
that is covered most in this step.  

Scope Change (5.0.P2) 

Scope is the term used to describe the totality of the work and the overall boundaries of 
the project. Scope is used to define what the project will deliver and what it will not 
deliver. For larger projects, it can include the major deliverables that are created, the 
affected organizations, the transactions impacted, the data types included, etc.  

If you look at the reasons that projects fail, it is usually the result of two problems. 
Either the team did not spend enough time defining the work and / or there was a lack 
of scope management. Even if the project manager did a good job of defining scope, 
the hard part comes in having to manage the project within that agreed-upon scope.  

The purpose of scope change management is to protect the viability of the approved 
Project Charter and the approved business requirements. In other words, the Project 
Charter defines the overall scope of the project, and the business requirements define 
the deliverables in detail. The project team committed to a deadline and budget based 
on this high-level and detailed scope definition. If the deliverables change during the 
project (and usually this means that the client wants additional items), the estimates for 
cost, effort and duration may no longer be valid. If the sponsor agrees to include the 
new work into the project scope, the project manager has the right to expect that the 
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current budget and deadline will be modified (usually increased) to reflect this additional 
work. This new estimated cost, effort and duration now become the approved target.  

Sometimes the project manager thinks that scope management means having to tell the 
client ‘no’. That makes the project manager nervous and uncomfortable.  

However, the good news is that managing scope is all about getting the 
sponsor to make the decisions that w ill result in changes to project scope. 

This is very important. Few clients can see and express every requirement up-front. 
Therefore, there are usually changes that need to be introduced during the project. 
These changes may be very necessary for the solution and there may be valid business 
reasons why they should be included. The project manager and project team must 
recognize when these changes are requested. Then they must follow a predefined scope 
change process. This process ultimately brings the appropriate information to the 
project sponsor and allows the sponsor to decide if the modification should be approved 
based on the business value and the impact to the project in terms of cost and 
schedule. 

Configuration Change (5.0.P3) 

Configuration management is the term given to the identification, tracking and 
managing of all the assets of a project or the characteristics (metadata) of the assets. In 
some organizations this process is more narrowly defined to mean only the management 
of the physical assets. See 5.1.3.1 Configuration Management for more details.  

General Change (5.0.P4) 

Your project may experience changes that do not necessarily fall under scope change 
management or configuration management. These changes can be grouped into a 
general change management category. For instance, let’s say one of your team 
members leave and needs to be replaced. This would not be an example of scope 
change and it is not a configuration change. It is a general change. In this case, you 
may need to document the fact that a resource change occurred, determine the impact 
of the change, put a plan in place to manage the change, etc. In many respects, you will 
follow a similar process to that of a scope change request, although this change, and 
the impact on your project, is not the result of a scope change request.  

One of the key differences between general change management and scope change 
management is that you expect that is a scope change is approved you will change your 
budget and schedule to accommodate the change. You should not have that same 
expectation for non-scope related changes. For example, in the example above when a 
team member needed to be replaced, there was definitively a change, and there will 
probably be an impact on the project. However, there is no expectation that this change 
will result in an approved schedule or budget change. In fact, there may be an impact 
on schedule and budget. However, there should not be an automatic expectation that a 
schedule or budget change would be granted.  

5.0.1 Defining Scope 

5.0.2 Create Scope Management Plan 

5.1 Manage Change / Process  

5.2 Manage Change / Techniques 
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5.3 Manage Change / Quick Reference 
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5.0.1 Defining Scope 
(5.0.1.P1) 

Defining scope is perhaps the most important part of the initial definition and planning 
process. If you don’t know what you are delivering and what the boundaries of the 
project are, you have no chance for success. If you have not done a good job of 
defining scope, managing scope will be almost impossible. 

The purpose of defining scope is to clearly describe and gain agreement on the logical 
boundaries of your project. Scope statements are used to define what is within the 
boundaries of the project and what is outside those boundaries. The more aspects of 
scope you can identify, the better off your project will be. There are two major aspects 
of defining scope on your project – deliverables and boundaries.  

• The deliverables. Even if you are not sure what else to include in your scope 
definition, you should always include your deliverables. Understanding the 
deliverables you are producing goes a long way to understanding the scope of the 
project.  

All of your final deliverables should be listed for sure. These are the deliverables you 
are building for the client. In addition, you can list internal deliverables that are 
client focused such as the Business Requirements Report and Current State 
Assessment. Both of these deliverables need to be approved by the client, and so 
they would make sense to list. On the other hand, you would not need to mention 
internal project documents such as the project schedule, Technical Design Specs or 
Test Cases. The sponsor does not understand these deliverables and is not going to 
see them anyway. 

• Project boundaries. Boundary statements are 
used to describe aspects of the environment 
that are in-scope for the project versus those 
that are out of scope. You would not need to 
state that some aspect of the project was in-
scope unless you could also contrast that with 
some aspect that is out of scope. The nature of 
a true boundary statement is that there is both 
an in-scope and a relevant out-of-scope 
counterpart. For example.   

 

o The major life-cycle processes that are in scope and out of scope. For 
instance, your project may include the Analysis Phase only and not the Design, 
Construct or Test Phases. 

o The types of data that are in scope and out of scope. “Data types” refer to 
business category of deliverables such as financial data, sales data, employee 
data, etc. It is possible that your project works with some types of data and does 
not work with others. 

o The data sources (or databases) that are in scope and out of scope.  
This is similar to the data types, except now you are referring to aggregated 
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data, such as Customer Database, General Ledger, Billing / Invoicing System, 
etc. (These data sources may have more than one data type.) 

o The organizations that are in scope and out of scope. In some cases, the 
organizations involved in the project help to define the boundaries. For instance, 
your project may be applicable to the Human Resources and Accounting 
Departments, but the Manufacturing Division might be out of scope. 

o The major functionality that is in scope and out of scope. For instance, 
decision support and management reporting might be in scope, while overnight 
batch processing might be out of scope. 

Use High-Level Objectives as Your Starting Point (5.0.1.P2) 

When the project was proposed for funding, there should have been an initial set of 
high-level objectives and deliverables defined. There may even be some type of high-
level scope statement. Any information that was created earlier should be used as the 
starting point for defining the more detailed scope statements for the Project Charter. If 
you find that you do not have enough information to create a clear and comprehensive 
scope statement, you must work with the sponsor to gather additional information. That 
is one of the main purposes of the definition and planning process. 

If you have project objectives, look at them to help shape the scope statements. By 
definition, there needs to be one or more deliverables created to fulfill each objective, 
and defining the project deliverables is one of the primary aspects of project scope. 
After you determine the major deliverables the project will produce, start asking other 
questions to determine other aspects of scope. The deliverables describe ‘what’ the 
project will deliver. You can also identify ‘what’ organizations are impacted, ‘what’ types 
of data are needed, ‘what’ major features and functions are needed, etc.  

As a point of clarity and contrast, you can also identify out-of-scope conditions by 
describing what deliverables will not be created, what organizations will not be 
impacted, what features and functions are not included, etc. Of course, there are an 
infinite number of out-of-scope statements. For the purposes of scope definition, you 
want to include only those statements that help define the project boundary and touch 
upon related areas that the reader may have questions about. For instance, if you were 
installing financial software, you might state that a new Accounts Payable package is in 
scope, but the related Purchasing System is out of scope. This would make sense 
because the Purchasing and Accounts Payable processes are related and there may be 
questions as to whether the Purchasing System was in scope. However, you would not 
have to list every other system as out of scope – just the ones that the reader might 
have questions about. 

It is a good practice to document those organizations that are in scope and those 
related organizations that are out of scope. The readers can then determine more easily 
if they are impacted or expected to assist in the project. Also, it may make sense to 
identify the organizations that are in scope so that you can have people from those 
organizations represented on the project team – perhaps on a steering committee.  

Aligning Objectives and Scope (5.0.1.P3) 

When you have completed creating your objectives and scope statements, go back and 
make sure that they are all in alignment. You should not have any objectives that make 
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references to deliverables that are not defined in your scope statements. If you are not 
building something to satisfy an objective, you will not be able successfully complete the 
objective.  

Likewise, you don’t want to include deliverables in your project scope that do not help to 
achieve the project objectives. If you are proposing to build deliverables that do not help 
you achieve your project objectives, you would need to ask yourself why. Since the 
objectives describe the purpose of the project and are used to validate project success, 
why would you want to build deliverables that do not help you achieve your objectives? 

If the objectives and the deliverables in your scope section are not aligned, you need to 
determine how to bring them into alignment.  

• If you have an objective without a deliverable, you need to validate whether the 
objective is really important. If it is, then you will need to add or modify the 
deliverables to satisfy the objective.  

• If you have a deliverable without an objective, then you need to ask whether the 
deliverable is really important. If it is not, then remove it from the project. If the 
deliverable really is important, you need to work with the sponsor to determine the 
business objective for creating it. It is likely this objective is valid, but unspoken yet. 
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5.0.2 Create Scope Management Plan 
(5.0.2.P1) 

The Scope Management Plan is used to describe how scope will be defined, verified, and 
subsequently managed. The components of the Scope Management Plan include: 

• Roles and Responsibilities. You can describe who is responsible for establishing 
and managing project scope, who will have input into the scope definition, who can 
approve the scope, who can request changes to scope, who can approve scope 
change requests, etc.  

• Scope Definition. This section describes how you will establish the project scope. 
There is probably a detailed set of activities to be executed, but in this section you 
would summarize the high-level approach.  

• Scope Change Review and Approval Process. This section describes the 
process for evaluating and assessing proposed scope changes.  It defines the 
authority for accepting and approving changes to scope.  The evaluation process 
should include an assessment of the impact of proposed scope changes on the 
project as well as the benefit of the change. Impacts to cost, schedule, risk and 
quality should be evaluated in order to provide a basis for accepting and approving a 
change. 

• Tools. Describe any scope management or scope change management tool that will 
be used on this project, who will have access to the tool and what various people 
can do with the tool. 

• Templates. It is common for there to be one or more templates in the scope 
definition and scope change process. The templates should be listed and described. 
Copies of the templates could be included at the end of the Scope Management 
Plan.  

• Reports. Comment here on the types and names of reports you are using to define 
and manage the scope, who will receive them, the frequency, etc. 

• Expected Scope Stability. This section describes the expectations regarding scope 
stability, i.e. whether scope is expected to change significantly during the course of 
the project or is expected to remain as initially defined.  For example, if the scope 
definition is ambiguous and clarification is not possible, you can state that you 
expect the defined scope to be subject to many revisions, which will add more risk to 
the project.  



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

225 

5.1 Manage Change / Process 
(5.1.P1) 

The processes used to manage change are described in this section. These processes 
can be modified as necessary for your project and then inserted into the Project 
Management Plan that is created during the 1.0 Define Work step.  

5.1.1 Small Projects  

• Scope change 

5.1.2 Medium Projects 

• Scope change 

• General change 

5.1.3 Large Projects 

• Scope change 

• Configuration change 

• General change 

• 5.1.3.1 Configuration Management  

• 5.1.3.2 Integrated Change Control  
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5.1.1 Manage Change / Small Projects 
Scope Change Management (5.1.1.P1) 

Since small projects are much easier to define and they are usually completed very 
quickly, they typically do not have many change requests and those that do occur are 
generally scope change requests. If scope changes occur, they are typically also small in 
nature. The following simple process should be able to be performed quickly.  

 Role Scope Change Management (Small Projects) 

1 Project 
Manager, 
Team 
Member 

Identify scope change request 

Scope changes can be surfaced by anyone on the project team. 
They should be sent in writing to the project manager by paper, 
email, etc. No formal form is needed. 

2 Project 
Manager 

Validate it is a scope change 

The project manager validates that the request is, in fact, a scope 
change.  

3 Project 
Manager 

Determine the impact of the request 

The project manager determines the impact of the scope change to 
the project in terms of cost, effort and duration. If there are multiple 
viable options, the project manager determines the impact of the 
various options. 

4 Project 
Manager, 
Client 
Manager 

(Optional) Resolve small change requests if there is no 
impact on schedule and budget  

If the change request can be accommodated within the original 
project cost, effort and duration, the project manager and client 
manager have the flexibility to make the decision on whether the 
change should be approved. However, the sponsor must have 
agreed to delegate this responsibility – usually up to a certain 
threshold of cost or effort. 

5 Sponsor Take the information to the sponsor 

The appropriate analysis, impact and alternatives are taken to the 
project sponsor for resolution (if the request was not already 
approved in step 4 above). If the sponsor does not approve the 
request and the corresponding impact, the scope request is not 
pursued. 

6 Project 
Manager 

Add the incremental work to the schedule 

If the scope change request is approved, the appropriate activities 
are added to the schedule to ensure the change is implemented. 

7 Project 
manager 

Add incremental cost to the budget 

If the scope change request is approved, the incremental cost (if 
any) needs to be added to your project budget.  
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8 Project 
Manager 

Communicate through your Status Reports 

The request, current status and resolution should be documented in 
the project Status Report. 
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5.1.2 Manage Change / Medium Projects 
Scope Change Management (5.1.2.P1) 

Medium projects usually encounter scope change requests and also general change 
requests. Each process is described below.    

 Role Scope Change Management (Medium Projects) 

1 Project 
Manager 

Identify scope change request 

Solicit potential scope changes from any project stakeholders, 
including the project team, clients, sponsors, etc. Potential scope 
changes should be documented in writing to the project manager 
through a short Scope Change Request Form (optional) or email. 

2 Project 
Manager 

Validate it is a scope change 

The project manager validates that the request is, in fact, a scope 
change. 

3 Project 
Manager 

Enter the request in the Scope Change Log 

Enter the item into the Scope Change Log for tracking purposes. 

4 (Person 
making 
request) 

Request the business value of the change 

The person making the scope change request should define the 
business value to the project. The sponsor will need this information 
to make a final decision. 

5 Project 
Manager, 
Team 
Member 

Assign the scope change to a project team member for 
investigation 

The project manager assigns the request to a team member for 
investigation of the impact to the project. If the project manager 
understands the request and the implications he could assign it to 
himself. 

6 Project 
Manager, 
Client 
Manager 

(Optional) Resolve small change requests if there is no 
impact on schedule and budget  

If the impact on project cost, effort and duration falls below a 
threshold (say less than 20 hours) and the project will still be 
completed within the agreed upon cost and duration, the project 
manager and client manager may approve the scope change 
request. This threshold needs to be identified and approved in 
advance by the project sponsor. The purpose of this step is to keep 
from sending many small changes to the sponsor for approval. 
However, the sponsor must have agreed to delegate this 
responsibility – usually up to a certain threshold of dollars or effort. 

7 Sponsor Take the information to the sponsor 

Take the scope change request, alternatives, business value and 
project impact to the project sponsor for a resolution (if the project 
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manager and client manager did not approve, as above). 

8 Project 
Manager 

Document the resolution on the Scope Change Log 

If the sponsor does not agree to the change request, then the 
request should be closed and given a status of ‘not approved’ on the 
Scope Change Log. 

9 Project 
Manager 

Add the incremental work to the schedule 

If the scope change request is approved, the appropriate activities 
are added to the schedule to ensure the change is implemented. The 
project budget and deadline should also be updated, if necessary. 

10 Project 
Manager 

Add incremental cost to the budget 

If the scope change request is approved, the incremental cost (if 
any) needs to be added to your project budget.  

11 Project 
Manager 

Update the Abbreviated Project Charter, if necessary 

The current Abbreviated Project Charter should be updated if an 
approved scope change results in a substantial change to the scope 
of the project. 

12 Project 
Manager 

Communicate through your Status Reports 

Communicate scope change status and resolution to project team 
members and other appropriate stakeholders through the methods 
established in the Communication Management Plan, including the 
project Status Report. 

General Change Control (5.1.2.P2) 

 Role General Change Management (Medium Projects) 

1 Project 
Manager 

Document the change in the Change Log 

Sometimes change comes as a result of a predefined request. Other 
times the change just happens and needs to be managed reactively. 
These changes should be documented in a Change Log. 

2 Project 
Manager, 
Team 
Member 

Assign the change to a project team member for 
investigation 

The project manager assigns the request to a team member for 
investigation of the impact to the project. If the project manager 
understands the request and the implications he could assign it to 
himself. 

3 Project 
Manager, 
Client 
Manager 

Resolve small change requests if there is no impact on 
schedule and budget  

If the impact on project cost, effort and duration falls below a 
threshold (say less than 20 hours) and the project will still be 
completed within the agreed upon cost, effort and duration, the 
project manager and client manager may approve the change 
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request.  

4 Sponsor Take the information to the Sponsor 

Take the change request, alternatives, business value and project 
impact to the project sponsor for a resolution (if the project manager 
and client manager did not approve, as above). 

5 Project 
Manager 

Document the resolution on the Change Log 

Close out the change request on the Change Log with the final 
resolution.  

6 Project 
Manager 

Update the schedule and budget (optional) 

If the change request is approved, the appropriate activities are 
added to the schedule to ensure the change is implemented. Since 
this is not a scope change request, there is no guarantee that you 
will receive incremental schedule and budget to deal with this 
change.  

7 Project 
Manager 

Communicate through your Status Reports 

Communicate scope change status and resolution to project team 
members and other appropriate stakeholders through the methods 
established in the Communication Management Plan, including the 
project Status Report. 
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5.1.3 Manage Change / Large Projects 
In a large project there are potentially three types of changes – scope changes, general 
changes and configuration changes. Each of these could be defined as unique project 
management processes, or you could try to combine them in one broad change process. 
The scope change process is documented in the Scope Management Plan. See 5.0.2 
Create Scope Management Plan for more details.  

In this section the processes are described individually.  

Control Scope (5.1.3 P1) 

 Role Scope Change Management (Large Projects) 
1 Project 

Manager 
Identify scope change request through a Scope Change 
Form 

Solicit potential scope changes from any project stakeholders, 
including the project team, clients, sponsors, etc. Potential scope 
changes should be documented in writing to the project manager 
through a short Scope Change Request Form or email. 

2 Project 
Manager 

Validate it is a scope change 

The project manager validates that the request is, in fact, a scope 
change. 

3 Project 
Manager 

Enter the request in the Scope Change Log 

Enter the item into the Scope Change Log for tracking purposes. 

4 (Person 
making 
request) 

Request the business value of the change 

The person making the scope change request should define the 
business value to the project. The sponsor will need this information 
to make a final decision. 

5 Project 
Manager, 
Sponsor 

Determine the impact of the investigation on the project 

The project manager must estimate the impact of the investigation 
to the project in terms of effort, cost and duration. If the time to 
investigate the impact of the change is minor, the project manager 
will proceed. 

If the time required to perform the scope investigation will cause 
deliverable dates to slip, the request must first be taken to the 
project sponsor to determine whether the request itself should even 
be investigated. If the sponsor gives the initial approval to proceed, 
the schedule and budget may need to be updated to reflect this new 
scope change investigation. If the sponsor does not agree to 
investigate the change request, then the request should be closed as 
‘not approved’ on the Scope Change Log. 

6 Project 
Manager, 

Assign the scope change to a project team member for 
investigation 
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Team 
Member 

The project manager assigns the request to a team member for 
investigation of the impact to the project. If the project manager 
understands the request and the implications he could assign it to 
himself. 

7 Project 
Manager, 
Client 
Manager 

(Optional) Resolve small change requests if there is no 
impact on schedule and budget  

If the impact on project cost, effort and duration falls below a 
threshold (say less than 20 hours) and the project will still be 
completed within the agreed upon cost, effort and duration, the 
project manager and client manager may approve the scope change 
request. This threshold needs to be identified and approved in 
advance by the project sponsor. The purpose of this step is to keep 
from sending many small changes to the sponsor for approval. 
However, the sponsor must have agreed to delegate this 
responsibility – usually up to a certain threshold of dollars or effort. 

8 Sponsor Take the information to the sponsor 

Take the scope change request, alternatives, business value and 
project impact to the project sponsor for a resolution (if the project 
manager and client manager did not approve, as above). 

9 Project 
Manager 

Document the resolution on the Scope Change Log 

Close out the change request on the Scope Change Log with the 
final resolution. 

10 Project 
Manager 

Close the Scope Change Request Form 

The project manager should update the Scope Change Request form 
and then close and file this document.  

11 Project 
Manager 

Add the incremental work to the schedule 

If the scope change request is approved, the appropriate activities 
are added to the schedule to ensure the change is implemented. The 
project budget and deadline should also be updated, if necessary. 

12 Project 
manager 

Add incremental cost to the budget 

If the scope change request is approved, the incremental cost (if 
any) needs to be added to your project budget.  

13 Project 
Manager 

Update the Project Charter, if necessary 

The current Project Charter should be updated if an approved scope 
change results in a substantial change to the scope of the project. 

14 Project 
Manager 

Communicate through your Status Reports 

Communicate scope change status and resolution to project team 
members and other appropriate stakeholders through the methods 
established in the Communication Management Plan, including the 
project Status Report. 
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Configuration Change (optional) (5.1.3.P2) 

See 5.1.3.1 Configuration Management for more details on this topic.  

 Role Configuration Change Management (Large Projects) 

1 Project 
Manager 

Identify configuration change request 

Solicit potential configuration changes from any project stakeholders, 
including the project team, clients, sponsors, etc. Potential scope 
changes should be documented in writing to the project manager 
through a short Configuration Change Request Form (optional) or 
email. 

2 Project 
Manager 

Validate it is a configuration change 

The project manager validates that the request is, in fact, a 
configuration change. 

3 Project 
Manager 

Enter the request in the Configuration Change Log 

Enter the item into the Configuration Change Log for tracking 
purposes. 

4 (Person 
making 
request) 

Request the business value of the configuration change 
(optional) 

Some configuration change is discretionary and is requested because 
of some underlying business value. In this case, the person making 
the configuration change request should define the business value to 
the project. The sponsor will need this information to make a final 
decision. 

5 Project 
Manager, 
Sponsor 

Determine the impact of the investigation on the project 

The project manager must estimate the impact of the investigation 
to the project in terms of effort, cost and duration. If the time to 
investigate the impact of the configuration change is minor, the 
project manager will proceed. 

Some configuration changes can have a dramatic impact on project 
schedule and cost through having to change many of the project 
components and assets. If the time required to perform the 
investigation will cause deliverable dates to slip, the request must 
first be taken to the project sponsor to determine whether the 
request itself should even be investigated. If the sponsor gives the 
initial approval to proceed, the configuration change request process 
can continue. Since this is not a scope change request, the project 
manager may not receive incremental schedule and budget for the 
investigation, but this all needs top be negotiated with the sponsor.  

If the sponsor does not agree to investigate the configuration 
change request, then the request should be closed as ‘not approved’ 
on the Configuration Change Log. 

6 Project Assign the configuration change to a project team member 
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Manager, 
Team 
Member 

for investigation 

The project manager assigns the request to a team member for 
investigation of the impact to the project. If the project manager 
understands the request and the implications he could assign it to 
himself. 

7 Project 
Manager, 
Client 
Manager 

Resolve small configuration change requests if there is no 
impact on schedule and budget  

If the impact on project cost, effort and duration falls below a 
threshold (say less than 20 hours) and the project will still be 
completed within the agreed upon cost, effort and duration, the 
project manager and client manager may approve the configuration 
change request.  

8 Sponsor Take the information to the sponsor 

Take the change request, alternatives, business value and project 
impact to the project sponsor for a resolution (if the project manager 
and client manager did not approve, as above). 

9 Project 
Manager 

Document the resolution on the Configuration Change Log 

Close out the change request on the Configuration Change Log with 
the final resolution. 

10 Project 
Manager 

Close the Configuration Change Request Form 

The project manager should update the Configuration Change 
Request form and then close and file this document.  

11 Project 
Manager 

Update the schedule and budget 

If the configuration change request is approved, the appropriate 
activities are added to the schedule to ensure the change is 
implemented. Since this is not a scope change request, you may or 
may not receive incremental schedule and budget to implement the 
configuration change. This all needs to be negotiated with the 
sponsor based on the nature of the change.  

12 Project 
Manager 

Communicate through your Status Reports 

Communicate change status and resolution to project team members 
and other appropriate stakeholders through the methods established 
in the Communication Management Plan, including the project Status 
Report. 

General Change Control (optional) (5.1.3.P3) 

 Role Change Management (Large Projects) 

1 Project 
Manager 

Identify change request 

Solicit changes from any project stakeholders, including the project 
team, clients, sponsors, etc. Potential scope changes should be 
documented in writing to the project manager through a short 
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Change Request Form (optional) or email. 

2 Project 
Manager 

Validate it is a change 

The project manager validates that the situation does involve a 
change to the project. 

3 Project 
Manager 

Enter the request in the Change Log 

Enter the item into the Change Log for tracking purposes. 

4 (Person 
making 
request) 

Request the business value of the change (optional) 

Many non-scope change requests are discretionary. These 
discretionary changes should be assessed to determine the 
underlying business value. However, in many cases these changes 
are not discretionary – they just happen. For instance you might 
create a change request to recognize that one of your team 
members has resigned. This is definitely a change to your project 
staffing but it might not make sense to document the business 
value. At this point you just need to react to the change and find a 
replacement. The request can still be approved by the sponsor to 
signify that the Sponsor understands the change and is approving 
the proposed resolution.  

5 Project 
Manager, 
Sponsor 

Determine the impact of the investigation on the project 

The project manager must estimate the impact of the investigation 
to the project in terms of effort, cost and duration. If the time to 
investigate the impact of the change is minor, the project manager 
will proceed. 

If the time required to perform the investigation will cause 
deliverable dates to slip, the request must first be taken to the 
project sponsor to determine whether the request itself should even 
be investigated. If the sponsor gives the initial approval to proceed, 
the change request process can continue. Since this is not a scope 
change request, the project manager may not receive incremental 
schedule and budget for the investigation, but this all needs top be 
negotiated with the sponsor.  

If the sponsor does not agree to investigate the change request, 
then the request should be closed as ‘not approved’ on the Change 
Log. 

6 Project 
Manager, 
Team 
Member 

Assign the change to a project team member for 
investigation 

The project manager assigns the request to a team member for 
investigation of the impact to the project. If the project manager 
understands the request and the implications he could assign it to 
himself. 

7 Project 
Manager, 

Resolve small change requests if there is no impact on 
schedule and budget  
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Client 
Manager 

If the impact on project cost, effort and duration falls below a 
threshold (say less than 20 hours) and the project will still be 
completed within the agreed upon cost, effort and duration, the 
project manager and client manager may approve the change 
request.  

8 Sponsor Take the information to the sponsor 

Take the change request, alternatives, business value and project 
impact to the project sponsor for a resolution (if the project manager 
and client manager did not approve, as above). 

9 Project 
Manager 

Document the resolution on the Change Log 

Close out the change request on the Change Log with the final 
resolution. 

10 Project 
Manager 

Close the Change Request Form 

The project manager should update the Change Request form and 
then close and file this document.  

11 Project 
Manager 

Update the schedule and budget 

If the change request is approved, the appropriate activities are 
added to the schedule to ensure the change is implemented. Since 
this is not a scope change request, you may or may not receive 
incremental schedule and budget to implement the change. This all 
needs to be negotiated with the sponsor based on the nature of the 
change.  

12 Project 
Manager 

Communicate through your Status Reports 

Communicate change status and resolution to project team members 
and other appropriate stakeholders through the methods established 
in the Communication Management Plan, including the project Status 
Report. 
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5.1.3.1 Configuration Management 
(5.1.3.1.P1) 

There are two major definitions for configuration management.  

1. It can be a term given to the identification, tracking and managing of all the assets 
of a project. This definition would be especially relevant on software development 
projects where the “configuration” refers to the collection of artifacts, code 
components, executables, etc. The items that you will track under configuration 
management are called “configuration items” in the Capability Maturity Model 
(CMMI). These configuration items can be interpreted quite broadly to include things 
such as:  

o Documentation and all project management deliverables 

o Deliverable descriptions and templates  

o Design elements 

o Code, in which case your configuration management process would include your 
software change management process. 

o Test scripts, test plans, test cases, etc. 

o Hardware and software 

o Your final software deliverables 

o Other physical assets of the project, including furniture, supplies, machinery, etc. 

2. It is also a term given to the identification, tracking and managing of the metadata 
that describes the products that the project is creating. This is closer to the 
definition of configuration management used by the Project Management Institute 
(PMI). In this definition, the configuration of an asset is basically the detailed 
features and functions associated with the asset. For example, if your project 
resulted in the manufacturing of a laptop computer, the configuration would refer to 
the size of the hard drive, speed, DVD specifications, etc.   

Most projects do not worry about tracking physical assets such as equipment, supplies 
and raw materials. If these assets need to be tracked, it is done at an organizational 
level. For instance, tracking and managing personal computers is usually done at a 
company or division level. The project manager of an individual project may need PCs 
for the team, but he doesn’t have to track and manage the asset. 

If your project is worried about asset tracking, this is usually done outside of the realm 
of the project manager, and is instead handled by specialists on the team. For instance, 
if your project involves building an airplane, the tracking of materials is vital. However, 
there are team specialists that are assigned to manage this aspect of the project. If you 
are on a software development project, you need to track your software code. However 
there are software change management tools that will manage these assets.  

All that being said, some very large projects do need to manage configurations, and if 
they do, the process can be managed using many of the techniques in this scope 
management section.  
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The following components make up the Configuration Management Process. 

• Planning. You need to plan ahead to create the processes, procedures, tools, files 
and databases to manage the configuration. You also may need to gain an 
agreement on exactly what assets are important, how you will define them, how 
they will be categorized, classified, numbered, reported, etc. The results of this up-
front planning are documented in a Configuration Management Plan.  

Planning is a very important part of configuration management since there are many 
ways that the configuration items can be defined. It is possible that your definition 
will only include meta-data, or information about assets, and not the actual assets 
themselves. You might also be tracking the actual assets.  

Part of your planning process should be to assign configuration tracking numbers to 
each type of configuration item. 

• Tracking. It is important to understand the baseline for all configuration items. In 
other words, for each configuration item, you need to understand what you have at 
the beginning of the project. In many cases, you may have nothing to start with. In 
other cases, like physical assets, you may have some assets to begin with. The 
purpose of your tracking processes is to ensure that you can track all changes to a 
configuration item throughout the project. 

You need processes and systems designed to identify when assets are assigned to 
your project, where they go, what becomes of them, who is responsible for them 
and how they are disposed. Since a project has a concrete beginning and end, 
ultimately all the assets need to go somewhere. This could be in a final deliverable, 
into the operations/support area, scrapped, etc. You should be able to dissect each 
major deliverable of the project and show where all the pieces and parts came from, 
and where they reside after the project ends.  

The same ideas apply if you are tracking asset metadata through configuration 
management. You need to understand the starting point of the configuration and 
track any changes made during the project. These can be quite detailed. For 
example, if you are manufacturing a laptop computer, a new requirement to be able 
to support a new type of hardware could result in dozens (or hundreds) or detailed 
configuration changes to the machine.    

• Managing. Managing assets means they are secure, protected and used for the 
right purposes. For example, it doesn’t do any good to track purchased assets that 
your project does not need in the first place. Also, your tracking system may show 
expensive components sitting in an unsecured storage room, but is that really the 
proper place for them? Managing assets has to do with acquiring what you need and 
only what you need. You also need to make sure you have the right assets at the 
right place at the right time. 

• Reporting. You need to be able to report on the configuration, usually in terms of 
what you have and where they are, as well as financial reporting that can show cost, 
budget, depreciation, etc.  

If you are tracking configuration metadata you should be able to report out a 
complete set of the current product specifications.   
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• Auditing. It is important that the integrity of the configuration process be validated 
periodically through audits of the status of configuration items. This can include 
physically inspecting or counting these items and comparing them against the 
expected results of your configuration management system. You will also want to 
audit the configuration change process to endure that the appropriate processes are 
being followed. 

Auditing involves validating that the actual configuration elements (whatever they 
are) at any given time are the same as what you expect. Many projects get in 
trouble when they start to lose track of physical assets (for instance, material, 
supplies, code or other configuration items) or if the physical characteristics 
(metadata) of your deliverables is different that what you expect.  

The auditing process is used to validate that the configuration elements match up 
with your expectations. These expectations are based on the original baseline, plus 
any change requests that you have processed up to the current time. For physical 
assets this would mean that your inventory reports match a count of the actual 
physical assets at the current time. If your configuration elements involve 
descriptions and other metadata, you would be validating that the descriptions and 
characteristics are consistent with the way the deliverables are actually being built.  

If the audits do not result in the expected results, it would mean that your 
configuration tracking process is inadequate and that you should improve your 
processes to account for all changes. You would need to identify the ways that your 
configuration can change over time, and validate that you are catching all of these 
instances in your configuration tracking process.   

Configuration audits are difficult and expensive in terms of resources and time.  
Nevertheless, they are vital in ensuring that the final solution is complete and correct 
and that you have accounted for all of the configuration assets used to build the final 
solution.    

If you practice configuration management on your project, it is suggested that you have 
a specific person identified as the configuration manager. This may be a part-time role, 
depending on how much asset tracking and management your project does. This person 
is responsible for the overall process, with focus on the planning, management and 
auditing responsibilities. If your project is large enough, you can also designate a 
configuration librarian. This is an administrative position that focuses on the legwork and 
follow-up needed for the tracking and reporting responsibilities.  

Depending on the size of the project, you may need a specific Configuration Board, 
which is made up of managers and senior staff members. This Configuration board will 
approve the overall configuration plan, the configuration items, and they can even 
approve specific large changes to items that fall within your configuration management 
process.  

Of course, if your project (or program) is big enough, such as building an aircraft, you 
are probably going to have a whole department doing this work, perhaps under the 
direction of the Purchasing / Procurement department.  
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5.1.3.2 Integrated Change Control 
Perform Integrated Change Control (5.1.3.2.P1) 

Large projects should apply more diligence throughout the change management 
process. Change does not always happen neatly. In many cases, it may be hard to 
understand the nature of a change and the impact to the various aspects of the project. 
For example a small request can come into the project that results in a change to scope. 
The scope change request may lead to a request to increase schedule and budget. The 
request might impact the types of resources that are needed on the project ands it 
might effect a vendor contract. The project manager needs to understand the nature of 
the change and how it might impact all other aspects of the project.  

That is the purpose of Integrated Change Control, a high-level process that 
encompasses the more specific scope change, configuration change and general change 
management processes. Integrated change control includes the following activities. 

• Making sure there are baselines in place (scope, budget, schedule, etc.) so that it is 
more obvious that a change has occurred 

• Looking at the causes of change to see if the causes can be (or should be) 
eliminated. For instance, if you believe you are receiving too many scope change 
requests, it may reflect on a poor requirements gathering process.  

• Making sure no changes are implemented unless they have been approved.  

• Making sure there are processes in place to manage change. The level of formality 
of the approval process increases with the size of the project and the size of the 
potential change. 

• Making sure the entire project team, including the client, understands the change 
management processes and follows them.  

• Making sure the appropriate documentation is created and saved for each change.  

• Understanding how changes impact all related aspects of the project and making 
sure all of the appropriate documentation is updated.  

• Making sure that there is a person or body available to approve or reject all change 
requests.  

• Making sure all change requests are closed by either an acceptance of the change or 
rejection of the change. 

• Communicating changes and the impact on the project to the appropriate 
stakeholders. 
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5.2 Manage Change / Techniques 
Proactively Manage Small Change Requests Using Alternative Processes 
(5.2.P1) 

Everyone can recognize and appreciate that a scope change request process must be 
invoked for large changes to the project. However, you may encounter resistance to 
formal scope change management for small requests. The client and other project team 
members may consider this to be unnecessary overhead for such small decisions.  

They might be right. There are three alternate techniques to employ that may help with 
small changes. Note that none of these options implies that you are not managing and 
tracking scope changes. These are just additional techniques to use that may be more 
appropriate for managing small scope changes. If none of these options are in place, the 
project manager should utilize the normal default scope change management process on 
all changes.  

• Batching Small Requests. (5.2.P2) 

It is not always practical to get the sponsor to approve all small scope change 
requests each time one is requested. The project team usually does not have day-to-
day access to the sponsor and it is hard to get the sponsor’s attention for these 
small requests. It is a better use of time to batch the small changes up into a 
bundle. This means that you keep track of the small scope changes, their business 
value and their impact on the project. Then, when they hit a certain threshold, you 
take them all to the sponsor for approval. Instead of visiting the sponsor ten times 
for small scope changes, you batch them all together and see the sponsor one time. 
At that meeting you and the client discuss all the proposed changes (or perhaps just 
the larger ones in the batch) and get sponsor feedback on whether they should be 
done. Even thought these are small changes, they should still go through scope 
change management. Otherwise you are susceptible to scope creep. The benefit of 
having the sponsor approve the small changes is that if the scope changes are 
approved, the sponsor should also approve the incremental budget and time needed 
to get the work done. 

• Discretion. (5.2.P3) 

From a practical standpoint, it may make sense for the project manager and a 
tactical client manager to be given discretion to approve small scope change 
requests under some threshold of effort hours and cost. This decision-making 
authority should not be assumed. This authority must be explicitly delegated by the 
sponsor. This discretion assumes that the project is on or ahead of schedule, and 
that the changes do not make the project exceed the agreed-upon cost or duration. 
If the project is in any risk of not meeting its cost or duration commitments, this 
discretion should not be used – even for a one-hour change request. If the project is 
at risk of missing its deadline or budget commitments, all scope change requests 
must go to the sponsor for approval, either individually or in batches. If the sponsor 
approves the changes, the project should receive corresponding budget and 
schedule relief as well. 

• Scope Change Contingency Budget. (5.2.P4) 
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In some organizations it is common to allocate a scope change contingency budget 
to handle small changes. Your organization may recognize that a certain level of 
scope change is inevitable and you may be allowed to allocate a percentage of the 
total project budget to account for this level of change. For example, you may have 
a 5% contingency added to your budget for scope change. If your total project 
budget was $500,000, your scope change contingency budget would be $25,000. 
However, the implication here is that this contingency budget will be all that is 
allocated for small scope change requests. The client must manage the budget to 
make sure all of the small scope changes can be accommodated. If the client uses 
the budget up early on small scope changes, there will be nothing left for later 
change requests. This puts the client in a position of rationing the changes to ensure 
that only the most important changes are approved. This budget is used for change 
requests under a certain dollar or hour threshold. Larger requests can still be made 
but they would go through normal scope change management and be evaluated by 
the sponsor.   

Do Not Use Estimating Contingency for Scope Changes (5.2.P5) 

One of the steps in the estimating process is to add contingency hours to reflect the 
level of uncertainty associated with the estimate. (For instance, if the effort hours were 
estimated at 5,000 hours, you might add 500 hours for contingency, which reflects a 
90% confidence factor and 10% uncertainty.) Once the contingency is approved, there 
will be pressure on the project manager to use the contingency to absorb additional 
requirements. The client might say, “Why do we need to invoke scope change 
management for this 100 hour enhancement. You have 500 hours of contingency built 
into your estimate!” 

The project manager must resist the temptation and the pressure. The purpose of the 
estimating contingency is to reflect uncertainty in the estimates. There will be plenty of 
opportunities to utilize the contingency when activities take longer than expected. Do 
not use the estimating contingency to absorb extra work. If the project estimates were 
accurate, you should return the contingency to the client at the end of the project (or 
consider the contingency as additional profit if you have an external client). 

Freeze Scope Change Requests Late in the Project (5.2.P6) 

Do you think that as long as you are managing scope change requests diligently, the 
client should be free to make changes all the way through the project? It is true that 
changes toward the end of the project tend to take more time and effort to 
accommodate. However, you might think that as long as the sponsor is willing to 
approve increases in budget and time to make the change, the client should be able to 
do it.  

This is normally true, but only up to a point. There comes a time in a project where it 
just doesn’t make sense to make additional changes or absorb additional requirements. 
That is the time to gain a commitment for a change freeze. Not only are new changes 
expensive to implement, they are a distraction to the project team.  

Depending on the nature of the project, this freeze is usually implemented after the user 
acceptance testing is approved and the team is getting ready for the “drive to 
implementation”. At this point, the team is focused on implementing the solution. The 
team may be working overtime. The project manager may be micromanaging the 
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project to ensure all of the details are carried out on time. At this point in the project, 
scope change requests are not only costly, but they are also very disruptive. The team 
can lose focus and become mentally deflated. You may find that the next time there is a 
“drive to implementation” the team will get sloppy and make mistakes, since this would 
be the second time they performed these implementation activities.  

The better approach is to hold these changes on a backlog and deal with them as 
enhancement requests after the solution is implemented and stable. (This refers to 
change requests and not bugs. The users may uncover bugs and errors in their testing 
and these errors do need to be fixed before implementation.) 

If you get agreement on a change freeze date, your team can focus on delivering the 
current solution. Of course, if there is a change request that absolutely must go in, you 
can still allow the sponsor to make the call. However, gaining agreement on a freeze 
date will eliminate the need for additional changes on most projects.   

Make Sure Only the Sponsor Approves Changes – Not Users and Client 
Managers (5.2.P7) 

A typical problem on a project is that the team does not understand the roles of the 
sponsor, client and end users in the area of change management. In general, the 
project sponsor is the person who is funding the project. If the client were embodied in 
one person, it would be the project sponsor. The sponsor is usually high up in the 
organization and not easy to see on a day-to-day basis. In most cases, the sponsor 
designates someone in his organization to make most decisions on a daily basis.  

The people that the project team tends to work with most often are normal clients and 
end users. End users are the people that use the solution that the project is building. 
The end users are the ones that will generally make requests for changes to 
deliverables. It doesn’t matter how important a change is to an end user, the end users 
cannot make scope change decisions and they cannot give your team the approval to 
make a scope change.  

In proper scope change management, the sponsor (or his designee) must give the 
approval. The end users can request scope changes, but they cannot approve them.  
The end user cannot allocate additional funding to cover the changes and he cannot 
know if the project impact is acceptable. If the change is important enough to the 
sponsor, he will approve it, along with the appropriate budget and duration changes. If 
the change is not important enough, it will not be approved. However, it will be the 
sponsor making the decision, not the project manager, client manager, project team or 
end users.  

Don’t Think that Saying ‘Yes’ to Change Requests Shows Good Client Focus 
(5.2.P8) 

The project manager and project team sometimes think that they are being client-
focused by accepting scope change while still trying to deliver the project within the 
original commitments. However, if the project is delivered late or over budget, it is 
usually not good enough to point out all the additional work that was included because 
of this ‘client focus’. The project sponsor and your managers don’t want to hear about it. 
In most cases, the project will not be seen as successful since it did not deliver as 
promised within the agreed–upon budget and delivery date.  
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The sponsor is the primary client representative. Allowing the sponsor (or his designee) 
to make scope change decisions shows good client focus. If the project team or project 
manager approves scope changes, he is not showing good client focus from the 
sponsor’s perspective.  

Include Deferred Benefits in the Cost of a Scope Change (5.2.P9) 

The project sponsor cannot make an informed decision on a scope change request 
without understanding the business value of the change and the impact to the project. 
Typically the project manager provides information on the impact to the project in terms 
of effort, cost and duration. A common deficiency in determining the impact, however, is 
that the estimates do not take into account the cost associated with deferred project 
benefit.  

In other words, your project will result in a benefit to the company. The benefit usually 
starts immediately after (or soon after) the solution is implemented. If a scope change 
request results in the project being delayed, the cost of the scope change should include 
not only the cost of the actual change itself, but also the cost of the delayed benefit.  

Look at the following example. Let’s say your project costs $100,000. The business 
benefit is $5,000 per month in increased revenue (or decreased cost). As the project is 
progressing, the client makes a change request that will cost $5,000 and add one more 
month to the project. The change has a payback of $1,000 per month.  

You may go to the sponsor with a change request that states that there is a $5,000 cost 
and a payback in five months at $1,000 per month. However, the part that is missing is 
the cost associated with implementing one month late. In this case, implementing one 
month later than planned also costs the company $5,000 in deferred benefits, making 
the total cost of the scope change request $10,000. The sponsor may or may not still 
approve the change. However, taking into account the lost value associated with a 
project delay should be a part of the scope change impact for the sponsor to see and 
understand.   

An Engaged Sponsor Will Often Say ‘No’ (5.2.P10) 

One of the neat things about enforcing the discipline of having the sponsor approve 
scope change requests is that, unless the change is very important, the sponsor will 
usually say ‘no’. The sponsor is usually someone high in the organization. He normally 
doesn’t want to hear about requests for small changes. He wants the original project 
fulfilled within the original commitments for cost, effort and duration. Even though it 
may be hard for the project manager to say ‘no’, the project sponsor usually doesn’t 
have any problem saying ‘no’ to the people in sponsor’s own organization. 

Hold Everyone Accountable for Scope Management Process (5.2.P11) 

Many scope management processes work well at the project manager level, but get 
compromised by team members. If the project manager is diligent in enforcing the 
scope change rules, the client may try to go directly to team members for changes. For 
instance, when an agreed-upon report is delivered for review, the client may request a 
second report to provide more clarity. The team member may agree to the work 
(showing ‘client focus’). The result is that the activity takes too long or resources that 
could have been applied to other high priority work get absorbed working in an area 
that is out of scope. 
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The bottom line is that everyone needs to be held accountable for the scope 
management process. Team members must understand the process and why it is 
important. The client must also understand the process and its importance. Don’t 
consider these procedures to be only of interest to the project manager and the 
sponsor. Make sure the procedures are communicated to the entire team.  

When clients request scope changes directly from team members, bring this to the 
attention of the client manager or the sponsor. When team members make 
commitments for work that is out of scope, deal with it promptly. The first time it 
happens it may be considered a training matter. The next time it might be a 
performance problem. 

Utilize a Change Control Board for Large, Cross-Functional Projects (5.2.P12) 

Sometimes on very large projects, the project sponsor does not feel comfortable making 
the scope change decisions alone. This may especially be the case if the effect of the 
change will impact other organizations. It may also be the case that multiple 
organizations are participating in, or contributing to, the project funding, and want to 
have some say in evaluating scope change requests. For these cases, a group of people 
might be needed to handle the scope change approval.  

A common name for this group is a Change Control Board. If a Board exists, it may be a 
little more cumbersome to work through. However, the general scope change 
management process does not need to change dramatically. For instance, there is still a 
document for the initial the scope change request. The project team needs to determine 
the impact and cost to the project. The Board must consider the impact, the value to the 
project, the timing, etc., and then make a determination as to whether the request is 
accepted. 

The Scope Change Procedures must be somewhat more sophisticated to account for the 
Board. For instance, you need to clarify who is on the Board, how often they will meet, 
how they will be notified in emergencies, how they will reach decisions (consensus, 
majority, unanimous, etc.), how incremental work will be paid for, etc.  

Create a Backlog List of Change Requests that are not Accommodated During 
the Project (5.2.P13) 

It is possible that the sponsor may not approve scope change requests during the 
project, but they may be viable requests that can be done at a later time. These types 
of change requests should be captured on a backlog list. After the project is completed 
and the solution is moved to the support organization, there may be opportunities for 
enhancements or a Phase II project. However, even at a later date, these changes will 
be implemented only if they are approved and if funding is available. 
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5.3 Manage Change / Quick Reference 
Deliverables: (5.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. (Some of the templates can only be accessed by licensed users.) 

• Scope Change Request Form 

• Scope Change Log 

Schedule Activities (5.3.P2)  

Size Information Needed 

Small 
Small projects do not need specific schedule steps around managing scope.  
However, after reviewing the activities for larger projects, you can add 
additional schedule items if appropriate. 

Medium 

Activity Effort Comments 

Review Status of 
Scope Change 
Requests 

1-2 
hours 

Weekly. Always assigned to the project 
manager. Use this time to ensure progress is 
being made on all scope change requests and 
that the Scope Change Log is updated.   

Analyze Change 
Requests open 

Add an activity for the analysis of any open 
scope change requests that were assigned to a 
team member. 

Resolve Change 
Requests open 

If the resolution of a scope change request 
requires additional work activities, the activities 
should be added to the project schedule. 

 

Large 

Activity Effort Comments 

Review Status of 
Change Requests 

1-2 
hours 

Weekly. Always assigned to the project 
manager. Use this time to ensure progress is 
being made on all scope change requests and 
that the Scope Change Log is updated.   

Analyze Change 
Requests open 

Add an activity for the analysis of any open 
scope change requests that were assigned to a 
team member. 

Resolve Change 
Requests open 

If the resolution of a scope change request 
requires additional work activities, the activities 
should be added to the project schedule. 

Update Project 
Charter open 

Add an activity to update the Project Charter to 
reflect any major approved scope change 
requests or if a number of small approved 
changes make the scope section of the current 
Project Charter invalid. 
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6.0 Manage Communication 
(6.0.P1) 

 
Properly communicating on a project is a critical success factor for managing the 
expectations of the sponsor and the stakeholders. If these people are not kept well 
informed of the project progress there is a much greater chance that you will face 
problems due to differing expectations and surprises. In fact, in many cases where 
conflicts arise, it is not because of the actual problem, but because the person was 
surprised. 

All projects should communicate status. This includes reporting from the project team to 
the project manager and reporting from the project manager to the sponsor and 
stakeholders. Two typical forums for communicating status are through a status meeting 
and Status Reports. Larger projects or any project that requires culture change need to 
be more sophisticated in how they communicate to various stakeholders. This more 
multi-faceted approach is defined in a Communication Management Plan.  

6.1 Manage Communication / Process 

6.2 Manage Communication / Techniques 

6.3 Manage Communication / Quick Reference 
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6.1 Manage Communication / Process 
(6.1.P1) 

The processes used to manage communication are described in this section. These 
processes can be modified as necessary for your project, and then inserted into the 
Project Management Plan that is created during the 1.0 Define the Work step.  

The processes that you use to manage communication vary depending on the size of the 
project. Small projects tend to have very simple and straight communication paths.  
Medium projects should be more sophisticated and perhaps utilize a Communication 
Management Plan. Medium projects also may be large enough to consider basic 
document management practices. Large projects should utilize a Communication 
Management Plan to make sure the communications is proactive and multi-faceted. In 
addition large projects also need to consider basic and more sophisticated techniques for 
managing the documentation on the project.   

6.1.1 Small Projects 

6.1.2 Medium Projects 

• 6.1.2.1 Manage Documentation - Basics 

6.1.3 Large Projects 

• 6.1.3.1 Manage Documentation - Advanced 
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6.1.1 Manage Communication /  
Small Projects 

Small Projects (6.1.1.P1) 

Small projects usually do not need more than basic status reporting. If the project 
manager is doing any hands-on work on the project, he probably has a very good idea 
of the overall status. However, the sponsor and other stakeholders will still need a 
status update. If the project manager is not working in the project details (for instance, 
the project manager may have a number of projects being managed), he may need a 
formal status reporting process from the project team, as well as reporting from him to 
the project stakeholders. The following process would be typical.  

 Role Status Reporting (Small Projects) 

1 Team 
Members 

Create team status reports for the project manager 

Project team members send a status update to the project manager 
on a weekly basis. 

2 Project 
Manager 

Create sponsor and stakeholder status reports 

It is important for the project manager to use Status Reports and 
other communication methods to manage expectations. See 6.1.1.1 
for more information on managing stakeholder expectations.  

The project manager sends a status update to the project sponsor 
and stakeholders on a weekly or bi-weekly basis. Be careful about 
monthly reporting. If the project is small, the sponsor may get no 
updates before the project is completed – or maybe just one. This 
does not give the sponsor time to react if there is anything unusual. 
The project manager should report status bi-weekly or weekly in 
those cases. 

3 Project 
Manager, 
Team 
Members, 
Clients 

Schedule and attend status meetings (optional) 

The entire project team should attend project status meetings. The 
meetings should focus on the status against the project schedule 
and uncovering any current issues, scope change requests or 
potential risks. The client should be invited to attend, but his 
attendance is not mandatory. The frequency of the meetings 
depends on the timetable for the project and the need to get 
information in a timely manner. For instance, if the project is three 
weeks, the team might want to meet twice a week. If the project is 
eight weeks, weekly is probably appropriate. 

The status meeting is optional since on small projects the project 
team is probably only a couple people (or maybe just one) and the 
chances are that you meet often anyway to discuss what is going on.  
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6.1.1.1 Managing Stakeholder 
Expectations 

(6.1.1.1.P1) 

You performed an initial stakeholder analysis when you defined the work in step 1 (See 
1.1.3.2 Stakeholder Analysis.) The stakeholder analysis should also be updated 
periodically to ensure that the stakeholders are being engaged successfully. This 
includes validating the relative importance of the stakeholder groups as well as your 
interest for each group. If the stakeholders are not being engaged as you wished, you 
should update or change your activities. It is possible that you will also discover new 
stakeholders as the project progresses, and they should be accounted for in this process 
as well. 

You need to execute the stakeholder management activities from your original plan. The 
communications aspect of your stakeholder analysis will already be executed as a part of 
your Communications Management Plan. However, there may be other elements of your 
stakeholder analysis that need to be executed as well.  
Managing the expectations of the stakeholders is important on all projects, but 
especially when the project is large, highly visible, political and / or business critical. 
When expectations are managed well, all parties feel good about the outcome, even if 
the project experiences a number of changes and challenges. When expectations are 
not managed well, even a project that comes in on time and on budget might be seen 
as unsuccessful from a client perspective. 

Managing expectations means keeping the stakeholders informed as to how the project 
is going and the changes, if any, that are made to previous agreements and 
understandings. Major surprises can be fatal to a project. The project manager should 
ensure that the stakeholders are involved in the project and that the expectations of the 
stakeholders and project manager are always aligned. The bottom line is that you want 
to make sure you provide advance communication so that your stakeholders know what 
is going on and what is likely to happen. You should make sure that you inform your 
clients of any major news (good or bad) before they find out from some other source. 

The following process helps set an overall framework for successfully managing 
expectations: 

 Role Managing Expectations 

1 Project 
Manager, 
Client 

Establish an agreement 

This is probably the most overlooked yet most obvious piece. It is 
difficult or impossible to manage client expectations if you do not 
have some agreement to begin with. There are two places to gain 
the original agreement. The first is the Project Charter. One of the 
purposes of the Project Charter is to ensure that there is agreement 
on the project scope, deliverables, assumptions, risk, budget, 
timeline, etc. The next obvious area for gaining agreement is the 
business requirements. Documenting the business requirements and 
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having the client approve them is a major step in establishing the 
initial agreement. 

2 Project 
Manager 

Manage change 

If you do not have an agreement to start with, you have no chance 
to manage expectations effectively. However, once an agreement 
has been reached, changes should be managed through the change 
management process. This ensures that the business client approves 
all changes and helps keep expectations in line. 

3 Project 
Manager 

Communicate proactively 

When the agreement has been reached, continue to communicate 
proactively through the status reporting process or as part of a 
broader Communication Management Plan – especially if there are 
any problems meeting the expectations. This helps the client keep 
up-to-date on progress, issues, risks, etc. The main motivation is to 
avoid surprises. You want to inform your clients before they call you 
after hearing of news elsewhere. 

4 Project 
Manager 

Periodically assess performance 

The project manager should be assessing expectations on an 
ongoing basis. This is usually done by managing the schedule and 
budget, which will help you determine quickly if the expectations of 
the project are not being met. If it looks unlikely that you will meet 
expectations, immediate steps should be taken to get back on track. 

5 Project 
Manager 

Deliver against the expectations 

Again, this may seem obvious. However, once an agreement has 
been put into place, you need to make sure that you deliver as 
expected. One of the weaknesses on the part of many people is that 
they do not fulfill their agreed-upon expectations, and they do not 
communicate with the client to inform them of the status and 
acknowledge the missed expectation. 

6 Project 
Manager 

Reset expectations if necessary 

If you determine that the original agreement cannot be satisfied, the 
agreement should be re-negotiated. This process includes gathering 
the facts surrounding the inability to meet the original agreement. In 
addition, alternative courses of action should be formulated to 
determine how to perform as closely to the original agreement as 
possible in a way that will satisfy both parties. This may include 
more time, increased budget or delivering something less than the 
client originally wanted. Once a modified agreement has been 
reached, reset the expectations and begin the work necessary to 
meet the requirements of the new agreement. 

7 Project 
Manager, 
Client 

Complete the agreement 

Review the completed work with the client to ensure that the terms 
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of the agreement have been fully met. If not, negotiate what will be 
required to fulfill the agreement. 
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6.1.2 Manage Communication /  
Medium Projects 

Beginning of Project 

Communications Planning (6.1.2.P1) 

 Role Manage Communication (Medium Projects) 

1 Project 
Manager 

Consider creating a Communication Management Plan 

As medium projects get larger, they may have a need for a more 
formal Communication Management Plan. This would be especially 
important if the project resulted in culture change. If the project 
needs a Communication Management Plan, refer to the process for 
large projects.  

2 Project 
Manager 

Consider basic document management practices 

As your medium project becomes larger, the project manager should 
consider basic document management techniques to organize and 
structure project documentation. Some up-front planning will save 
you a lot of trouble as the project progresses. 

Ongoing Processes  

Performance Reporting (6.1.2.P2) 

3 Project 
Manager, 
Team 
Members, 
Client 

Schedule and attend status meetings 

The team should attend status meetings on a weekly or bi-weekly 
basis. If the project manager prefers, there could be a status 
meetings for the project team and a separate meeting with the 
client. There should be a standard agenda for the meetings and the 
meeting should be kept to no more than one hour. In general, the 
purpose of the meetings is to communicate status, not solve 
problems. (An agenda for the meeting is included in the deliverable 
section.) 

4 Project 
Manager 

Create sponsor and stakeholder status reports 

It is important for the project manager to use Status Reports and 
other communication methods to manage expectations. See 6.1.1.1 
for more information on managing stakeholder expectations. The 
project manager should send Status Reports to all stakeholders on a 
bi-weekly or monthly basis. Depending on the financial reporting 
cycle, the monthly Status Report should include a financial status as 
well. 

5 Team 
Members 

Create team status reports for the project manager 

The project team members should send a weekly or bi-weekly Status 
Report to the project manager detailing their progress during the 
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reporting period. This information is used by the project manager to 
update each assigned activity in the schedule. This report is in 
addition to the status meeting. If the project manager understands 
the current detailed status for each team member, the Status Report 
may not be required. This may be the case if the project manager is 
also working on the detailed deliverables of the project.  

A typical sequencing of Status Reports and status meetings is for the 
project team to report status to the project manager by the end of 
the last day of the week. The project manager updates the schedule 
and budget on the morning of the first day of the week and issues a 
status update to the sponsor and other stakeholders. The project 
manager and project team hold a status meeting on the second day 
of the week to discuss project status and assign work. This process 
ensures that the project manager is up-to-date on all project 
activities at the end of the week and is prepared for a productive 
status meeting with the project team and the client at the beginning 
of the following week. 
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6.1.2.1 Manage Documents - Basics 
(6.1.2.1.P1)  

The larger a project is, the more difficult it becomes to share information between all 
the team members and stakeholders. This is especially true when more than one person 
works on large deliverables. If the project manager does not think about these 
document management processes ahead of time, the project team will end up with 
problems finding relevant information. This generally results in confusion and extra 
effort re-doing work that was already completed.  

A couple examples will help explain this concept. Let’s say your project is going to create 
many documents that need to be stored and shared - for instance, the Project Charter, 
Issues Log, Business Requirements, Testing Plan, etc. After a document is created, the 
team members need to know where it should be stored. Depending on your 
sophistication, the document might go into a network file folder, a file folder on your 
hard drive, a document management software package, etc. After the document is 
created, you must know who can have access to it. Most documents might be accessible 
to the entire team, but you only want them to be able to view the documents – not 
change them. You should come up with a common naming convention for the original 
document and any revisions. For example, if you update the Project Charter, should the 
changed document replace the older version? Perhaps you should save the original 
document and then designate the new document version 2. These are all part of your 
document management procedures. 

Let’s also look at Status Reports. You should determine the naming conventions of the 
Status Reports ahead of time. If every team member sends a Status Report to the 
project manager, it will not be long before the project manager will have dozens or 
hundreds of Status Reports. If the format of the document name is in the format of 
'Date Name Status Report' the reports will sort in chronological order. If the document 
name is 'Name Status Report Date' they will all sort by person. Perhaps the project 
manager should just delete the Status Reports after reviewing them. All of these 
questions are components of document management.   

Document management considerations are trivial for small projects. For large ones, 
these processes need to be planned ahead of time or else confusion, uncertainty and 
extra work will occur when the project is in progress. 

Structured and Unstructured Data (6.1.2.1.P2) 

Data can be stored in one of two states – structured or unstructured. Structured data 
refers to information that is stored in repetitive and structured format. Structured data 
refers to files, tables, databases, data warehouses, etc. This type of data is easily stored 
and accessed by computer programs.  

On the other hand, unstructured data is typically in a format that is easier for a human 
being to understand but harder to manipulate automatically. Unstructured data includes 
documents, images, graphics, video, audio, etc. Unstructured data can be increasingly 
manipulated by a computer, but the basic understanding of the content is still best 
performed by people.  
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Although documents are the primary concern for most project teams, the concept of 
document management can be broadened on your project to include any type of 
unstructured data as described above. In other words, if your project generates audio 
and video files, you can use these same techniques regarding naming conventions, 
indexing, storage in the repository, etc.   

Examples of structured and unstructured data are shown in the table below.  

Structured Data Unstructured Data 

Fields, records, files, tables 

Code, models, scripts 

Rely on tools, databases 

Source code management tools 

Hard to organize without tools or 
structures 

Documents, pictures, graphics, text, 
video, chat 

Difficult to find tools, although more 
exist today 

Document management tools 

Can organize without tools 

Basics of Document Management (6.1.2.1.P3) 

The components of the document management process are described in this section. 
These processes can be modified as necessary for your project, and then inserted into 
the Project Management Plan that is created during the 1.0 Define the Work step. Many 
of these components are needed to support the process that a document goes through 
from creation to approval. This is explained in 6.1.2.2 The Document Life Cycle. The 
process for managing draft copies is described at 6.1.2.3 Draft Copies 

In fact, document management is not so much a sequential process as it is an approach 
and set of techniques for managing documents.  

The larger the project, the more rigor and structure is needed to manage documents. 
You can end up with a big mess trying to save and find documents if you do not think 
through a good document management plan ahead of time. The following areas should 
be considered part of an overall document management plan. These items do not reflect 
a process, per se, since many of the items can be considered and implemented in any 
order.  

• Determine where to store documents. The project team should have a common 
area, or repository, for storing documents. This could be in a file directory, 
document management software package, paper file cabinet, etc. The project 
manager should be sure that documents are not stored in multiple locations based 
on the preference of each team member. If that happens, the team will have 
difficulty finding important documents when they are needed – especially if there is 
turnover among members of the team.  

• Determine the types of documents to include. The team also needs to 
determine the types of documents that will be added to the document repository. It 
is possible that the repository can hold every document in every stage of completion, 
including drafts and documents in each team member’s work area. However, it is 
also common for each team member to have a work area for his own documents 
and for the document repository to only hold final, approved deliverables.  
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• Define a logical and physical document organizational structure. Once you 
know where you will store documents, you should also determine the directory or 
folder structure. This will provide guidance to team members on the specific 
locations to store documents and will likewise help the team find documents when 
they are needed. The first step is to define a logical view of how the documents 
should be organized. The logical view just means that you place a draft on paper for 
feedback. Once you have agreement on this view, you need to implement it in the 
specific directory structure or tool. The structure should be one that is easy to 
understand and easy to use to find relevant information. After you have created this 
logical view on a couple projects, you will start to see similarities and you may find it 
beneficial to create a standard logical organization structure for all projects. A 
sample logical repository structure is available at 6.1.1.3 Manage Documents / 
Deliverables. 

• Define naming standards. It can be hard to find documents even if you have a 
good organizational structure. A common document naming standard will make it 
easier. An example was described previously for Status Reporting naming 
conventions. One convention could be '20061201 Joe Smith Status Report'. In this 
scheme, all the status reports for a given timeframe would sort together. On the 
other hand 'Joe Smith 20061201 Status Report' groups the reports by person. The 
project manager needs to make sure that everyone is using the same naming 
scheme. Although this exercise might seem tedious, having a common naming 
standard for related documents will be very valuable as your project team generates 
hundreds of documents over time. 

• Determine if some documents need versioning. The project manager should 
determine whether multiple versions of documents will be saved or if just the latest 
version will be saved. Many documents, such as the Project Charter, should have all 
approved versions saved. For these documents, the naming convention will need 
some type of version number. For instance, the original document might be named 
'ABC Project Charter v 1'. The document name would be changed to ‘ABC Project 
Charter v 2’ if it is revised at a later time. People can then still refer back to the prior 
versions if necessary. On the other hand, documents such as the Issue Log only 
have a current version, and historical information is saved within the document. The 
current Issues Log always replaces the prior Issues Log, and there is no reason to 
keep separate versions. If you have a document management system it probably 
provides a versioning feature for you. 

• Determine if (and how) you will track document approval status. When 
documents need to be approved, and especially if the approval process can be 
lengthy, it is important to signify the document approval status. For instance, it is 
important to know whether a deliverable you are reading is a final approved version 
or a draft. Having separate libraries for documents as they go through the approval 
process can do this. Typical document indicators are “draft”, “work in-progress” and 
“final”. When a document is created, it is in “draft” mode. When the document is 
being circulated for approval, it is moved to the “work in-progress” folder. When the 
document is approved, it is moved to the “final” folder.   

• Define standard document formats. It is easier in the long run to read and 
create documents if they all follow a standard format such as font style and font 
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size. In addition, the team can create standard headers and footers, cover pages 
and table of contents. This will give all the documentation a standard look and feel. 

• Identify standard document tools (optional). The team needs to have a 
standard set of document-processing tools. Normally this is not a problem if the 
team is all from the same area. However, the lack of common tools can be a 
problem if your project team includes people from different organizations, different 
countries or different companies. For instance, something as simple as a standard 
word processing tool is normally not a problem. However, if you have suppliers and 
vendors on your team, you may have some team members using MS Word as their 
word processing tool and some using WordPerfect. Similarly, all team members need 
to have the same spreadsheet software. Once the standard software is identified, 
you also need to ensure the entire team is on the same release. In other words, if 
you want to use MS Word on your project, make sure all team members have the 
same version of MS Word. Sometimes your documents will not be able to be easily 
shared if the creator and the reader are not on the same software release.  
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6.1.2.2 The Document Life Cycle 
(6.1.2.2.P1) 

It is important for the project manager to recognize the stages that a document must go 
through from creation to completion. This knowledge allows the project manager to 
understand the overall status of a document at any given time and helps ensure 
adequate time is allocated for the completion of the document. For instance, when a 
team member says he can complete a document in two weeks, is he saying that the 
document will be ready to circulate in two weeks or that the document will be completed 
and totally approved in two weeks? Not all documents need to go through all the stages 
of document creation and approval. However, depending on the document, one or more 
of the steps will be required.  

Some of the review steps defined here would also be considered part of a quality control 
process for the documents. 

 Role The Document Life Cycle 

1 Document 
author 

Plan the document 

Sometimes you can sit down and just start writing your document. 
Other times you need to prepare and plan. This is especially true as 
your document gets larger and more complex. In many cases you 
are not able to start writing because you do not have your thoughts 
structured. Preparation and planning, which includes outlining the 
content and structuring the sections, will help you get started. 

2 Document 
author 

Create the initial document draft 

In this step, the document draft is created. If there are no 
subsequent reviews and approvals, this step results in the creation 
of the final deliverable. Most of the effort associated with the 
document is used in this step. Subsequent steps may take a long 
duration, but they do not take nearly as much effort. 

3 Document 
author 

Circulate document for feedback and modify as appropriate 

These two steps involve circulating the document for initial review 
and feedback. The document is updated based on the review 
comments. Depending on the particular document, this may be an 
iterative step. A document may have an internal review, followed by 
a stakeholder review, followed by a management review. After each 
of these reviews, the document is subsequently modified based in 
the feedback and sent to the next step. 

4 Document 
author 

Gain document approval 

When the document has been circulated for feedback and 
subsequently updated, it will be ready for final approval. Some 
documents should be formally approved in writing. Others are simply 
considered complete after the final round of feedback is received. 
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Like all completed (production) deliverables there may be subsequent updates or 
enhancements that may require their own mini-document life cycle as well. 
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6.1.2.3 Draft Copies 
(6.1.2.3.P1) 

Draft copies are documents that have been initially completed by the author, but are not 
yet ready to be considered entirely complete from a project perspective. In most cases, 
this is because the document is in some kind of review process. Draft copies of 
documents could be stored in the author's workarea. However, for large projects, or 
ones where more rigor in document management is needed, it will make sense to 
maintain a library or folder for draft copies. The update process for draft copies is as 
follows: 

 Role Document Approval Process 

1 Document 
author 

A document is created and edited in the author’s workarea. 

2 Document 
author 

After the initial draft is completed, the document is moved from the 
workarea to the draft library. The document stays there until the 
author needs to update it or it is ready to be moved to the repository 
as an approved document. 

3 Document 
author 

When the document is in the draft library, it can be circulated for 
review and input. 

4 Document 
author 

If the draft copy needs to be updated again, the document is copied 
back to the workarea for updating, leaving a copy in the draft library. 

5 Document 
author, 
Librarian 

This process is repeated until the document is totally complete. Then 
the document can be moved from the draft library to its final 
location in the document repository. 

The value in this approach is that the project team always has one official draft of each 
document and only one live, approved version as well. 
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6.1.2.4 Sample Directory Structure 
(6.1.2.4.P1) 

At a high level, the document repository should be comprised of three main areas - 
Project Deliverables, Project Management Deliverables and Reference. A fourth area can 
also be defined for the Work Area. 

• Project Deliverables: Directory for storing all project-related deliverables. This is 
further broken down into subfolders to provide more guidance on where specific 
documents should be stored 

• Project Management Deliverables: Directory for storing all project management-
related deliverables. This is further broken down into subfolders to provide more 
guidance on where specific documents should be stored 

• Reference: Directory for any documents that add value and are used as input to 
the project, such as architecture definition, client organization charts, training 
material, graphics, etc. This directory is for documents that are used as input to your 
project. Deliverables that are created by the project do not go here 

• Work Area (optional): Directory for each team member to use to create work 
products 

Below is an example of how the logical design could be laid out using a simple directory 
structure. 

\Name of Project 

\Project Deliverables 

\Final 
\Draft 
\Work in Progress 

\Project Management Deliverables 

\Project Charter 
\Communications 
\Presentations 
\Financial Information 
\Logs 
\Miscellaneous 
\Schedules 
\Status  

\Meeting Minutes 
\Reports 

\Reference 

\Tutorials 
\Templates 
\Other Reference Material 

\Workarea 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

264 

\Team member 1  
\Team member 2  
\(etc...) 
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6.1.3 Manage Communication /  
Large Projects 

Large Projects (6.1.3.P1) 

In a large project, all communication takes place in context of an overall Communication 
Management Plan. Status meetings and status reporting are required, just as for a 
medium-size project. In addition, there are many other types of proactive 
communication that need to be considered. This creative and proactive communication 
is laid out in a Communication Management Plan, which is created as follows. 

Beginning of Project 

Plan Communications (6.1.3.P2)  

 Role Manage Communication (Large Projects) 

1 Project 
Manager 

Determine the project stakeholders  

In some cases these are stakeholder groups such as a project 
steering committee. In other cases, there may be a single person 
such as the sponsor. 

2 Project 
Manager 

Determine the communication needs for each stakeholder 

The project manager can categorize the communication needs into 
three areas.  

• Mandatory. This generally includes project Status Reports, legal 
requirements, financial reporting, etc. This information is pushed 
out to the recipients. 

• Informational. This is information people want to know or that 
they may need for their jobs. This information is usually made 
available for people to read, but requires them to take the 
initiative, or pull the communication. 

• Marketing. This communication is designed to build buy-in and 
enthusiasm for the project and its deliverables. This type of 
information is pushed out to the appropriate people. You may 
also want to “brand” a large project if you require the 
organization culture or work habits to change (See 6.1.3.3 
Branding a Project). 

3 Project 
Manager 

For each stakeholder, brainstorm how to fulfill the 
communication need 

It is important for the project manager to use Status Reports and 
other communication methods to manage expectations. See 6.1.1.1 
for more information on managing stakeholder expectations. 
However, that is usually not enough communication for larger 
projects. 

For each stakeholder, determine the information they need to know, 
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how often they need an update, and the best manner to deliver the 
information. At this point, be creative in looking for ways to 
communicate to the project stakeholders. For instance, all 
stakeholders still need an updated project status. The Steering 
Committee may need to get together for an executive briefing and to 
provide strategic direction every other month. The project sponsor 
may need a personal briefing on a monthly basis. A quarterly 
newsletter may need to go out to the entire client organization for 
informational and marketing purposes. For other examples of 
communication mechanisms, see 6.1.3.2 Communication 
Management Plan Examples.  

4 Project 
Manager 

Determine the effort required 

Estimate the effort required to create and distribute each of the 
identified communication options outlined in step 3. Also determine 
the potential benefit of the communication to the recipient and the 
project team. 

5 Project 
Manager 

Prioritize the communication options 

Discard the communication options that require high effort for 
marginal benefit. Also discard those that provide marginal benefit 
even though they may take little effort from the project team. 
Implement the communication options that provide high value and 
require low effort from the project team. Also evaluate those options 
that have high value and require a high level of effort from the 
project team. Some of these might make sense to implement while 
others may not. 

6 Project 
Manager 

Implement mandatory communications 

Regardless of the prioritization, implement any communication 
options that are mandatory for the project. This will definitely include 
project Status Reports, but there may also be government-required 
reports, legal reports, etc. 

7 Project 
Manager 

Add the resulting communication activities to the schedule 

This will include assigning frequencies, due dates, effort hours and a 
responsible person(s) for each communication option implemented. 

Create Document Management Plan (6.1.3.P3) 

8 Project 
Manager 

Plan for and manage documentation 

Larger projects can also create a lot of documentation. This 
documentation can easily get out of control to a point where the 
information is scattered, hard to find and hard to organization. The 
process of managing documentation is much easier if the project 
manager takes care to plan what the documents will look like, where 
they will be stored and how they will be controlled. The document 
management process is described in 6.1.2.1 Manage Documents – 
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Basics and 6.1.3.1 Manage Documents - Advanced.   

Ongoing Processes 

Distribute Information (6.1.3.P4) 

9 Project 
Manager 

Execute the Communication Management Plan 

The Communication Management Plan details the stakeholders, their 
information requirements, how often they should receive 
communications, the best format for the communications, etc. The 
project manager needs to execute the Communication Management 
Plan to make it real. This also includes responding to ad-hoc 
requests for information.  

Performance Reporting (6.1.3.P5) 

10 Project 
Manager, 
Team 
Members, 
Client 

Schedule and attend status meetings 

The team should attend status meetings on a weekly or bi-weekly 
basis. If the project manager prefers, there could be a status 
meetings for the project team and a separate meeting with the 
client. There should be a standard agenda for the meetings and the 
meeting should be kept to no more than one hour. In general, the 
purpose of the meetings is to communicate status, not solve 
problems. (An agenda for the meeting is included in the deliverable 
section.) 

11 Project 
Manager 

Create sponsor and stakeholder status reports 

The project manager should send Status Reports to all stakeholders 
on a bi-weekly or monthly basis. Depending on the financial 
reporting cycle, the monthly Status Report should include a financial 
status as well. 

12 Team 
Members 

Create team status reports for the project manager 

The project team members should send a weekly or bi-weekly Status 
Report to the project manager detailing their progress during the 
reporting period. This information is used by the project manager to 
update each assigned activity in the schedule. This report is in 
addition to the status meeting. If the project manager understands 
the current detailed status for each team member, the Status Report 
may not be required. This may be the case if the project manager is 
also working on the detailed deliverables of the project.  

A typical sequencing of Status Reports and status meetings is for the 
project team to report status to the project manager by the end of 
the last day of the week. The project manager updates the schedule 
and budget on the morning of the first day of the week and issues a 
status update to the sponsor and other stakeholders. The project 
manager and project team hold a status meeting on the second day 
of the week to discuss project status and assign work. This process 
ensures that the project manager is up-to-date on all project 
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activities at the end of the week and is prepared for a productive 
status meeting with the project team and the client at the beginning 
of the following week. 
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6.1.3.1 Manage Documentation - 
Advanced 

(6.1.3.1.P1) 

Large projects should first look at the process for medium projects since all of these 
items still apply. In fact, these rules for directory structures and naming conventions are 
even more important in large projects. In addition to the items for medium projects, 
large projects should look into the following areas.  

• Assign a document librarian. Once you establish a document repository for a 
large project, you will want someone to be responsible for managing it. This is not a 
difficult job if the project is small to medium-size. However, if your project generates 
a lot of documents, this could take a lot of time – perhaps even requiring a full-time 
team member. You will also want to assign a backup for when the primary librarian 
is out. The librarian can be a role assigned to one or more of the team members. 
There are a number of activities to the position that can also be filled by a clerical 
person on projects that require a full-time position. The responsibilities of the 
librarian are as follows: 

o Coordinate activity that is related to the document repository 

o Establish, maintain, and enforce document repository standards and monitor 
them for conformance 

o Identify and resolve repository problems 

o Monitor and control access and updates to the repository 

o Determine when it is necessary to archive old documents in the repository, and 
perform archive and purge functions 

Don’t be afraid to designate a Document Librarian for large projects. This does not 
have to be a full-time position. It could be a role that only requires 10% of one 
person’s time. However, if your project generates a lot of documents you certainly 
need some type of role and processes to ensure that the integrity of your 
documentation is protected.   

• Define access rules. The access rules describe items such as who can review 
documents and who can update them. Most documents should be accessible for the 
entire team to read. Some documents may need to be more secure. However, you 
should also be clear on the documents that team members can update. In general, 
the rule is that the person(s) who created the document should be the only one that 
can update it.  

If you use a document management tool, these access rules can be established and 
enforced. Even if you are using ordinary folder structures, you can still establish 
clear rules. For instance, you could set up a folder for final, approved documents 
that no one should touch. You can also establish work folders for each team member 
to store draft documents, as well as project deliverables that are in-progress.   
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• Create a keyword and indexing scheme for searching.  Depending on the 
technology of your repository, it should be possible to search for documents. The 
search can usually be performed by document name (making naming standards 
more important) and/or by keyword. Keywords are descriptive words that are 
associated with the document so that someone can find it later by a keyword search 
if he does not know the name or where it is located. These keywords make up the 
metadata for the document; that is, they provide a means to describe the document 
itself. The keyword structure should be defined up-front. Examples of a simple 
document-indexing scheme would include the document title, subject, author or 
contact person, submission date and a list of keywords. The document would then 
be able to be found using a search on any of the words associated with that 
keyword scheme.  

• Define repository update procedures. All team members will need full access to 
any of their own documents that are in-progress. However, the project team needs 
to decide whether anyone can make updates to other team member’s documents as 
well. For instance, it might be appropriate for anyone to add documents to the 
portion of the library that holds final, approved deliverables. On the other hand, you 
may want to restrict access to these areas, and allow only the librarian to make the 
final updates. This is one aspect of the update rules that the team should put in 
place early in the project. A procedure to support this is:  

1. Team members submit documents to the librarian when the documents have 
been formally approved or at the end of every phase and the end of the project. 
The team member completes a form that describes the deliverable, the 
keywords, approval date, storage folder, etc.  

2. The librarian ensures that the document is appropriate for the repository and 
that the document follows project standards. If the document is not appropriate, 
the librarian can decline to add the document to the repository. If the document 
does not follow standards, the document is returned to the team member for 
correction. If the librarian does not have the expertise to review the document 
content, the librarian can assign the review to another team member for review 
and feedback.  

3. If the document is relevant and follows document standards, the librarian places 
it into the proper folder of the repository and updates any other required 
keyword information. The librarian uses the document submission form to add 
the appropriate metadata to the document, including keywords, approval date, 
description, etc. 

Documents are added on an ongoing basis or at least at the end of every major 
phase. 

• Determine retention and purging timeframes. Purging old documents ensures 
that the information on the repository is relevant. For instance, weekly individual 
Status Reports may not be needed after three months. On the other hand, the 
Project Charter document is needed for the life of the project, even if it is 12 months 
old. At periodic times during the project, the librarian can archive documents that 
are no longer relevant and purge the documents from the repository.  
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• Determine repository backup and recovery requirements. If the document 
repository is not backed up automatically, the project manager needs to put 
activities on the schedule to ensure that the backup is performed. If your 
organization already has automated processes that are backing up the repository, 
make sure that the frequency of the backup is adequate to allow the recovery of the 
documents to be as up-to-date as possible. The project manager needs to know 
where the backup is stored and for how long. At least one recoverable backup of the 
document repository should be sent off-site in case of a disaster. 

• Hold periodic repository review. If your project is very large and the document 
repository is very complicated, it may make sense to perform a scheduled, periodic 
review of the repository and the overall document management processes. The 
librarian will be responsible for coordinating this review.  The review can check for 
the following: 

o The repository is being properly backed up and purged 

o Documentation is being stored in the right place 

o Documents are being indexed and categorized properly so that they can be 
accessed when needed 
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6.1.3.2 Communication Management 
Plan Examples 

(6.1.3.2.P1) 

The following items are examples of the types of communication that could be created 
as part of an overall Communication Management Plan:  

Mandatory (6.1.3.2.P2) 

These types of communication are required by your company, your industry or by law. 
This information is “pushed” (sent directly to) to recipients. 

• Project Status Reports  

• Regular voicemail updates (of status)  

• Status meetings 

• Meetings with steering committee 

• Regular conference calls and videoconferences with remote stakeholders 

• Required reports to shareholders or your Board of Directors 

• Government required reports and other information 

• Required financial reporting such as budget vs. actuals, budget variances, etc.  

Informational (6.1.3.2.P3) 

This is information people want to know or that they may need for their jobs. This 
information is made available for people to read, but requires them to take the initiative, 
or “pull” the communication. 

• Awareness building sessions that people are invited to attend (these are not meant 
as training – just to build awareness of the project)  

• Project deliverables placed in a common repository, directory, website or library that 
people can access 

• Frequently-asked questions 

Marketing (6.1.3.2.P4) 

These are designed to build buy-in and enthusiasm for the project and the deliverables. 
This type of communication is “pushed” to the readers.  

• Project newsletters with positive marketing spin 

• Meeting one-on-one with key stakeholders on an ongoing basis 

• Traveling road shows to various locations and departments to explain the project 
and benefits 

• Testimonials from others that describe how the project deliverables provided value 

• Contests with simple prizes to build excitement  

• Project acronyms and slogans to portray a positive images of the project 
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• Project countdown-until-live date 

• Informal (but purposeful) walking around to initiate discussions about all the good 
things the project is accomplishing  

• Celebrations to bring visibility to the completion of major milestones 

• Project memorabilia with project name or image portrayed, such as pins, pencils, 
Frisbees, cups, T-shirts, etc. 

• Publicizing accomplishments 

The point of the examples is to show that project communication can take many shapes 
and forms. For large projects especially, the project team should be creative in 
determining how, what, to whom, where and how frequently the communication takes 
place. If the project is controversial, requires culture change or is political, the positive 
aspects of marketing communication become more and more critical. In these cases, 
you can also put a proactive plan in place to brand the project with a positive image and 
feeling (see 6.1.3.3 Branding a Project). 
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6.1.3.3 Branding a Project 
(6.1.3.3.P1) 

There are three major categories of communication within a Communication 
Management Plan – mandatory, informational and marketing. Your project will probably 
always have mandatory communications and you will want to add information 
communication as well if the project is large enough. Marketing communication is where 
the creativity comes in. Many projects have no need for marketing communication. 
However, if your project is controversial or if it requires culture change to be successful, 
you should focus on marketing communications.   

Branding is a more sophisticated form of marketing communication. The purpose of 
branding a project is to associate an emotion or a feeling with your project. This is 
exactly what marketing people try to do when they brand a product. For instance, The 
Coca-Cola Company hopes that you feel good about its products and that you will 
choose its products from a crowded store shelf because you like the image and emotion 
associated with it. Maybe it works. If you throw a party and you provide a cooler full of 
Cokes and Sprites, you probably feel pretty good about the image you are portraying. 
On the other hand, if you stock a cooler full of ‘no-name’ cola, you might feel a little 
embarrassed. If you do, the branding process has had an effect on you.  

Branding a project has the same connotation. The purpose of branding a project is to 
associate a positive image and emotion when a person hears of your project. This is not 
something most projects need to be concerned about. However, ask yourself some 
questions regarding the impact your project will have on the organization.  

• Does it impact a large number of people or maybe the entire company?  

• Will it require a culture change or a change in the way people do their job?  

• Will your project make people nervous? For instance, will it result in efficiencies so 
that less people are required to do the same function?  

These are the types of projects that would be candidates for branding.  

Ask yourself these types of questions when you consider formal branding strategy. 
When people hear of your project, do you want them to think of the benefits your 
project is bringing or do you want them to think about how bad the project is? Should 
they think of the company responding to competitive challenges or should they be 
wondering if the project will cost them their job? Do you want them to have positive 
thoughts or negative ones? 

All large projects have an emotion associated with them. If you don’t do anything, this 
emotion is generally negative. It is just the nature of people that they seem to think that 
changes are bad. Branding helps you proactively build the image you want to portray 
rather than getting stuck with one. Of course, branding takes time, so you also need to 
have a project with a long time horizon.  

There are activities that a project can perform to help with the branding campaign. If 
possible, you should consider meeting with your marketing department to gather more 
ideas and get help with how to establish a brand and how to successfully implement it. 
Examples of activities include: 
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• Establish a positive project name. For instance, a project called MarketForce, 
probably gives more of a positive image than one called Marketing Process 
Improvement Initiative. You can build a positive image with an easy to remember 
acronym as well.  

• Establish an image / logo. The project should have an image or logo associated 
with it. The image must be positive and it should be included on all communication 
coming from the team. 

• Distribute branded “trinkets”. Put your project name or logo on pins, t-shirts, 
pencils, Frisbees, etc. You can reward people with a token that contains the project 
logo when they do something good. 

• Hold face-to-face meetings. Spend the time to see as many people as possible in 
person-to-person meetings or small group meetings, especially at the beginning of 
the project. No one wants to hear all the information about an important project on 
email. It cheapens the project. 

Other ideas include "lunch & learns", a series of simple words to associate with the 
project logo (perhaps a slogan), gathering testimonials of happy users and ongoing 
personal communication. All of these ideas are ways to keep your project and your 
positive message in front of people.  

Of course all of this is contingent on also including a steady stream of informational 
content as well. A steady stream of information, combined with the positive feeling of 
the project branding will help the project be successful and should help overcome any 
negative perceptions about the project. 
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6.2 Manage Communication / 
Techniques 

Practice Meeting Fundamentals (6.2.P1) 

In general, all meetings should have an agenda. The creation of the agenda takes a little 
extra work, but it can be as simple as writing it in an email and sending it to the 
meeting participants.  

Regularly scheduled, ongoing status meetings do not necessarily need a published 
agenda every week if they stick to the same agenda format. In those cases, the formal 
agenda is of most value while the team is first meeting. Once everyone understands the 
purpose and the regular flow, the standard agenda model can be reused every time.  

Other meeting considerations include: 

• If you have a large group of people attending the meetings, there should be a 
meeting facilitator, although the role can be rotated for regularly scheduled 
meetings. This is usually the person who requested the meeting unless other 
arrangements have been made. For ongoing status meetings, the facilitator is 
usually the project manager.  

• Make sure the participants know ahead of time of anything they need to bring to the 
meeting or any advance preparation that needs to take place.  

• Only invite the people that need to be there. Others may dilute the effectiveness of 
the meeting. 

• The meeting should start on time, with some allowance for those that may be 
coming from another meeting.  

• The person who requested the meeting should explain the purpose and the expected 
outcome. 

• The facilitator needs to follow the agenda and watch the time to make sure 
everything gets covered. 

• Someone should document any action items assigned during the meeting. This will 
be the facilitator or originator unless other arrangements have been made. This 
person is sometimes called a “scribe”.  

• The scribe should recap all outstanding action items toward the end of the meeting, 
including who is responsible, what is expected, and when the action item is due. 

• The scribe or facilitator should recap any decisions that were made and document 
them in an email (or other project communication mode as appropriate). 

Keep Status Meetings Focused (6.2.P2) 

There is always a temptation to engage in problem solving when you have all the key 
people together at one time. However, the concern about problem solving is that usually 
only a few people are engaged in any one problem, while everyone else is unengaged 
and wasting time. While you have everyone together, use the time to discuss general 
status, issues, scope and risk. These are all features of overall project health and should 
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be of interest to all team members. There can certainly be some problem solving if there 
is time on the agenda, but the facilitator should make sure that the problems are of 
interest to most of the team members.   

A common complaint in status meetings is that they take too long. Some projects have 
status meetings that last two hours and longer. These long meetings are usually caused 
by too much problem solving that is not relevant to all of the meeting participants. The 
best way to focus status meetings that are too long is to simply reduce the time 
allocated to the meeting. For instance, if you meet for two hours per week and find that 
you cannot complete all your work, try reducing the time of the meetings to 90 or 60 
minutes. Keep the status meetings short with a tight agenda to be most effective. Take 
any lengthy discussions offline or to a separate meeting that focuses on these items 
with the people that are most interested.  

Use Standardized Reports to Report Status (6.2.P3) 

You should avoid creating individualized reports for each person who needs information. 
Most people need only a standard set of information that can be communicated in a 
common project Status Report. If there is a need for information in addition to the 
standard status report, you can create an additional standard report to provide the 
information. For instance, you may create a detailed Status Report on a weekly basis 
and a summary Status Report on a monthly basis. This is fine. One report may not serve 
the needs of all stakeholders. However, even if you have multiple reports, they should 
all be based on standard templates. You should minimize ad-hoc status reporting 
requests as much as possible. They take extra time and usually provide only marginal 
value over the standard report templates that are already available for you. 

Ask for Team Status Reports on a “Frequent Enough” Basis (6.2.P4) 

The frequency of status reporting is based on the length of the project and the speed in 
which you need to react. For instance, if your project is two months long and the project 
manager receives Status Reports from the team members on a monthly basis, there is 
not enough time to respond if problems are reported. A good rule of thumb is as 
follows: 

• Small projects may not need formal status reporting.  

• Team members on medium projects should report status every week.  

• Team members on large projects should report status every week or perhaps every 
two weeks.   

Status updates are also somewhat situational. For instance, if critical activities are 
occurring, you may need status updates on a daily basis. This may be the case around 
implementation time when a lot of work needs to converge in the final days of the 
project. 

Include Information of Value in Status Reports – Not the Mundane (6.2.P5) 
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Let’s face it: Status Reports are typically not as effective as they should be. This is true 
for team members that submit Status Reports to the project manager, as well as project 
managers that are submitting Status Reports to their major stakeholders. One of the 
major reasons is that the people completing the reports look upon them as a chore and 
not as a way to communicate valuable information. You typically get a Status Report 
that is very brief and says nothing, or else you get a Status Report that contains all the 
mundane activities that a person did. 

The person creating the Status Reports needs to write it so that the reader can use the 
information in them in the decision-making process. The information needs to be of 
value. The writer should ask himself whether the information on the Status Report is 
there to really communicate something valuable or is it just taking up space.  

Typically the Status Report should focus on the following: 

• Accomplishments against the assigned activities on the schedule 

• Comments on work that should be completed but is behind schedule 

• Problems (issues) encountered, the impact to the project, and what is being done to 
resolve them 

• Scope change requests 

• Newly identified risks 

• Observations that will be useful to the reader 

If you focus on this type of information in your Status Report, you will find that the 
information is meaningful and can be used to help manage the project and keep the 
stakeholders informed. People will stop paying attention if you report on the trivial 
events of the reporting period. 

Use Appendices for the Details (6.2.P6) 

You want to focus on meaningful information in the status report. However, you may 
find that some of your audience finds meaning in the exceptions while others find 
meaning in the details.  
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Does that mean you need to create two status reports? You should not need to. One of 
the ways to satisfy both audiences is to write the formal Status Report as an exception-
based document and include the details as appendices (attachments). For instance, 
most readers want to know the accomplishments from the prior period and the planned 
accomplishments for the next period.  However, your manager might want to see the 
entire schedule. To satisfy both, just include the schedule as an appendix. If you are 
emailing the information, you could email the current schedule as a separate document 
from the basic Status Report.  

A similar example is a situation where you note an accomplishment about completing a 
significant amount of training. Your client might want to see the names of the people 
trained. Again, do not include this level of detail in the body of the report. Include the 
information in an appendix instead. 

You Need to Report Need Less Detail as you get Higher in the Organization 
(6.2.P7) 

If you create a Communication Management Plan for your project, the needs of all your 
stakeholders will be analyzed formally. But even without a formal Communication 
Management Plan, always keep the organizational level of your audience in mind. The 
organization level helps you determine the level of detail that is required in the Status 
Report.  

For instance, your team members need information that is highly detailed and highly 
specific to the work they are assigned. As the project manager, you need information 
that covers the entire project but at a less detailed level. The manager of the project 
manager needs to have information summarized and delivered at a higher level. The 
next higher manager needs information at a higher level still. Although your project is 
the most important thing on your mind, to senior management it may just be one of a 
number of important events they are trying to keep track of.  

In some organizations, this filtering is a part of the communication system. For instance, 
you may give a Status Report to your manager. Your manager receives your status, as 
well as from the other people that report to him or her. Your manager then summarizes 
and consolidates the information and passes a higher-level report to his manager. That 
manager in turn does the same thing until only very high-level information reaches the 
top. Therefore, senior management may just get a one-line status update on your 
project. In fact, if your project is on track, it may not even be mentioned at the 
executive level. 

In other organizations, however, the status information is not summarized and passed 
upward. The project manager is the one that needs to communicate with multiple 
management levels. In that case, remember that one size of communication does not fit 
all. You may need to modify the communication content to each level of management. 
For instance, you may send a one-page report to your direct manager and your major 
clients showing the project status and financial situation. This may be summarized to a 
half-page for the next level of management and to perhaps a paragraph to the next 
level.  

Use the Best Communication Media (6.2.P8) 

When you select the various types of communication that you need for your project, 
also determine the best medium for delivering the information. For instance: 
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• Status Reports. These do not have to be on paper. Depending on the person 
sending and receiving the information, the status can be communicated via 
voicemail, email, videoconference or other collaborative tools. Your organization may 
have a standard way of delivering status. If not, pick a manner of reporting that is 
convenient for the reader without compromising the value of the information. 

• Email. Use email for routine messages, information sharing and some marketing 
related messages. Spread these out so that you don’t inundate the same people over 
a short period of time. 

• Voicemail. Use voicemail to leave simple messages to individual people or to entire 
departments. Complicated or long messages are not appropriate for voicemails. 

Don’t “Shoot the Messenger” that Brings Bad News (6.2.P9) 

You have all heard this saying (or something similar). It means that you should not take 
retribution against the person (or people) that deliver bad news. If you ask people for a 
status, accept the good and the bad for what it is – information for you to make better 
decisions. If you want people to tell you when there are problems, you need to accept 
the information and work with the team on causes and solutions (hopefully the team 
member is proposing solutions along with the problem).  

All project managers need to take this message to heart. You want to hear bad news as 
quickly as possible so that you have a chance to respond quickly. Issues and risks that 
are surfaced early allow for much more flexibility in the response. You have much less 
flexibility to operate if you hear about them at the last minute. However, if people bring 
bad news to you and you respond negatively toward the person bringing the news, it 
will make it much harder for other “messengers” to come forward with bad news in the 
future.  

Use Green / Yellow / Red Indicators to Represent Overall Project Health 
(6.2.P10) 

One good technique for providing an overall summary of a project is to include a green / 
yellow / red indicator. Just as you would expect, a green indicator means that the 
project is basically on track. It does not imply that there are no problems at all. But it 
does mean that all problems are being addressed and the project is basically on time 
and on budget.  

A summary indicator of yellow means that there is some risk that the project will not 
meet its budget or deadline. Placing a yellow status indicator on the project is a way to 
manage expectations and let people know the project is at some risk.  

If your project has an indicator of red, you are telling people you are definitely in 
trouble, and will need to compromise on budget, deadline and / or quality.  

The real value of this indicator occurs when the project status is summarized for upper 
management. If senior management has a summary page of all projects, as well as a 
green / yellow / red indicator, they can easily see the overall status of the entire 
portfolio. If they manage by exception, they would immediately focus on those projects 
that are red and yellow. 

Communicate Proactively to Manage Expectations (6.2.P11) 
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One of the main purposes of managing communication on a project is to manage 
expectations. Status Reports, for instance, are a way of communicating to stakeholders 
how the project is progressing against its schedule and budget. You include information 
on issues, scope change, risks, etc., as a part of providing information to manage 
expectations. Additional information on managing client expectations is discussed in 
detail at 6.2.1.Manage Communication / Managing Expectations. 

Place Communication Events on Your Schedule (6.2.P12) 

The project manager should treat communication events like any project deliverable. 
You should add the activities to the schedule and assign people and end-dates so that 
the team understands when the communication is expected and who is responsible for 
creating and delivering it.  

Your schedule should include the due dates for your Status Report to stakeholders, as 
well as the Status Reports you expect from your staff. You should include activities in 
your schedule for all your status meetings, sponsor meetings, steering committee 
meetings and any other scheduled meetings. Likewise, if you are creating other items 
like a project newsletter, add activities specifying when input is due and when the 
newsletter will go out. If you are not very specific on expectations and due dates, you 
will find these communication instances starting to slide. For instance, you may find your 
quarterly newsletter is distributed six weeks late and then you may decide to skip next 
quarter since it is too close to the last one.  

Use Project “Branding” Concepts for Culture Change Projects (6.2.P13) 

Most projects don’t have to worry about branding. Their scope is limited to a small set of 
people and the impact of the project on the organization is modest. However, some 
projects will affect an entire organization or company, and may take years to implement 
fully. These are the types of projects where it makes sense to build a positive image and 
associated good feelings. They are candidates for branding. See 6.1.2 Manage 
Communication / Branding a Project for more information. 
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6.2.1 Manage Documentation – 
Techniques 

Use Document Management Technology as the Basis for Your Process 
(6.2.1.P1) 

Much of the process for managing documents is influenced by any document 
management technology used on the project. For instance, document management 
software will usually come with a standard logical structure. You just plug in your 
specific names to make it real. Software may also enforce versioning and have features 
for controlling update authority. The tool may also describe the metadata needed for 
keywords and indexing.  

Store Project and Project Management Documents in the Repository (6.2.1.P2) 

The document repository holds all the project deliverables - both project-related and 
project management-related. For instance, the repository will hold the Project Charter 
and project schedule (project management deliverables), as well as the Technical 
Design and Testing Plan (project deliverables). When you start to consider your 
document management process, all of the documents your project produces must be 
taken into account. 

Transition Documents to the Right Area After the Project (6.2.1.P3) 

After the project has completed, some of the documents may be archived, while others 
need to be maintained indefinitely. For instance, project Status Reports can be archived 
(or purged) when the project has completed, since they are time-sensitive and have 
limited value after the project is completed. On the other hand, you should save a User’s 
Manual after the project is completed. These saved documents can continue to be 
updated in the document repository if the repository is something that is utilized by the 
entire organization. Otherwise these long-term documents will need to be moved to the 
document repository used by the support team. 

Some companies maintain a central repository of major project deliverables that can be 
leveraged for reuse. For instance, the Business Requirements document that was 
created for your project may be able to be leveraged by another project that is looking 
into a similar business area. The Testing Strategy your project defined may be able to 
be reused by another project with similar testing needs. After your project has ended, 
the project manager and librarian should determine the information that can be 
leveraged on future projects if the organization has a repository where the documents 
can be saved. 

Give Each Team Member His Own Workarea (6.2.1.P4) 

Usually the document repository does not hold documents that are currently being 
worked on (this may also depend on any document management software being used). 
Each team member should have a workarea where he can store versions of documents 
that are currently in-progress but not yet in circulation. This can be a directory structure 
or a folder that each team member has full access to. Team members can structure 
their work area in whatever way makes sense to them.  
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Protect the Integrity of Your Document Repository (6.2.1.P5)  

Large projects can generate a lot of documents. On these kinds of projects, the team 
needs to create a document repository. This repository can be managed with software 
tools, or you can have a simple folder/file structure on a shared directory. 

If you are going to create a repository you need to establish some rules and processes 
to protect the integrity of the stored documents. For example, all of your team members 
usually need full access to any of their own documents that they create. However, you 
need to decide whether any team member can update documents created by other 
team members. In some projects this would be perfectly acceptable, while on other 
projects this would be considered a security breach.  

You also should decide whether anyone on the team can add documents into your 
repository, or whether the update process will be handled by a person filling the role of 
a Librarian. Your first thought might be that having a central librarian role to control 
updates to the document repository is an exercise in bureaucracy and overhead. 
However, consider where this role might make great sense. If you have a vast amount 
of documentation, it is important that the documents that are added to the repository 
reflect a consistent and high quality. The overall quality of the repository could degrade 
if everyone had the ability to add, delete and modify documents anywhere. Instead, a 
librarian can control the process of adding documents.  

The librarian is also responsible for the purging process. Purging old documents ensures 
that the information in the repository is relevant. For instance, weekly individual Status 
Reports may not be needed after three months. On the other hand, the Project Charter 
document is needed for the life of the project, even if it is 12 months old. At periodic 
times during the project, the Librarian can archive documents that are no longer 
relevant and purge the documents from the repository.  
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6.3 Manage Communication /  
Quick Reference 

Deliverables: (6.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. (Some of the templates can only be accessed by licensed users.) 

• Individual Status Report 

• Project Status Report 

• Project Status Report II 

• Project Status Report III  

• Milestone Summary Report 

• Communication Management Plan 

• Meeting Discussion Log 

• Meeting Roster  

• Documentation Summary 

• Project Memo  

• Project Documentation Checklist 

• Version Tracking Page 

Schedule Activities (6.3.P2) 

Size Information Needed 

Small 

Activity Effort Comments 

Create individual 
Status Reports 
(optional) 

1 hour Weekly or bi-weekly. Team members send this 
status to the project manager.  

Create project 
Status Reports 

1-2 
hours 

Bi-weekly or monthly. The project manager 
sends this status to stakeholders. 

Attend team status 
meeting 1 hour Weekly or bi-weekly 

 

Medium 

Activity Effort Comments 
Create individual 
Status Reports 1 hour Weekly or bi-weekly. Team members send this 

status to the project manager.  

Create project 
Status Reports 

1-2 
hours 

Bi-weekly or monthly. The project manager 
sends this status to stakeholders. 

Attend team status 1 hour Weekly or bi-weekly 
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meeting 

Attend status 
meeting with client 
(optional) 

1 hour 
Weekly or bi-weekly. This meeting is scheduled 
if the clients do not attend the team status 
meeting. 

 

Large 

Activity Effort Comments 

Create individual 
Status Reports 1 hour Weekly or bi-weekly. Team members send this 

status to the project manager.  

Create project 
Status Reports 

1-2 
hours 

Bi-weekly or monthly. The project manager 
sends this status to stakeholders. 

Attend team status 
meeting 1 hour Weekly or bi-weekly 

Attend status 
meeting with client 
(optional) 

1 hour 
Weekly or bi-weekly. This meeting is 
scheduled if the clients do not attend the team 
status meeting. 

Execute 
Communication 
Management Plan 
activities 

open 

For each communication event / deliverable, 
add the appropriate activities to the project 
schedule. This includes assigning a person to 
do the work, specifying start and end-dates, 
etc. This ensures that the work on the 
Communication Management Plan actually 
gets done. 

Execute document 
management 
activities 

Open 

The person designated as the librarian should 
perform activities each week to ensure that 
the document repository is sound and that 
project team members are performing the 
correct document management processes.  
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Step 7 
 Manage Risk 

 

 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

287 

7.0 Manage Risk 
(7.0.P1) 

 
Risk refers to future conditions or circumstances that exist outside of the control of the 
project team that will have an adverse impact on the project if they occur. Whereas an 
issue is a current problem that must be dealt with, a risk is a potential future problem 
that has not yet occurred.  

A reactive project manager tries to resolve issues when they occur. A proactive project 
manager tries to resolve potential problems before they occur. This is the art of risk 
management. 

Not all issues can be seen ahead of time and some potential problem that seems 
unlikely to occur, may in fact occur. However, many problems can be seen ahead of 
time and they should be managed through a proactive risk management process.  

Everything in life has some degree of risk. Walking across the street can be risky. Your 
projects have risks as well. The project manager should perform a risk assessment with 
the project team and the client to identify high, medium and low level risks. If you are 
lucky, you may find that you only have low risks. However, this assessment will alert the 
client and the project team to any medium and high-level risks that may cause future 
problems.  

Identifying risks on your project is not necessarily bad, since risks are common to all 
projects. All projects have some degree of risk. Projects with a higher level of risk 
require more rigorous risk management and more management focus. Although not all 
risks can be eliminated entirely, most can be anticipated and managed ahead of time.  

The purpose of risk management is to identify the risk events for a project and then 
establish a Risk Management Plan to manage the risk event and minimize harm to the 
project.  In the TenStep process, the first time you perform a risk evaluation is in the 
1.0 Define the Work step. Additional risk identification should occur throughout the 
project on a scheduled basis (monthly or quarterly) or at the completion of a major 
milestone.  

7.1 Manage Risk / Process  

7.2 Manage Risk / Techniques 

7.3 Manage Risk / Quick Reference 
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7.1 Manage Risk / Process 
(7.1.P1) 

The processes used to manage risk are described in this section. These processes can 
be modified as necessary for your project and then inserted into the Project 
Management Plan that is created during the 1.0 Define Work step. Before you start it 
would be good to have a more precise definition of risks and compare them to 
assumptions. See 7.1.2.2 Assumptions and Risks for this overview.  

Small Projects (7.1.P2) 

Small projects usually do not have much risk. Remember that risk involves problems 
that may occur in the future. Since small projects usually do not have a long duration, 
there is not as much opportunity for future problems. If the project manager performs a 
risk assessment and uncovers some project risks, the risk procedures for medium 
projects can be used. 

7.1.1 Medium Projects 

7.1.2 Large Projects 
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7.1.1 Manage Risk / Medium Projects  
Beginning of the Project (7.1.1.P1) 

The following process is used for managing risk on medium-sized projects.  

 Role Managing Risk (Medium Projects) 

1 Project 
Manager 

Identify all potential risks 

When you are defining the project, perform a complete assessment 
of project risk. The risk assessment is done in two parts. First look at 
inherent risks. Inherent risks are based on the characteristics of the 
project – regardless of the specific deliverables being produced. The 
good thing about these inherent risks is that, since they apply to all 
projects, they can be identified on a checklist. See 7.2.1 Inherent 
Risk Factors for further help and examples for defining inherent 
risks. 

Second, look for risks that are specific to your project. These risks 
normally cannot be identified on a checklist since they are specific to 
your project and may not apply to other projects. For instance, you 
may identify a risk of a key supplier going out of business or perhaps 
weather problems causing shipping delays or perhaps you will have 
difficulty finding resources with a specific set of skills.  

There are a couple ways to perform the risk assessment. The project 
manager can create an initial draft of project risks based on what he 
knows and circulate the draft for additions, changes and comments. 
Another technique is to gather all the key stakeholders and discuss 
these potential risks of the project all at once. This is a better 
alternative since it gets the key stakeholders all thinking about the 
project at the same time. You are more likely to end up with a more 
exhaustive list of real project risks. You want to be careful about 
being too optimistic during the risk assessment. Remember, you are 
trying to identify potential risks. It is good to have skeptics or 
pessimists in these sessions to make sure that all of the potential 
risks are identified. 

2 Project 
Manager 

Analyze the risks using qualitative techniques 

In the first step of this process you identified all potential risks. This 
will likely leave you with many more risks that you can focus on. In 
fact, it probably doesn’t make sense to focus on managing risks that 
have a low impact to your project. Therefore, before you go through 
the trouble of putting risk plans in place, you need to determine 
which risks are the ones that you really want to focus on. The first 
step of risk analysis is qualitative risk analysis. See 7.1.1.1 for more 
information on qualitative risk analysis.  

3 Project 
Manager 

Create a response plan for each high-level risk 

You should first focus on creating risk response for all high-level 
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risks that you identified to ensure the risk is managed successfully. 
There are five major responses to a risk - leave it, monitor it, avoid 
it, move it to a third party or mitigate it. For further information on 
these alternatives see 7.2 Manage Risks / Techniques. 

4 Project 
Manager 

Evaluate the medium-level risks 

Check all medium-level risks to determine if the impact is severe 
enough that they should have a risk response plan created for them 
as well. 

5 Project 
Manager 

Evaluate any low-risk risks 

Now check the low-level risk items and see if they should be listed as 
assumptions. In this way you recognize that there is a potential for 
problems, but because the risk is low, you are 'assuming' that the 
condition will not occur. See 7.1.2.2 Assumptions and Risks for more 
information. 

6 Project 
Manager 

Move the risk plan activities to the project schedule 

Move the activities associated with the Risk Management Plans to 
the project schedule. You will also add the people assigned, effort 
hours, start dates, etc. Moving the activities to the schedule should 
help ensure that the work is actually completed and keeps the 
schedule the primary focus of all work planning and monitoring. 

Ongoing Processes  

Risk Monitoring and Control (7.1.1.P2) 

7 Project 
Manager 

Monitor the current risk plans 

The project manager needs to monitor the Risk Management Plan to 
ensure the risks are managed successfully. New activities should be 
added if it looks like a risk is not being managed successfully. 

8 Project 
Manager 

Look for new risks 

The project manager also needs to periodically evaluate risks 
throughout the project based on current circumstances. New risks 
may arise as the project is unfolding and some risks that were not 
identified up-front may become visible at a later date. It is also 
possible that previously identified, lower level risks (assumptions) 
may become medium or high risks at a later time. This ongoing risk 
evaluation should be performed on a regular basis or at the 
completion of major milestones. 
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7.1.1.1 Qualitative Risk Analysis  
(7.1.1.1.P1) 

The risk level is referred to as “qualitative” since it is a quick approximation and does 
not reflect the rigor of a detailed, numerical analysis. The risk level should be high, 
medium, or low, depending on the severity of impact and the probability of the event 
occurring.  

There are many techniques for performing qualitative risk analysis. Three examples are 
shown in this section, but there are other techniques as well.  

High, Medium, Low Table (7.1.1.1.P2) 

Use the following table as a starting point. It helps identify high, medium and low level 
risks by looking at the probability of the occurrence and the overall impact to your 
project. For instance, a highly likely / high impact event is obviously a high risk. Likewise 
an event that has a low impact to your project, and has a low likelihood of occurrence 
anyway, is obviously a low risk. The other combinations fall somewhere within these two 
extremes. However, each event must be evaluated individually. If you have an event 
that is not likely to occur, but the impact, if it occurred, would be devastating (i.e. 
someone could get killed), you would still want to consider it a high risk and put 
together a Risk Management Plan accordingly. 

Severity of Risk Impact / Probability of Risk Occurring Overall Risk Level 

High negative impact to project / Highly likely to occur High 

High negative impact to project / Medium likely to occur High 

High negative impact to project / Not likely to occur Medium/Low 

Medium negative impact to project / Highly likely to occur Medium 

Medium negative impact to project / Medium likely to occur Medium/Low 

Medium negative impact to project / Not likely to occur Low 

Low negative impact to project / Highly likely to occur Low 

Low negative impact to project / Medium likely to occur Low 

Low negative impact to project / Not likely to occur Low 

High, Medium, Low Color Chart (7.1.1.1.P3) 

You can also represent these nine simple risk combinations in a table as follows: 

Probability -> 

Impact  

 

Low 

 

Medium 

 

High 

Low Ignore Ignore Caution 

Medium Ignore Caution Response 
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High Caution Response Response 

The green boxes represent a combination of probability and impact that you may safely 
be able to ignore. The red boxes represent combinations that need to be managed. The 
yellow boxes represent combinations that should be evaluated further individually. 

Risk Probability Table (7.1.1.1.P4) 

You can allow for more precision by increasing the number of options available for the 
probability of the risk. For instance, you could create a five-part scale for the probability 
of risk as follows. 

Probability Low 
Impact 

Medium Impact High Impact 

Hardly likely (<10%) Low Risk Low Risk Low Risk 

Not likely (<35%) Low Risk Low Risk Medium Risk 

Might or might not happen 
(35% - 65%) 

Low Risk Medium Risk Medium / High 
Risk 

Likely (>65%) Low Risk Medium / High 
Risk 

High Risk 

Highly likely (>90%) Low Risk Medium / High 
Risk 

High Risk 

Instead of a simple low, medium, high impact, you can be more elaborate. For instance, 
you could again develop a five-part scale as follows (this scale applies to each risk): 

1, low (or no) impact in terms of cost and schedule 

2, a potential 2%-4% impact in terms of cost or schedule 

3, a potential 5%-7% impact to budget or schedule 

4, a potential 8%-10% impact to budget or schedule 

5, high, potential of over 10% impact to budget or schedule 

After you create a scale like the one above, you would still need to determine how to 
analyze the information. For instance, you may decide that a scale level 1 or 2 can be 
ignored, while a scale level of 4 or 5 should be managed. The level 3 would represent 
risks that need to be evaluated individually. 
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7.1.2 Manage Risk / Large Projects  
(7.1.2.P1)  

The risk management process for large projects is the same as for medium projects with 
two additional items. First is the option to also utilize quantitative risk analysis 
techniques (in addition to qualitative techniques). Second is to create a contingency plan 
to document the consequences to the project if the Risk Management Plan fails and the 
risk actually occurs.  

Beginning of Project  

Plan Risk Management (7.1.2.P2) 

 Role Managing Risk 

1 Project 
Manager 

Create Risk Management Plan 

Start the risk management process by understanding your overall 
approach for managing risks. This includes defining your risk 
management process, who is involved with the risk management 
process, what tools will be used, what roles will be involved, if any 
(project manager, risk officer, risk manager, etc.), the timeline and 
the effort associated with managing risks, the risk techniques to be 
used, etc. You can see more information at 7.1.2.1 Create Risk 
Management Plan. 

Identify Risks (7.1.2.P3) 

2 Project 
Manager 

Identify all potential risks 

When you are defining the project, perform a complete assessment 
of project risk. The risk assessment is done in two parts. First look at 
inherent risks. Inherent risks are based on the characteristics of the 
project – regardless of the specific deliverables being produced. The 
good thing about these inherent risks is that, since they apply to all 
projects, they can be identified on a checklist. See 7.2.1 Inherent 
Risk Factors for further help and examples for defining inherent 
risks. 

Second, look for risks that are specific to your project. These risks 
normally cannot be identified on a checklist since they are specific to 
your project and may not apply to other projects. For instance, you 
may identify a risk of a key supplier going out of business or perhaps 
weather problems causing shipping delays or perhaps you will have 
difficulty finding resources with a specific set of skills.  

There are a couple ways to perform the risk assessment. The project 
manager can create an initial draft of project risks based on what he 
knows and circulate the draft for additions, changes and comments. 
Another technique is to gather all the key stakeholders and discuss 
these potential risks of the project all at once. This is a better 
alternative since it gets the key stakeholders all thinking about the 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

294 

project at the same time. You are more likely to end up with a more 
exhaustive list of real project risks. You want to be careful about 
being too optimistic during the risk assessment. Remember, you are 
trying to identify potential risks. It is good to have skeptics or 
pessimists in these sessions to make sure that all of the potential 
risks are identified. 

Perform Qualitative Risk Analysis (7.1.2.P4) 

3 Project 
Manager 

Analyze the risks using qualitative techniques 

In the first step of this process you identified all potential risks. This 
will likely leave you with many more risks that you can focus on. In 
fact, it probably doesn’t make sense to focus on managing risks that 
have a low impact to your project. Therefore, before you go through 
the trouble of putting risk plans in place, you need to determine 
which risks are the ones that you really want to focus on. The first 
step of risk analysis is qualitative risk analysis. See 7.1.1.1 for more 
information on qualitative risk analysis. 

Perform Quantitative Risk Analysis (7.1.2.P5) 

4 Project 
Manager 

(Optional) Utilize quantitative analysis for all high-level 
risks 

Next, determine if you will utilize more formal and rigorous 
quantitative risk techniques for the risks that you identified as high-
risk using qualitative techniques. The term “quantitative” means that 
the risk levels are based on a numerical analysis rather than on 
approximations such as low, medium and high. There are many 
models and algorithms that can be used for quantitative risk 
analysis. Most projects, even large ones, do not need to utilize 
quantitative techniques. However, some projects do require these 
formal techniques. For instance, if you were building an airplane, it 
would not be good enough to classify risks into general high, 
medium and low categories using informal qualitative techniques. 
You would definitely need the more sophisticated modeling and 
statistical risk analysis techniques that are a part of quantitative risk 
analysis.  

A few examples of quantitative analysis are described in 7.2.2 EVM 
and Risk Contingency Budget and 2.2.1.P7 Accounting for Estimating 
Risks – Monte Carlo Modeling. 

Plan Risk Response (7.1.2.P6) 

5 Project 
Manager 

Create a response plan for each high-level risk 

Create a response plan for each high-level risk that you identified to 
ensure the risk is managed successfully. There are five major 
responses to a risk – leave it, monitor it, avoid it, move it to a third 
party or mitigate it. For further information on these alternatives see 
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7.2 Manage Risks / Techniques. 

6 Project 
Manager 

Create a contingency plan for high-level risks.  

Create a contingency plan to document the consequences to the 
project if the Risk Management Plan fails and the risk actually 
occurs. In other words, identify what would happen to the project if 
the current risk turns into a future issue. This helps the project 
manager ensure that the effort associated with the Risk 
Management Plan is proportional to the potential consequences. For 
instance, if the consequence of a potential risk occurring is that the 
project will need to be stopped; this should be a strong indication 
that the Risk Management Plan must be aggressive and 
comprehensive to ensure that the risk is managed successfully. 

7 Project 
Manager 

Evaluate the medium-level risks 

Evaluate the medium-level risks to determine if the impact is severe 
enough that they should have a risk response plan created for them 
as well. 

8 Project 
Manager 

Evaluate any low-risk risks 

Look at any low-risk items and see if they should be listed as 
assumptions. In this way you recognize that there is a potential for 
problems, but because the risk is low, you are ‘assuming’ that the 
condition will not occur. See 7.1.2.2 Assumptions and Risks for more 
information. 

9 Project 
Manager 

Move the risk plan activities to the project schedule 

Move the activities associated with the Risk Management Plans to 
the project schedule. This includes activities to manage the risk, as 
well as the people assigned, start and completion dates, etc. Moving 
the activities to the schedule ensures that the work is actually 
completed and keeps the schedule the primary focus of all work 
planning and monitoring. 

Ongoing Processes  

Monitor and Control Risks (7.1.2.P7) 

10 Project 
Manager 

Monitor the current risk plans 

The project manager needs to monitor the Risk Management Plans 
to ensure the risks are successfully managed. New activities should 
be added if it looks like the risk is not being managed successfully. 

11 Project 
Manager 

Look for new risks 

The project manager also needs to periodically evaluate risks 
throughout the project based on current circumstances. New risks 
may arise as the project is unfolding and some risks that were not 
identified up-front may become visible at a later date. It is also 
possible that previously identified, lower level risks may become 
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medium or high risks at a later time. This ongoing risk evaluation 
should be performed on a regular basis or at the completion of 
major milestones. 
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7.1.2.1 Create Risk Management Plan 
(7.1.2.1.P1) 

The Risk Management Plan describes how you will define and manage risk on the 
project. This document does not actually describe the risks and the responses. This 
document defines the process and techniques you will use to define the risks and the 
responses. The information in this plan includes. 

• Roles and responsibilities. This section describes the leading and supporting 
roles in the risk management process. The project manager typically has overall 
responsibility for risk management, unless the team is large enough that this role 
can be delegated to another team member – perhaps a specialist. Third-party risk 
management teams may also be able to perform more independent, unbiased risk 
analyses of project than those from the sponsoring project team. 

• Budgeting. Discuss your budget for risk management for the project. Since you 
may not know enough to request budget for risk management you can also describe 
the process that you will use to determine a risk management budget estimate. 

• Timing. Defines when the initial risk assessment will be performed, as well as how 
often the risk management process will be conducted throughout the project life 
cycle. Results should be developed early enough to affect decisions. The detailed risk 
response plans should be revisited periodically during project execution to ensure 
they are working as expected. 

• Scoring and interpretation. You should define risk scoring and interpretation 
methods appropriate for the type of the qualitative and quantitative risk analysis 
being performed. Methods and scoring must be determined in advance to ensure 
consistency.  

• Thresholds. The threshold level is how you determine which risks are important 
enough to act upon.  The project manager, client, and sponsor may have a different 
risk threshold. The acceptable threshold forms the target against which the project 
team will analyze risks. Typically, risks above the threshold will be responded to. 
Risks under the threshold will not be responded to (or will just be monitored).  

• Communication. Describe how the information on risk will be documented and 
communicated. This includes the risks themselves, the risk responses and the risk 
status. If you have already covered this information in the Communication 
Management Plan, this section may be bypassed.  

• Tracking and Auditing. Document how all facets of risk activities will be recorded 
for the benefit of the current project, future needs, and lessons learned. Also 
describe if and how risk processes will be audited. 
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7.1.2.2 Assumptions and Risks 
(7.1.2.2.P1) 

The quick definition for an assumption is that it is a “statement believed to be true”. In 
other words, you are not 100% sure if it is a fact, but you believe it to be true for the 
purposes of planning your project.  

Projects need assumptions. You cannot delay a project while you try to be 100% certain 
of all aspects. In fact, it is not possible to be 100% sure of every aspect of a project. In 
some cases you need to “assume” that things will turn out as you expect, and continue 
planning based on those assumptions.   

Another way to look at assumptions is their relationship with risks. Assumptions are very 
much related to risk, and in fact are simply low-level risks. They both start with the 
same premise. They are both future events or conditions that will impact your project. 
In both cases, there is a probability of occurrence and an impact to your project. The 
difference between an assumption and risk has to do with whether the combination of 
probability and impact is acceptable to you or not.  

Let's take an example of a common statement that is included in many Project Charters 
– that “the resources needed for this project will be available when needed.” What kind 
of a statement is this? Most people would say it is an assumption. After all, when a 
project starts, you always assume you will get the resources you need. 

However, is it really an assumption? Can you imagine starting a project where the 
people and equipment were not available and there was a realistic possibility that they 
would not be ready when you need them - perhaps because another project needed to 
finish first? It is not too difficult to imagine that scenario. In that case, the same 
statement would definitely be a risk - not an assumption. 

The key point is that the same statement might be an assumption or a risk depending 
on the circumstances of your particular project. The difference between an assumption 
and risk is whether the combination of probability and impact are acceptable to you or 
not. If the event is negative and the combination of probability and impact are not 
acceptable to you (that is, the combination is too high), it can be stated as a risk. If the 
event is negative and the combination of probability and risk are acceptable, it can be 
an assumption.  

One way to identify important assumptions is to perform a risk assessment (7.2.1 
Inherent Risk Factors) and look at all the low-risk items. Most of these low risks are not 
worth mentioning, but some will have significant implications if events do not turn out 
as you think. These are the ones that you can document as assumptions.  

There are two key characteristics of risks and assumptions. First, there must be some 
uncertainty to the event. If there is 100% chance of an event occurring, it is simply a 
fact. If there is a 0% chance of the event occurring, it is fiction. Neither are risks or 
assumptions.  

Second, assumptions and risks are both outside the total control of the project team. If 
the event is within the control of the project team it is neither an assumption nor a risk. 
It should simply be managed as a part of your schedule.  
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Review the following examples for more clarity on assumptions and risks. 

Statement Assumption, Risk or Other? 

We will have strong support for 
this initiative from our executive 
sponsor. 

Can't tell if it a risk or an assumption. Depending 
on the project, there could be a high degree of risk 
in this statement (risk) or very little (assumption).  

The production servers will be 
installed by the vendor before we 
are ready for integration testing. 

Can't tell if it a risk or an assumption. Depending 
on the project, there could be a high degree of risk 
in this statement (risk) or very little (assumption).  

The concrete floor is 12 inches 
deep.  

This statement is a fact or a requirement, and not 
a risk or assumption. It describes a deliverable.  

We will complete requirements 
before we begin design work. 

This is part of the project approach or schedule. It 
is not a risk or assumption because it is within the 
control of the project team. 

Our vendors will be ready to 
interface with our application by 
October 1 

Can't tell if it a risk or an assumption. Depending 
on the project, there could be a high degree of risk 
in this statement (risk) or very little (assumption). 

We must go to Pluto to get the 
supply of meteor fragments that 
this project requires. 

This is not a risk or assumption because there is 
no probability involved. It is a fiction (0% true). 

The car must be able to withstand 
the force of a collision at 40 miles 
per hour. 

This statement is a requirement, and not a risk or 
assumption. It describes a deliverable.  

It is 60 miles from one project 
team location to the other. 

This is not a risk or assumption because there is 
no probability involved. It is a fact (100% true). (If 
it were not true it would be a fiction (0% true), 
but it would still not be an assumption or risk 
statement.)   
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7.2 Manage Risk / Techniques 
Identify a Risk Response Strategy (7.2.P1) 

You should create a risk response for all “high” risks. There are a number of options that 
the project manager should consider for responses. The following risk responses should 
be utilized for classis negative risks.  

• Accept. In this approach, the project manager looks at a high risk and decides to do 
nothing. This can happen for one of two reasons. 

1. The project manager may feel that the risk should be managed, but that the cost 
and effort of managing the risk is more than the impact of the risk event itself. 
In this case you would rather deal with the costs of the risk occurring that the 
cost of trying to manage the risk. The risk event has some probability of 
occurrence, which means that it is possible the event will not happen anyway. 

2. There may not be any reasonable and practical activities available to manage the 
risk. This is different from the prior reason where the cost was more than the 
benefit. In this case, there is no practical way to manage the risk, even if the risk 
has been identified as high. For instance, it is possible that there is a risk of your 
sponsor leaving and a new sponsor canceling the project. In fact, you may know 
that the sponsor is up for a promotion and that this scenario has some possibility 
of occurring. However, you may not be in a position to do much about it as long 
as the current sponsor is in place, and you may just need to leave it and see how 
events play out.    

• Monitor the risk. In this case, the project manager does not proactively manage 
the risk, but monitors it to see whether it is more or less likely to occur as time goes 
on. If it looks more likely to occur, the team must formulate a different response at a 
later time. This is a good approach if you have identified a risk that should be 
managed, but the risk event is far off in the future. For instance, if your risk event is 
nine months in the future, it may not make sense to spend resources to manage the 
risk at this time. A better approach might be to monitor the risk on a monthly basis. 
It is possible that over time the risk will go away because of other circumstances. 
However, if it does not go away, the team will still need to manage the risk in the 
coming months. 

Another reason to monitor the risk is if the risk probability is low. Rather than put a 
plan in place immediately, the project manager creates a plan only if it looks more 
likely that the risk will occur. The disadvantage in this approach is that the delay in 
addressing the risk might make it less likely that the risk can be successfully 
managed in the future. 

• Avoid the risk. Avoiding the risk means that the condition that is causing the 
problem is eliminated. For example, if you find that a part of the project has high 
risk associated with it, that whole part of the project can be eliminated. The risks 
associated with a particular vendor, for instance, might be avoided if another vendor 
is used instead. This is a very effective way to eliminate risks but obviously can be 
used only in certain unique circumstances.  In another example, you may have a 
project risk associated with implementing a solution in multiple locations. Once the 
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risk is identified, the sponsor may change the scope of the project to only implement 
in one location. In this way, the risk of implementing at multiple locations has been 
avoided. 

• Transfer the risk. In some instances, the responsibility for managing a risk can be 
removed from the project by assigning the risk to another entity or third party. For 
instance, you may identify a risk associated with a new technology. Outsourcing the 
function to a third party might eliminate that risk for the project team. The risk event 
is still there, but now some other entity is dealing with it. The third party might have 
particular expertise that allows them to do the work without the risk. Even if the risk 
is still present, it now is up to another party to resolve.  

Another example of transferring the risk is buying insurance. In a simple example, 
you may have a very fragile and valuable piece of equipment that needs to be 
shipped to your project team. There is some risk that the material will be damaged. 
You might move the financial risk by purchasing insurance on the shipment. Of 
course, if the shipment is damaged, you may still lose time waiting for a replacement 
part to be shipped. However, you no longer have the financial risk. In exchange for 
an insurance premium payment, the insurer now has the financial risk. 

• Mitigate the risk. In most cases, this is the approach to take. Mitigating the risk 
means that you put in place a set of proactive steps to ensure that the risk does not 
occur. Another purpose of mitigation is to ensure that if the risk occurs, the negative 
impact of the risk is minimized. In many cases it may not be possible to totally 
eliminate a risk event, but given that you have time to prepare, you should be able 
to minimize the probability of the event occurring, or minimize the impact to the 
project if the risk event does occur. (For the purposes of the TenStep Project 
Management Process, it is generally assumed that Risk Management Plans are put in 
place to mitigate the risk.)  

The five strategies above are used for classic, negative risks. If you are responding to a 
positive risk, you could still use the acceptance strategy. In the case of positive risk you 
would also want to find ways to take advantage of the risk. The three other responses 
(in addition to “accept”) are: 

• Exploit. This is a way to remove the uncertainty of the risk event and try to make 
certain that the event will occur. 

• Share. This approach allows you to share the risk with another party that is better 
able to capture the benefit associated with the risk. 

• Enhance. This response allows you to look for ways to increase the probability that 
the risk occurs, or increasing the size of the benefit if the risk event occurs.  

The final risk response will normally utilize one of the options listed. You should not feel 
that each risk only requires one activity within the response. It is more likely that your 
risk response will require a number of different activities to be successful.    

Think of Positive Risk as a Way Gain Benefit (7.2.P2) 

Risk is usually associated with potential events that have a negative impact on the 
project. However, there is also a concept of opportunity risk or positive risk. In these 
instances, the project manager or project team may introduce risk to try to gain a 
benefit. For instance, a team may decide to utilize a new technology on its project 
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because they think it will result in dramatic effort and cost savings. Of course, there is 
also a chance the new technology will not work. However, the team introduces the risk 
because the potential for gain. This is an example of intelligent risk taking or positive 
risk. See 7.2.3 Positive Risk for more details. 

(Note: the TenStep Project Management Process assumes that the risks you are 
managing are negative risks. These risks need to be addressed so that the underlying 
potential problem does not occur.) 

Make Sure Your Risks Must Have Some Level of Uncertainty (7.2.P3) 

If an event is identified as a risk, there has to be some level of uncertainty involved. In 
other words, if an event has a zero percent likelihood of occurring, it would not make 
sense to identify it as a risk. It is not even a low risk. It is not a risk at all. On the other 
hand, if an event is 100% certain to occur, it is also not a risk. It is not even a high risk. 
It is a fact. (Sometimes these 100% “risk” events are also called constraints. A 
constraint is an event or limitation that impacts your project and must be planned 
around. For instance, you may not be able to get a resource you need until 30 days 
after the project starts. This is a constraint, not a risk. This constraint may cause a 
scheduling risk, but the constraint itself is not a risk.)  

A risk has some probability between 0% and 100% chance of occurring. If an event has 
a zero percent chance of occurring, it should be ignored. If it has a 100% chance of 
occurring, it is a fact (and perhaps a constraint). When you are managing risks, be sure 
to focus on the risks and not on facts and fictions.  

Distinguish Between Risks, Causes and Effects (7.2.P4) 

There is a cause for every risk and an effect if the risk occurs. When the project risks 
are identified, make sure that the risk itself is noted and not the cause or effect of the 
risk. The cause is a situation that exists that sets up a potential risk. In general, the 
cause is a fact or a certainty for the project. On the other hand, the effect is the likely 
outcome if the risk occurs.  

Look at the following example. Let’s say that a project solution needs to be implemented 
in all of a company's worldwide locations, including those in developing countries. If the 
telecommunications lines are not upgraded on time where necessary, the solution will 
not be viable in those locations. 

In the previous example, what is the risk?  

• Is it a risk that you have to implement the solution in developing countries? No, that 
is the cause. It is a fact or a requirement.  

• Is it a risk that the solution will not be available in certain countries? No, that is the 
potential effect of what might occur in this scenario.  

• Is it a risk that the necessary telecommunications upgrades are not performed on 
time? Yes, this is where the uncertainty lies. 

Try to Include Budget and Schedule for Unknown Risks (7.2.P5) 

A project manager can request a risk contingency budget based on a qualitative risk 
analysis at the beginning of a project. However, risk identification is not something that 
only happens at the beginning of a project. The project manager needs to assess risks 
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throughout the project.  Therefore, it can make sense for medium to large projects to 
include time and budget for unknown risks as a part of your estimating process. This 
would especially make sense for projects that have a number of high-risk events. If you 
do an effective job of periodically reassessing risks, you may find new risks to manage 
that were not included in the original risk contingency budget. There is some industry 
evidence that a 5% contingency can be added to the project for dealing with risks that 
are unknown when the project starts. (Remember that the time to mitigate and manage 
known risks should be included in the original estimate.)  

Include Team Members in Risk Identification (7.2.P6) 

If team members are familiar with the circumstances of the project, they can take an 
active role in identifying and evaluating project risks. Joint participation from the team 
can help identify project risks, lay out effective actions to manage the risk and provide 
consensus and buy-in for execution. 

Weigh the Cost of the Risk Management Plan Against the Level of Risk (7.2.P7) 

All projects have some risk, and the activities associated with managing risks obviously 
have a cost. The project manager and clients should make sure that the effort and cost 
associated with managing the risks do not exceed the threat to the project if the risk 
occurs. For high risks, this is normally not the case. However, if you are managing 
medium risks, make sure that the costs and benefits associated with responding to the 
risk make sense for the project. If the cost of managing the risk is more than the risk 
impact to the project, it does not make sense to manage the risk in that manner. It is 
possible that if the cost of managing the risk is greater than the risk impact, you may 
choose to just leave the risk alone and allow. 

Understand the Risk Tolerance Level in Your Organization (7.2.P8) 

All projects have risks and all risks have the potential for negatively impacting the 
project. You use risk management to determine the risks that are important enough to 
manage. During the risk identification process, you may encounter many risks that have 
some likelihood to occur and have a marginal impact to the project. The question to ask 
is whether the risk has enough impact on the project to worry about (this same question 
occurs for both qualitative and quantitative approaches). The answer says something 
about your risk tolerance.  

For example, let’s say you identify a risk that is very likely to occur, but has an impact of 
$100 and one-half day duration. You may choose not to manage it. You cannot list this 
as an assumption since there is a good chance the risk will occur. However, the impact 
is small enough that you are willing to absorb the cost if it occurs, rather than deal with 
managing the risk (which would probably be more costly). Therefore you would choose 
a risk management strategy of leaving the risk.   

In the prior example, the numbers were fairly trivial and the risk was easier to ignore. 
But, ratchet the impact up a little higher. Let’s say the risk now was $500 and one day 
duration. What about $100,000 and three months duration? Of course, the answers are 
all relative based on the size of the project. If your project had a $20,000 budget, a 
$1,000 risk impact might be worth managing. If your project budget is one million 
dollars, the risk impact of $1,000 would just be marginal.  



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

304 

When you are performing risk identification, you need to determine your tolerance level 
for risks. This will help you focus on the risks that are important and above your 
tolerance level, while ignoring risks where the impact falls below the tolerance level. 
Risk tolerance is also cultural in your organization. Some organizations are bigger risk-
takers and will accept a higher level of risk on projects. They will also tend to have a 
higher threshold before they chose to manage a risk.  

On the other hand, some organizations are more risk-averse. They will tend to accept 
less risky projects and they will also tend to have a lower threshold to manage risks. For 
example, let’s say you have a similar project in both organizations. The project 
managers in these risk-averse organizations will tend to manage risks that a project 
manager in the other organization might choose to leave.     

Use Decision Trees to Analyze Multiple, Related Risks (7.2.P9) 

One way to calculate the financial results of an interdependency of risk on a project is to 
use a decision tree. A decision tree is a technique for determining the overall risk 
associated with a series of risks. Decision trees are a good technique when you have the 
following characteristics: 

• Risk probabilities of one risk are based on the results of a prior risk. That is, the risks 
are related. 

• There are a small number of probable results for each decision point – not a large 
number. If there are a large number of potential outcomes, this technique can be 
very complex.   

• There are monetary implications of the risk calculations. 

Look at the following decision tree example. 

 

This decision tree shows two risks. Risk A has two outcomes. Outcome 1 is 20% likely to 
occur and outcome 2 is 80% likely to occur. The monetary value of Risk A is $10,000. If 
outcome A occurs, a second Risk B is introduced and there are three likely outcomes, 
1.1, 1.2 and 1.3. The monetary value of Risk B is $30,000. Using the decision tree, you 
see that the financial risks of the various outcomes are as follows: 

1.1 $9,500 ($10,000 * .2) + ($30,000 * .25) 
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1.2 $23,000 ($10,000 * .2) + ($30,000 * .70)   

1.3 $3,500 ($10,000 * .2) + ($30,000 * .05). 

2 $8,000 ($10,000 * .8) 

Your objective may still be to mitigate Risk A so that it does not occur. However if you 
are not able to successfully mitigate the risk, this analysis show you that you should try 
to achieve outcome 1.3 if possible. It has the smallest risk impact. If you don’t think you 
can achieve outcome 1.3, you should try for outcome 2. Even though the risk implication 
of outcome 2 is much larger than the risk implication of outcome 1, there is a second 
risk associated with outcome 1 and that Risk B has a 95% probability of pushing the 
total risk value higher still.   

Create a Risk Breakdown Structure (RBS) to Identify Risks (7.2.P10) 

There are a number of ways to identify risks on your project. One technique is through a 
Risk Breakdown Structure (RBS). The actual concept is similar to a Work Breakdown 
Structure (WBS) except instead of breaking work down into smaller pieces; the structure 
is used to break risks down from general to more specific. For example, you might 
identify three general risk categories on your project – technology, culture and vendor. 
Then you would look for more specific risks within each category. The resulting structure 
might look like this.  

Technology Culture Vendor 

 - new in market - we are not good at culture 
change 

- new vendor along with 
new technology 

- we have not used before - most staff will be initially 
negative 

- vendor is small and not 
sure of stability 

- tendency to break - management support is 
unclear 

- not sure about ability to 
scale up to our needs 

- testing with beta release   
Each high-level category is broken down into more detailed risks. It is possible that 
some of these risks can be broken down into more granular risks as well. At this point 
you are still in risk identification. As you move risks through the risk management 
process, you will need to state the true risk with more precision. 

Consider Very High-Probability Risks to be Constraints (7.2.P11) 

Risks have some probability of occurrence. Constraints are facts and have a 100% 
chance of occurring. You can try to manage risks. Constraints should be managed 
around.  

It makes sense to consider very high-probability risks being constraints as well. For 
example, if you think that a risk has a 99% chance of occurring, it probably makes 
sense to just consider it as a fact (100%) and manage it as a constraint. This might be 
more effective then trying to manage this as a risk since it is almost certainly likely to 
come to fruition. In fact, if a risk is 90% probable it is a good candidate to considered a 
constraint.  
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To generalize this concept, you might consider any risk that has a “very high” probability 
of occurring to be a constraint. This could be numerically formalized to include any risk 
that has an 80% or higher chance of occurring.  
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7.2.1 Inherent Risk Factors 
(7.2.1.P1) 

Inherent risks are those that exist based on the general characteristics of the project. 
These are risks that can appear regardless of the specific nature of the project.  

None of the inherent risks mean that the project is in trouble. Many of these risk factors 
will be rated as low or medium-level risks. Even if you identify an inherent risk as high, 
other project factors will come into play as well. For instance, the checklist below states 
that a large project is inherently more risky that a smaller project. This is generally true. 
However, an experienced project manager can mitigate many risks associated with large 
project size. Also remember, if your project falls into a high-risk category, it does not 
mean you will not be successful. It only means that you should put plans into place to 
manage the risks. 

This table below identifies characteristics that may imply risk, as well as criteria for 
knowing if it is high-risk and low-risk. Depending on where your project characteristics 
fall, you can evaluate whether your risk is high, medium or low (medium risks fall in 
between the extremes). This type of checklist can be especially valuable if your 
organization customizes the risk characteristics and risk criteria and makes them 
available to all project managers. For instance, you may find in your organization a 
project of less than 5,000 hours is considered low risk, while one that is 20,000 hours or 
more is high risk.  

If all of your projects have an end-of project review meeting, the teams can look back 
and document the risks the project faced, the risk response plan the team executed and 
the results. The results can be consolidated and summarized in a Risk Factors Checklist 
that is based on the key learnings and best practices of your own organization.   

In the table below, medium-level risks would fall somewhere in the middle of the high 
and low risk. For instance if your team size is 15, it would be a medium-level risk. 
Likewise you could have a medium risk if your project scope / deliverables are better 
than “poorly-defined” and worse than “well-defined”. This could be the case if some 
deliverables were poorly-defined and some were well-defined.  

The following checklist can be used to determine whether there are inherent risks on 
your project that you have not considered yet.  

Characteristic High Risk Low Risk 

Total effort hours Large project  > 2500 hours Small project < 250 
hours 

Duration Longer than 12 months Less than 3 months 

Team size  Over 25 members Fewer than 5 

Number of clients or client 
organizations 

More than three One 

Project scope / deliverables Poorly-defined Well-defined 

Business benefit Not clear (should not start Well-defined 
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the project) 

Project team and client business 
knowledge 

Neither the project team nor 
the client have solid business 
knowledge 

Both the project team 
and the client have solid 
business knowledge 

Requirements Very complex, hard for client 
to define 

Easy for client to define 

Dependency on other projects 
or outside teams 

Dependent on three or more 
outside projects or teams 

No more than one 
dependency on an 
outside project or team 

Project sponsorship Unknown (should not start 
the project) 

Identified and 
enthusiastic 

Client commitment Unknown, passive Passionate 

Changes required to existing 
procedures, processes and 
policies 

Large amount of change Little change 

Organization structures Large amount of change Little or no change 

Project manager experience Little experience on similar 
projects 

Similar experience on 
multiple projects 

Physical location of team Team is dispersed at several 
sites 

Team is located together 

Use of formal methodology No formal methods or 
processes 

Standard methods in use 

Technology New technology is being 
used for critical components 

No new technology 
required 

Response time Very short response times 
are critical 

Normal response time is 
acceptable 

Data quality Data is of poor quality Data is of good quality 

Vendor partnership Have not worked with the 
vendor before 

Have a good relationship 
with the vendor 
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7.2.2 EMV and Risk Contingency Budget 
(7.2.2.P1)  

Expected monetary value (EMV) is a risk management technique that can be used to 
help quantify and compare risks in many aspects of the project. EMV is a quantitative 
risk analysis technique since it relies on specific numbers and quantities to perform the 
calculations, rather than high-level approximations like high, medium and low.  

EMV relies on two basic numbers.  

P – the probability that the risk will occur 

I – the impact to project if the risk occurs. This can be broken down further into Ic 
for the cost impact, Is for the schedule impact and Ie for the effort impact. 

Risk Contingency Budget (7.2.2.P2) 

If you use this technique for all of your risks, you can ask for a risk contingency budget 
to cover the impact to your project if one or more of the risks occur. For example, let’s 
say that you have identified six risks to your project, as follows. 

Risk P (Risk Probability) I (Cost Impact) Risk 
Contingency 

A .8 $10,000 $8,000 

B .3 $30,000 $9,000 

C .5 $8,000 $4,000 

D .10 $40,000 $4,000 

E .3 $20,000 $6,000 

F .25 $10,000 $2,500 

Total  $118,000 $33,500 

Based on the identification of these six risks, the potential impact to your project is 
$118,000. However, you cannot ask for that level of risk contingency budget. The only 
reason you would need that much money is if every risk occurred. Remember that the 
objective of risk management is to make sure that the risks do not impact your project. 
Therefore, you would expect that you will be able to successfully manage most, if not all 
of these risks. The risk contingency budget should reflect the potential impact of the risk 
as well as the likelihood that the risk will occur. This is reflected in the last column. 

Notice the total contingency request for this project is $33,500, which could be added to 
your budget as risk contingency. If risk C and F actually occurred, you would be able to 
tap the contingency budget for relief. However, you see that if risk D actually occurred, 
the risk contingency budget still might not be enough to protect you from the impact. 
However, Risk D only has a 10% chance of occurring, so the project team must really 
focus on this risk to make sure that it is managed successfully. Even if it cannot be 
totally managed, hopefully its impact on the project will be lessoned through proactive 
risk management.  
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Spreading the Risk (7.2.2.P3) 

The risk contingency budget works well when there are a number of risks involved. The 
more risks the team identifies, the more the overall budget risk is spread out between 
the risks. In the case above, the fact that there are six risks helps pool enough risk 
contingency to accumulate a protective budget. If you have only identified one or two 
risks, you may not be able to spread the risk out enough to be as effective as you like. 

For instance, let’s say you only identified one risk similar to risk D in the above table. 
Let’s assume that you ask for and receive a risk contingency budget of $4,000. What 
you may find is that you are in an all-or-nothing situation. If the risk does not occur, you 
do not need the $4,000. However, if the risk does occur, the $4,000 budgeted will not 
be nearly enough to cover the potential impact. This does not mean that the risk 
contingency budget should be ignored – only that it works better if a number of risks are 
identified. The risk contingency budget does not work as well if there is only one or a 
couple risks identified.    

Budgeting for Unknown Risks (7.2.2.P4) 

The EMV calculations above only reflect the risks that are known at the beginning of the 
project when the initial risk assessment is performed. If you are managing a large 
project, you need to continue to monitor risks on an ongoing basis. Therefore, you can 
also ask for additional risk contingency budget to cover risk that will probably surface 
later that you do not know about now. There is some evidence that you should request 
an additional 5% of your total budget for risk contingency to cover the unknown risks 
that you will encounter later. This is in addition to the risk contingency of the known 
risks that have already been identified.    
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7.2.3 Positive Risk 
Overview (7.2.3.P1) 

Risks are future events or conditions that have some probability of occurring and some 
impact to your project. You usually always think of risks as being bad and you put a plan 
in place to make sure the risk goes away.  

However, is it true that all risks are bad? Let’s say your project was going to utilize a 
new tool or new technology. Would it make sense that your project was riskier than a 
similar project that is using current technology? 

On the surface this would seem to be correct. Your team probably understands the 
current technology better, the current technology is probably more stable and you 
probably have a lot more support infrastructure. The new technology is not understood 
as well, has more opportunity for problems and you don’t have nearly as solid of a 
support infrastructure in case something gores wrong. Even without understanding the 
specific technology in question, it makes sense that projects with new technology would 
be somewhat more risky that a similar project that uses current technology. 

If it is true that all projects are generally more risky when you use new technology, why 
would you ever undertake a project with new technology? The answer is that you 
perceive there to be a benefit to your project. In other words, the potential impact to 
your project is a positive. This still meets the definition of risk. 

• There is an impact to your project. Normally risk events have a negative impact on 
your project. However, with positive risk there is a potential positive impact.  

• There is a probability of the event occurring. This is still the case with positive risks. 
In the prior example, if the benefits of moving to new technology were guaranteed, 
you could make the decision to move forward with 100% confidence. However, 
usually the benefits are not guaranteed. The technology, or the implementation of 
the technology, could turn out bad, in which case you might be worse off than when 
you started.  

Positive risk is also called “opportunity risk”. In these instances, the project manager or 
project team may introduce risk to try to gain much more value later.  

You may have also heard the idea that you should be a risk-taker. In many 
organizations they modify this by saying that you should take “intelligent” risks. This 
concept leads to the same question. Why would you want to be a risk-taker if risks were 
always bad? Of course, the reason is that there are also many opportunity risks.  

One of the key aspects of positive risk is that you put yourself in a position to take on 
the risks. Negative risks are potential events that can happen to you. They are the ones 
that you want to avoid or eliminate. Positive risks are those that you knowingly take 
upon yourself. They are not out there ready to get us. They are the risks that you step 
up to since you perceive there to be advantages to do so.  

Different organizations have different tolerances for risk. If you take an intelligent risk 
and you fail, what happens? If your organization rewards people that take risks and are 
successful, and they punish people that take risks and fail, then they are really risk 
averse. It is easy to reward the people that take risks and succeed. It is the situation of 
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the risk-taker that fails that determines whether your organization is really risk averse or 
risk tolerant.  

Generally when you are doing risk management on projects you are talking about 
potential negative events. However, you can also identify the risk events that lead to 
positive outcomes. These opportunity risks can be managed the same way as negative 
risks except that instead of eliminating the risks, your risk plan will include activities 
designed to give you the best chance that the risk event will come true.  
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7.3 Manage Risk / Quick Reference 
Deliverables: (7.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. (Some of the templates can only be accessed by licensed users.) 

• Risk Contingency Worksheet  

• Inherent Risk Checklist   

• Risk Identification Worksheet 

• Risk Management Plan    

• Risk Review    

• Risk Submission Form  

• Risk Tracking Log  

• Risk Control Form 

• Risk Management Checklist 

• Risk Response Worksheet   

Schedule Activities (7.3.P2) 

These activities are added to the schedule for monitoring and managing risk. It is 
assumed that the initial activities for identifying risks were completed during the Define 
Work step. 

Size Information Needed 

Small 

Small projects usually do not have much risk. Remember that risk involves 
problems that may occur in the future. Since small projects usually do not 
have a long duration, there is not as much opportunity for future problems. If 
the project manager performs a risk assessment and uncovers some project 
risks, the risk procedures for medium projects can be used. 

Medium 

Large 

Activity Effort Comments 

Identify and analyze 
all risks up-front in 
the project. Create 
a risk management 
plan for all high 
risks and some 
medium risks as 
necessary. 

 Open This could be a trivial exercise, or it could be 
substantial based on the nature of the project. 

Add all Risk 
Management Plan 
activities to the 
project schedule 

Open 
After the Define Project step, add the activities 
to the schedule, along with start and end-
dates. Assign resources to all activities. 
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Review status of 
Risk Management 
Plans 

1-2 
hours 

Weekly or bi-weekly. Always assigned to the 
project manager. Use this time to ensure 
progress is being made on all Risk 
Management Plans and that you are 
successfully managing future risks.   

Evaluate project for 
new risks 1 Hour 

Monthly. Take a step back and evaluate the 
remaining work on the project to determine if 
there are any new risks that should be 
managed. 
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8.0 Manage Human Resources 
(8.0.P1) 

 
A project manager is 100% responsible for the processes used to manage a project. The 
project manager also has people management responsibilities, although these 
responsibilities are shared with the functional managers of the team members.  

Some people go as far as to say that managing people on a project is the most 
challenging and the most important of all the project management responsibilities. 
Managers that can manage processes but are not very good with people may still be 
successful on their project. Project managers that are not good at managing processes 
but are good at managing people may also experience success, although probably at a 
lesser degree than the prior case. The best project managers do a good job managing 
the project management processes, plus do a good job acquiring, developing and 
managing the project team.   

8.1 Manage Human Resources / Processes 

8.2 Manage Human Resources / Techniques 

8.3 Manage Human Resources / Quick Reference 
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8.1 Manage Human Resources / 
Processes 

Small Projects (8.1.P1) 

Whenever a project manager has team members on the project, he needs to recognize 
the needs of managing human resources. However, these small projects will probably 
not need to worry too much with formal people management processes and techniques. 
The project manager probably does not have to acquire staff. The project staff is 
probably assigned to the project by a functional manager. There is not much 
opportunity to develop the team members since the project is probably short. There is 
also little opportunity to formally manage people other than making sure the team 
members know the work they are responsible for and making sure that the work is 
completed successfully. Similarly, a small project is normally not going to run into many 
people problems.  

Medium and Large Projects (8.1.P2) 

Projects of this size, especially those on the larger size, tend to have many more team 
members for a longer period of time. These are the project where your people 
management skills come into play. This is also where the full people management 
process of staff acquisition, development and management are required. 

The following process areas tend to account for the majority of the work for managing 
the people on your team.   

• 8.1.1 Develop Human Resources Plan. This process is used to describe the work 
associated with establishing policies, roles and responsibilities, job descriptions, 
staffing strategies, etc. for your project. Some of the information you need may be 
available from your Human Resources Department. For instance you are probably 
not going to have to create customized job descriptions for your project. Your HR 
Department probably already has those available. However, many of the aspects of 
Human Resources Planning will be specific to your individual project.  

The overall approach to acquiring and managing resources on your project is 
described in the Staffing Management Plan.  

o 8.1.1.1 Create Staffing Management Plan  

• 8.1.2 Acquire Project Team. This is the work associated with determining the 
type of resources you need on your project, finding them and actually making them 
available for your team.  

• 8.1.3 Develop Project Team. This is the work associated with making sure your 
team has the right skills and that you are providing coaching to help the team 
members grow technically and professionally.   

• 8.1.4 Manage Project Team. This process is associated with assigning work on 
the project and ensuring that the work is completed on time. This also includes 
providing performance feedback, managing people-related problems and ensuring 
that the team is cohesive and high-performing.  



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

318 

8.1.1 Develop Human Resources Plan 
Allocating Resources in a Matrix Organization (8.1.1.P1) 

In large organizations, or on large projects, you may have the luxury of full-time 
resources for your entire team. However, in many (or most) situations, the project 
manager must utilize shared and part-time resources to complete the work. Some 
resources may be working on multiple projects, while other resources may be working in 
support (or operations) roles as well. The process of gaining and retaining resources in 
this environment can be difficult and is related to the way your organization is 
structured. 

In a matrix organization, people are assigned full time to a functional organization, but 
can be temporarily assigned full time or part time to a project as well. In this case, the 
functional manager may be responsible for part of a team member’s workload and a 
project manager may be responsible for assigning the work associated with the project. 
If you are in an organization where you have a project manager that is different from 
your functional manager, you are working in a “matrix” environment. The matrix 
organization is especially efficient if your project does not need a full-time commitment 
from people in the supporting organization. These people can be used part time on one 
or more projects while also continuing to report into another organization structure.  

The matrixed organization can be the most efficient at utilizing and leveraging people’s 
time and skills. However, it only works if the functional manager and project manager 
(or multiple project managers) recognize the challenges and work together for the 
company’s overall benefit.  

You need to maintain a planning window of upcoming projects and an estimate of their 
resource needs. If your staffing requirements fluctuate a lot from month-to-month, or if 
the projects cannot be forecast many months in advance, you can at least plan using a 
three-month rolling window. You then update and refine the plan on a monthly basis. 
The closest month should be pretty firm. Two months out should be pretty close. Three 
months out and beyond is best guess.  

On the other hand, if the projects in your organization are typically longer, and your 
staffing plan is well understood, you may want to maintain a three-quarter (nine-month) 
planning window and update the plan every quarter. The planning process should 
include the appropriate project managers and functional managers who tend to share a 
common pool of resources.  

After the planning comes the proactive communication. Remember that in a matrix 
organization, project managers need resources to do their work, but they do not own 
them – the functional managers do. So, the onus is usually on the project managers to 
make sure that the resources are available when they are needed, and that there are no 
surprises. For instance, if you and the functional manager agree that a specific set of 
people will be available for one of your projects in two months, don’t just show up in 
two months and expect them to be ready to go. In fact, you should expect that they will 
not be ready if you have not communicated often and proactively. The project manager 
should gain agreement on resources two months in advance. The resources should be 
confirmed again at the next monthly staff allocation meeting. The project manager 
should double-check resources again two weeks before the start-date, and follow-up 
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with a reminder one week out. You are much more likely to have the resources available 
when you need them if you take these proactive steps. 
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8.1.1.1 Create Staffing Management 
Plan 

(8.1.1.1.P1) 

The Staffing Management Plan describes your overall approach for acquiring and 
managing human resources on your project. The types of information to include in this 
plan include: 

• Overall staffing approach. Describe the overall approach you will take for staffing 
the project, including your use of employees, contractors and outsourcing firms. For 
instance, if some of the work is outsourced, state that here. Describe the rational for 
using contract labor versus employee labor. If the timing of bringing in resources is 
critical, you can discuss that as well.    

• Location. Describe where the team is located. For example, the team members 
may be co-locating for the length of this project. Some team members may be 
working from home. You may also have virtual team members that reside in other 
cites or other countries.  

• Staff acquisition. This is probably a table that describes what types of resources 
are needed, when they are needed and where they are coming from. If you are 
projecting to use contract resources or new employees you may need to describe 
when you will start to recruit for the positions.  

• Training. In many cases, you may have the correct number of team members to 
support your project. However, they may not have the right skills. If you know of 
specific people who will need training, state so in this section. This section does not 
include general skills to increase competencies. Only include the training that is 
specifically required for your team to be successful on this project.  

• Reassignment. All projects come to an end. Describe the plan for reassigning the 
project team once their role on the project is completed. 

• Project rewards and consequences. Describe if there will be specific incentives 
for the staff on your project. This could be simply non-monetary rewards such as 
formal “Thanks” awards at weekly status meetings. There could also be monetary 
bonuses based on the successful completion of the project. By default, negative 
behavior is not rewarded with these incentives.  
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8.1.2 Acquire Project Team 
(8.1.2.P1) 

Medium and large projects almost always require project team members. In many cases, these 
resources are assigned by a staffing manager or a functional manager and there is no further 
work required. You basically just use the people that are available and the closest fit to the 
needs of your project. However, on some projects you do need to know how to acquire these 
resources.  

One of the first basic decisions you need to make is whether you will use employees, 
contractors or some combination of the two.  

8.1.2.1 Determine Whether Full-Time or Contract Resources are Appropriate 

8.1.2.2 Interview New Team Members 
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8.1.2.1 Determine Whether Full-Time or 
Contract Resources are Appropriate 

(8.1.2.1.P1) 

Organizations have many options today when determining how to staff a project team. 
You can use existing employees, hire a new employee, use contract resources, or you 
may just decide to outsource all or portions of the project. These choices are the result 
of advances in communications and technology, as well as the desire of companies to be 
more flexible in their hiring options.  

Your organization should have a Staffing Strategy that provides guidance on when to 
utilize employees, contractors and outsourcing options. If your organization has a 
strategy, you should be able to apply your project situation and determine what type of 
staffing approach makes sense.  

Perhaps the place to start is to understand whether there are employees available in the 
timeframe needed for your project. It usually doesn’t make sense to hire contract people 
when you have employees that are available and otherwise would have nothing to do 
(assuming the employees have “close-enough” skills).   

Let’s assume that you do not have current employees available to staff your new 
project. Let’s also say you work for an organization that is open to utilizing contractors 
or hiring employees depending on the needs of the specific project. Let’s look at some of 
the criteria that you can use to make the hiring decision. (Similar criteria may be found 
in your organization Staffing Strategy, if it exists.)    

• Urgency. If you need to get started very quickly, you may need to hire contractors. 
In most organizations you can put a call out to the local contract companies and be 
interviewing people in a couple days. Most organizations can’t (and don’t want to) 
hire employees that quickly. You may look at options to bring contractors in quickly 
and then ask for a right-to-hire option in the future.    

• Length of the need. If you need a resource for a short, finite duration, then a 
contractor may be the way to go. You can bring them in for a short contract and 
then release them when the work is done. If you have a full-time, long-term need, 
an employee would make more sense.  

• Strategic vs. non-strategic work. Many companies identify certain types of work 
to be more strategic that other types. For instance, many companies chose to staff 
the senior project positions, like the project manager, with employees, and are more 
willing to use contract labor to assist with programming, testing and implementation.  

• Skills and knowledge needed. Many companies make decisions about staff based 
on the type of skills needed. For instance, if you are moving into a new technology, 
you may want to hire employees to start seeding these skills into the organization. 
Similarly, if you are installing new software, you probably want some employees on 
the project to make sure that the knowledge stays in the company when the project 
ends. 
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• Confidentiality. Most companies will chose to staff positions with employees if the 
project team will handle confidential or proprietary information. There is a sense that 
the information might not be confidential once the contractor leaves the company.  

• Cost. In general, the hourly cost of a contractor is more than the corresponding 
fully-burdened cost of an employee. However, usually the long-term cost 
implications are just as important. With a contractor, you typically pay a higher 
hourly rate, but only for the length of time the contractor is needed. Employees may 
cost less in the short-term, but you are taking on a long-term cost commitment.  

If you look at the decision criteria above, you can see that much of the answer for using 
employees of contractors comes down to risk. If a project is short, it might be risky to 
hire an employee since you may not be sure if you can keep the employee busy long 
term. If the project involves core skills to your organization, confidential information, or 
is strategic to your business, it may be too risky to hire a contactor.  

Organizations tend to keep a leaner staff of core employees these days. The core staff 
stays relatively constant from year to year, while increases in workloads are staffed 
through contract resources. You just need to make sure that the employees are 
generally hired to work in the areas that are more important to the long-term success of 
your business. Additional needs for staffing non-strategic, low risk, generic positions can 
be staffed with contractors or outsourced entirely.  
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8.1.2.2 Interview New Team Members 
(8.1.2.2.P1) 

Once your project is approved and ready to execute, a project team must be put 
together. Some of the resources might be full-time, some part-time. You may have a 
mix of contractors and employees. In many cases, the employee team members are 
assigned based on availability and best fit. However, in some cases, you need to hire for 
the positions. These could be employee hires or contractors.  

The interview process is important – even more so if the person will be a full-time 
employee. Here are a few simple rules to remember before your interview.  

• Understand the job opening. Sometimes people interview a candidate and 
afterward wonder what position the candidate was being interviewed for. You can 
best evaluate the candidate if you have a mental picture of what he will be doing.  

• Understand your role. Different people usually have different roles and 
expectations in the interview process. For instance, you might be asked to comment 
on whether the candidate is a good personality fit for the team. You might also be 
asked to perform a technical interview. Each interviewer should understand whether 
he has specific interview expectations.  

• Be prepared. Make sure that you have reviewed the candidate’s resume ahead of 
time. Jot down some questions that will allow you to gain insight into the person’s 
background and ability. You may also have additional questions that your company 
requires you to ask as part of a standard review process. 

• Clear your mind. Do not go into the interview thinking about the sales promotion 
that is not going well or the problem you need to fix. While you are in the interview, 
focus on the discussion at hand. 

• Ask and listen. Have you been to an interview where the interviewer did all the 
talking?  That is not what you are there for. Instead, ask questions and listen to the 
responses. Ask follow-up questions when possible to keep a dialog going.  

It is good if multiple members of your team are part of the interview process. In this 
case, there are two main formats. The first is the “revolving door”. You get the 
candidate in a room and bring in the interviewers one at a time. Similarly the candidate 
can move from office to office to speak one-on-one with the interviewers. This method 
gives everyone a chance to gain an independent opinion of the candidate from different 
perspectives and using different questions, but it does require a longer time 
commitment from the candidate. 

The second format is the “Spanish Inquisition.” You get the interview team in one room 
with the candidate. This approach lets everyone hear the same story one time and is the 
most efficient use of the candidate’s time. One drawback is that it can be very 
intimidating. You need to go out of your way to maintain a friendly and casual 
atmosphere. Many people’s preference for a group interview is the Inquisition, since 
everyone hears the same story and it gives some indication of how well the candidate 
responds under some pressure. 
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Your company is relying on you to help ensure that qualified candidates are hired. This 
is an important job and should be taken seriously. Whether you interview one-on-one or 
in a group, make sure you ask thoughtful questions and listen carefully to the 
responses. Then, be prepared to provide honest feedback during the interview 
debriefing process.  This increases the value you provide to the interview process and 
helps your company make good, long-term hires for the future. 
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8.1.3 Develop Project Team 
(8.1.3 P1)  

Regardless of how a project team gets assigned, the project manager needs to make 
sure that the team members have the right skills to complete their assigned tasks. In 
fact, if the team members do not have all the right skills and the project manager 
cannot help them acquire the skills, the project would appear to be at risk.  

This does not have to mean sending a person to class. There are many other learning 
events that can help, including: 

• Magazines. Every field and industry has specialty magazines. Many of these 
magazines are free or available for a nominal cost.   

• Books.  Books are similar to magazines except that they generally go into much 
greater detail describing new thinking and ideas.   

• Seminars and webinars. Companies are always sponsoring seminars and some of 
these have been transformed into webinars (seminars on the web). Many of these 
events are free. It just takes some of your time to attend, but they typically only last 
from an hour up to a day. 

• Mentoring. Mentoring involves a transfer of advice from a person that has 
experience (mentor) to one that is learning. A team member can meet on an 
ongoing basis with a mentor to discuss situations the team member is facing and 
how the mentor may have handled a similar situation in the past. These could be 
situations where the team member can learn technical skills, business skills, office 
politics or any area where information can be shared. Most people love talking about 
what they do and are glad to comply.  

• Self-teach classes and Computer-Based Training (CBTs). Most companies 
have computer-based training or videos available for employees to utilize. They can 
be a good alternative to formal classroom training since you can review them at your 
convenience and at your own pace.  

• Other. There are other opportunities for personal development. People just need to 
use their imagination. These include joining professional associations, internet 
training, attending night classes, listening to speakers at your local college, distance 
learning, etc. 

Of course, you should not forget formal training classes. Sometimes they are the best 
option if the skills learned can be applied directly to your project today. However, don’t 
be lazy and think that this is the only way that training can occur. There are usually 
other effective ways as well, depending on the skill to be learned. The key to good 
training, in whatever form, is being able to apply the training on your project soon after 
you have learned the new skills. 
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8.1.4 Manage Project Team 
(8.1.4.P1) 

This is where the bulk of the people management work falls. Managing the project team 
involves monitoring performance, providing performance feedback, solving people 
problems and making sure that the team performs together at a high level.  

There is not really a “process” associated with managing people. You cannot find a 
procedure for a step-by-step approach to managing people. Instead, managing people 
involves a set of techniques and tools. The different techniques are used proactively and 
reactively based on the situation and the needs of the team. The reason that many 
project managers have difficulty managing team members is not because they do not 
have a pre-defined process. The reason is that they are not aware of, or comfortable 
applying, people management techniques.  

There are a number of techniques that can be applied in different situations explained in 
8.2 Manage Human Resources / Techniques.  

http://www.tensteppb.com/premium/9.4ManageProjectTeam.htm�


TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

328 

 

8.2 Manage Human Resources / 
Techniques 

(8.2.P1) 

Below are a few techniques for managing human resources. 

8.2.1 Staff Acquisition Techniques 

8.2.2 Develop Project Team 

8.2.3 Manage Project Team 
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8.2.1 Staff Acquisition Techniques 
Use Special Techniques for Dispersed Teams (8.2.1.P1) 

In the past, a project team almost always resided in one location. The reason is obvious: 
it was not easy to communicate and collaborate with people that were not in the same 
physical location. Today, it is still common for a project team to be in relative close 
proximity. However, it is also becoming more and more commonplace to have team 
members physically located in many different places. This may be because of pulling in 
resources from other company offices. In some cases, you may have team members 
that are teleworking from home. In other cases, you may be partnering with a third-
party company - perhaps even internationally. 

All of this is more common today because of advances in technology and software. 
People can access your company's computer network remotely with almost the same 
speed as if they were in the office. Software is available to share documents and make 
updates available real-time to the rest of the team. The team can get together as 
needed using phone conferencing. You can even see each other if you like using 
teleconferencing or utilizing video technology over the web. 

That is all good news. The not-so-good news is that it is still easier to manage a team 
when the members are located together. There is no technology that can take the place 
of reaching out and touching someone or talking to them face-to-face. If you have a 
project team that is dispersed, you should identify it as a risk when the project is being 
defined. It is not an issue, since it is not causing a problem right now. However, there is 
some risk that this situation may cause a problem in the future. Then, put together a 
Risk Management Plan that will mitigate the situation and make sure that problems do 
not occur in the future. Consider the following ideas: 

• Make sure everyone has the right technology. Make sure that your remote 
team members have the right hardware, software, and other equipment to get their 
work done. For example, if some team members are working from home, a 14.4 
modem probably will not cut it. You really need fast access connections.  

• Utilize collaborative technology. There are many products on the market that 
allow for much easier collaboration among people who are in different locations. 
Much of this is web-based today. For instance, you can get software that allows 
everyone to participate in a common meeting on the web, including viewing and 
changing common documents.  

• Make sure people have the right attitude. Both the project manager and team 
members must be especially diligent and sensitive to collaboration and teamwork 
concerns when part of the team is remote. It is easy for a remote worker to fall into 
a mode where he is isolated from what is going on with the rest of the team. People 
who are working remotely must be proactive communicators and must be especially 
good at working independently and meeting their deadlines. 

• Establish good communication processes. The project manager needs to 
develop a proactive Communication Management Plan to ensure the dispersed team 
works well together. For instance, if possible there should be regularly scheduled 
meetings where the remote workers attend in person. If the team members are in 
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different cities or different countries, look for common times when you can have a 
videoconference or audioconference.  

• Plan the handoffs. Sometimes multiple people in different locations are working on 
the same, or related, deliverables. In these cases, the project manager may need to 
establish rules for handoffs, especially if different time zones are involved. Don't 
leave the handoffs to chance. Set up processes to ensure that work on shared 
deliverables transitions smoothly from one person (or team) to another person (or 
team). 

The bottom line is that the project managers must recognize that there is inherent risk 
associated with remote team members. To a certain degree, the risk gets larger the 
further away they are because you not only deal with distance, but also time 
differences. However, a proactive project manager can work through the difficulties by 
looking holistically at the people concerns, process concerns, and technology concerns. 
A Risk Management Plan can be set up to mitigate the risk and ensure that the 
dispersed team works well together for the common good of the project and the team. 

Hire a Diverse Workforce Without Compromising on the Best Candidates 
(8.2.1.P2) 

The whole issue of diversity is sensitive in many people’s eyes.  To many people, the 
focus on diversity is synonymous with the hiring of inferior quality for the sake of 
meeting quotas.  However, the focus on diversity is much more complicated than that. 

The place to start is to discuss the case for diversity in terms of business value, since 
the discussion can go nowhere if there is not business value behind it.  No company is 
going to jump onto the diversity bandwagon if there are not real business benefits.  
There are really two arguments for the business case for diversity.  The first is basic 
fairness and the second is the long-term business value associated with a diverse 
workforce.  

Let’s start with the matter of basic fairness.  A company’s hiring objective is to always 
find the best person to fill an opening.  This would include looking at internal candidates 
and external candidates where appropriate.  Of course, looking for the “best” candidate 
can be a highly subjective matter.  What does it mean to be the “best” candidate?  

Left to their own devices, different managers will have differing opinions about what 
makes a candidate the “best.”  In some cases, managers will choose the person with the 
best set of skills to fill the position.  However, in other cases, managers will pick people 
who are like them.  This is a natural tendency and comes from a couple natural, even 
subconscious biases.  

1. A hiring manager tends to rate a person’s qualifications using her own background 
as a measuring stick.  After all, if a manager has a certain background and ended up 
in the position he is in today, doesn’t it make sense to look for those same traits in 
another person?  However, typically when the manager makes this type of 
subconscious decision, he is also making a decision to pick a person that tends to 
look more like him as well.  

2. The other bias slips in under the guise of evaluating how a person will fit in with the 
rest of the team.  This is because in many cases there is not a clear-cut leader in 
terms of background and skills.  If there is not an obvious candidate based on 
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background and skills, the interviewer starts to look for differentiators.  One of these 
differentiators usually has to do with how well a person will get along with the rest 
of the team.  If most of your team fits a certain race and background, there is a 
natural tendency to think that people with similar traits will get along well, or at least 
better than people with different traits. 

If teams are left on their own, these two sets of natural biases tend to result in a like 
group of people hiring a like candidate.  That is, they will hire someone with a similar 
look and background to themselves.  In some businesses and some organizations, this 
results in a bias against workers of the opposite sex.  In other businesses, there is not a 
gender bias, but there is a bias based on culture and race.  

Companies, especially large ones, have tried to formalize and standardize the recruiting 
and hiring process in a way that allows each candidate to be judged based on the same 
set of criteria.  The goal of a standardized process is usually not to hire diverse workers.  
The goal is to remove as many of the subconscious biases as possible and to ensure 
that the most qualified candidate is hired.  The hiring process usually involves multiple 
people. The candidates are judged by multiple people using standardized criteria in the 
hopes of removing as much subjectivity as possible and making the final 
recommendation as objective as possible. 

Many hiring managers take offense at the restrictions the HR Department places on the 
hiring process.  In fact, there is no question that some organizations have developed a 
burdensome and dysfunctional hiring process.  However, many of them are pretty good. 
They are not designed to be the easiest path to hiring a candidate.  They are designed 
to ensure that every candidate is treated equally and fairly, and that the hiring decision 
is based on the facts, not the subconscious biases that many of us carry. 

So, on the surface, it should not be hard to gain agreement that you want to hire the 
best candidate and you want to have a fair process for everyone.  Hopefully there is not 
too much argument that this is a good thing. 

In addition to the argument about basic fairness, diversity also provides real business 
value to the company.  One of the core assumptions about diversity is that no one 
would be pushing for it if everyone was the same.  However, the fact is that society as a 
whole is diverse and all companies exist and sell products in this diverse marketplace. 
Companies have discovered that diversity translates into being able to exist and prosper 
in a diverse marketplace.  The benefit filters down into at least three specific areas in 
the company.  

• Exploiting the marketplace.  The basic logic here is that it is hard, if not 
impossible, to effectively reach a diverse marketplace without a diverse staff.  If you 
are trying to reach Hispanic clients, for instance, it makes sense that you have 
Hispanic employees helping in product development, sales and marketing.  This 
doesn’t mean that every person is Hispanic, but that some are.  Likewise for African-
Americans, Asian-Americans, etc.  Since your market is diverse, you need people 
with background and understanding in these ethnicities.  Together you can 
effectively attack the diverse marketplace.  

• Making better decisions.  People from the same types of backgrounds can have a 
tendency to think alike and this can affect the decisions that people make.  
Managers need a diverse set of opinions to make the best goals, objectives and 
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strategies for the company.  Of course, some people are very creative, but it is hard 
to be creative in areas where you have no background or context.  Having a diverse 
management structure helps drive better company decisions in a diverse world.   

• Hiring better people.  Ultimately there is value in being able to hire the best 
person, regardless of the person’s background.  



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

333 

8.2.2 Develop Project Team 
Strive to Create High-Performance Teams (8.2.2.P1) 

Have you ever been on a project team that had everything going right?  The team 
members all got along; they all had the right skills; everyone worked hard and pulled 
together to get the project done. 

Those are just some of the characteristics of a high-performing team.  High-performing 
teams can sometimes form by themselves, perhaps even in spite of a manager that gets 
in the way.  However, it is more typical that a manager helps a team become high-
performing and facilitates them through a process that leads to the team becoming as 
effective and efficient as possible.   

For some managers, this journey is extremely difficult if not impossible.  They may be 
very organized, technically strong, and masters of organizational politics, but they may 
not be very good people managers and not very effective at building a team.  In some 
respects, it is also hard for a manager to guide a team toward high-performance if he 
was never part of a high-performing team.  Reaching toward high-performance is almost 
a vision, and if you do not have a vision based on experience, it may be very difficult to 
guide a team of people there.   

You cannot start with a new team and expect them to be high performing in a day, a 
week or a month.  There are many aspects of building a high-performance team that 
require a long period of time to bring to fruition.  You will find that teams that have not 
worked together before usually go through four stages of team development, as defined 
in the Tuckman model.  They are: 

• Forming.  The team is first meeting and getting to know each other.  They can’t 
rely on others totally because they are not sure what everyone’s skills, strengths and 
weaknesses are.   

• Storming.  The team struggles through understanding roles and responsibilities.  
Usually personality conflicts start to arise.  Team members feel good enough to 
complain, but not always confident or knowledgeable enough to propose solutions.  
Team members know each other well enough that they can start to argue.  
Generally, the team is in flux and people are not exactly sure what they are 
supposed to be doing.  Some immature teams never make it past this stage. 

• Norming.  The team starts getting used to each other’s strengths and weaknesses.  
Team members start to compensate for one another and a feeling of camaraderie 
starts to take shape.  Team members accept each other as people and enjoy being 
around each other.  The team may begin realizing that as a whole, they are stronger 
than they were as just a group of individual contributors.   

• Performing.  This is the last stage of a high-performance team.  At this stage the 
team strives toward common objectives – written or unwritten.  They rely on each 
other.  When trouble arises, they ask how they can help.  The team members can 
generally work without a lot of management supervision.  The overall productivity is 
especially high and is recognized as such by others outside the team.   

Team members of a high-performing team have trust and confidence in the other 
members of the team.  They cannot build this level of trust overnight, which is another 
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reason why these teams take some time to form.  These types of teams are rare, which 
is a major reason why people who have been on one remember the feeling even years 
later.   

However, as mentioned earlier, they are not easily formed.  Given a vision of the end 
result, a manager can try to put the pieces in place that will help a team get through the 
four-stage model described earlier.  Sometimes teams can get stuck between stages.  
They may, in fact, be stuck permanently.  Fortunately, there are some things that can 
be done to facilitate the team’s growth.   

• Set common objectives.  Teams will have a hard time performing at a high level 
unless they are all striving toward a common set of objectives.  Even if members of 
your team do different jobs, a set of objectives can usually be written that will 
encompass all of them.  If possible, the team should also be rewarded based on 
achieving this common set of objectives.  This will assist in getting everyone pulling 
in the same direction.   

• Establish good internal work processes.  It is true that you cannot build 
consistently good products, or deliver good services, with poor work processes.  The 
high-performing team has a set of internal processes that guide how members act 
and react in particular circumstances.  For instance, if problems arise, they know 
how to invoke problem-solving techniques.  If a client makes a request for a change 
to specifications, they know to invoke scope change procedures.  In this way, they 
maintain as little uncertainty as possible.  Another aspect of these teams is that they 
constantly look for ways to improve their current processes.  If a process was 
perfect a year ago, it may not be perfect today.  The team constantly challenges the 
current state and recommends changes for improvement. 

• Instill good work ethic.  This probably goes without saying.  High-performing 
teams rarely form in an environment where people complain about their workload or 
where team members complain about the work habits of other team members.  
High-performing teams find the challenges associated with their work and work hard 
to complete their assignments within expectations.  Sometimes hard work gets 
confused with working a lot of hours.  These are not the same things.  A high-
performance team works efficiently and works smart.  Members get more work done 
in a typical day than their counterparts (in fact, a team that must pull late hours all 
the time probably has some problems with focus that might need to be addressed to 
get them out of that rut).  On the other hand, the high-performing team 
understands when members need to pull together to achieve the project objectives, 
and sometimes that does require working many extra hours. 

• Keep everyone focused.  The high-performance team is focused on the objectives 
and the deliverables, and understands how to achieve them.  They don’t get 
sidetracked by rumors or politics.  They don’t get absorbed in gossip.  They don’t 
spend more time complaining than working.  They know what is expected of them 
and do the best they can to meet those expectations.   

• Maintain a high level of motivation.  The high-performance team identifies the 
challenges associated with meeting its objectives and completing its deliverables.  
This is both a self-motivation on the part of each team member as well as a 
reinforced motivation through the entire team. 
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• Keep organized.  Team members understand what their role on the team is and 
what everyone else's role is as well.  People understand the work they have on their 
plate today, as well as what the remainder of their work is.  They understand the 
processes and procedures needed to run the team, including scope change 
management, risk management, issues management, quality management, and 
status reporting.  If unusual events occur, they know how to manage the process 
and how to escalate when appropriate. 

• Strive toward a balanced set of key skills.  A high-performance team has all of 
the skills needed to complete the work on its plate.  Team members have the skills 
needed from a technical standpoint, as well as the right set of role-based skills.  For 
instance, it is hard to be a high-performance team when everyone wants to be the 
Team Leader.  If some of these “leaders” are asked to build deliverables instead, 
they may not have the right skills or the right motivation for the team to be 
successful.  If short-term skill sets are missing, then the appropriate skills are 
brought in from outside resources if needed.  If the skill will be needed on the team 
in the long-term, team members receive the training necessary to perform the work 
in the future.  In a high-performing team, people understand their strengths and 
weaknesses, but they also are willing to work outside their comfort area when 
needed.    

• Foster mutual respect.  Members of high-performance teams typically get along 
with each other.  They have mutual respect for each other and trust that the others 
are working as hard as they are.  They assist other team members when they are in 
need and understand that team members will do the same for them if needed.  In 
general, team members are even-tempered and not prone to high ecstasy or 
depression.  The team members respect each other’s abilities as well as help 
compensate for any weaknesses, since they know others are compensating for their 
weaknesses as well. 

In the right circumstances, a manager can take the lead to move a team toward high-
performance status.  It takes time and in many cases the results will be disappointing.  
If it were easy, every team would be high performing, instead of the one or two that 
you may have worked on in your entire career.  When someone is motivated to move 
down that path, you should use the following guidelines:   

• Empower the team.  Teams, like individuals, will mature over time if they are 
allowed to make more and more of the decisions that impact them.  If the team is 
kept on a short leash and must always ask for direction from the manager, they will 
have little incentive or desire to mature toward high performance.  It is possible that 
a high-performing team does not need a formal manager at all.  To reach this stage, 
however, the manager must allow the team to make as many of its own decisions as 
is practical.  As the team gets more mature, they should be given even more 
discretion.  On a high-performing team, the manager acts more like a coach offering 
advice, rather than as a formal manager that tells everyone what to do.    

• Establish team processes.  The team needs to have good processes to follow for 
handling issues, change requests, status reporting, etc.  Team members need to 
understand how things get approved, how to surface potential risks and what 
deliverables should look like.  Some of these processes should exist already, but 
many probably are not formally defined.  If possible, these processes should be 
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consistent throughout the organization.  However, if no consistent processes are 
available for the entire organization, then the entire team can work and agree on 
them when the project is starting. 

• Invest in training.  In a perfect world, the manager and the entire team would 
have experience in the technology being utilized and in the subject matter being 
delivered.  Members would know the organization and the politics.  In the real world, 
however, the manager and the team rarely have all the right skills needed.  They 
need to understand what they do not know and try to get to the right level of 
expertise as quickly as possible.  This usually implies being as liberal with training as 
possible while you are guiding a team down this path.   This includes technical, 
professional, and business training.  Also, consider specific team building and other 
training designed to show a team how to work effectively together.  This can 
compress the time required to reach the higher levels of team performance. 

• Be flexible.  It is hard to know and plan everything.  One of the key characteristics 
of a successful manager is to be comfortable working in an environment where 
change is a constant.  If the manager works effectively in this environment, the 
workload will be updated on a continual basis and will accurately reflect what needs 
to be done to complete the project.  The manager is also able to effectively deal 
with changing team dynamics over time. 

• Monitor team dynamics and progress.  Once the team is in place and well 
trained, it should be monitored to make sure the team members are progressing well 
and moving toward a state of higher efficiency and effectiveness.  The manager 
should constantly reinforce good behaviors and deal with problems when they occur.  
When the team is really high performing, it tends to deal with its own problems 
before they are surfaced outside the team. 
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8.2.3 Manage Project Team 
There are dozens, perhaps hundreds, of techniques that can be applied to managing 
people in different situations. Many techniques are described in this section that will help 
you manage your project team members.  

Proactively Manage Resources in a Matrix Organization (8.2.3.P1) 

Provide Meaningful Performance Feedback (8.2.3.P2) 

Give Fact-Based Performance Feedback Routinely, Not Just During Formal 
Reviews (8.2.3.P3) 

Be Diligent in Managing Marginal Performers (8.2.3.P4) 

Exhibit Leadership on Challenging Projects (8.2.3.P5) 

Attack a Team Morale Problem on Many Fronts (8.2.3.P6) 

Work Diligently to Turn Around a Dysfunctional Project Team (8.2.3.P7) 

Manage Political Problems as Issues (8.2.3.P8) 

Openly Address Issues that You Cause (8.2.3.P9) 

Provide Leadership to Implement Critical Change Requests (8.2.3.P10) 

Be Open to Enabling Self-Managed Teams (8.2.3.P11) 

Overcome Team Resistance to Project Management (8.2.3.P12) 

Address Performance Problems with an Early First Meeting (8.2.3.P13) 

Manage Contractors Effectively, But Differently Than Your Employee Staff 
(8.2.3.P14) 

Understand Your Technical Staff and Manage Them Accordingly (8.2.3.P15) 

Be Sensitive to Differences When Managing a Diverse Staff (8.2.3.P16) 

Escalate a Performance Problem with a Formal Plan (8.2.3.P17) 

Managing Virtual Teams (8.2.3.P18) 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

338 

Proactively Manage Resources in a Matrix Organization (8.2.3.P1) 

One of the frustrating parts of being a project manager is that it can be difficult to 
manage the project when you have no formal management authority over the members 
of your team. From an organizational perspective, if the people do not report to you as a 
functional manager, then you are probably operating in some type of matrix structure. 
The matrix makes the most efficient use of people resources, but it can also be very 
challenging on the part of project managers. 

How do you hold team members accountable for their deadlines without this authority?  

From the people side, although the team members do not report to you functionally, 
their work on the project should still be input into their overall performance review.  You 
can try to hold people accountable by making sure they understand that you will be 
providing performance feedback into their review. This should also be reiterated and 
agreed to by the functional managers.  

Of course, if team members are missing their deadlines you must also try to determine 
the cause. For example, if it is due to a lack of skills, this should be addressed through 
training or replacement resources. If it is because they do not fully understand the 
expectations you have, then you may have some changes to make as well. 

From a process management side, there are project management techniques and 
processes that should be utilized. First of all, if the availability and performance of the 
team is in doubt, you should raise this early as a project risk. As part of risk 
management, you need to put a proactive plan in place to make sure that this risk is 
addressed. When people miss their deadlines and your deadline is in jeopardy, you may 
need to raise an issue and perform issues management. During issues management, 
you again look for the cause of the problem and try to resolve it.  

In addition, make sure your team members are communicating proactively with you. In 
many cases, it is not the fact that people miss their deadlines that gets you frustrated; it 
is that the team member does not tell you ahead of time. If the team member 
communicates proactively, you can see the problem beforehand while you still some 
ability to help. If he just misses the date and does not communicate, then he is not 
managing expectations as should be done. By the same token, the project manager 
needs to communicate proactively as well. Communicate well with your team and make 
sure they understand dates and expectations. Also communicate proactively with the 
functional managers and make sure they know when there are resource sharing issues 
or people performance issues. 

Matrix management involves a complex and delicate balancing act between project 
managers and people managers. The project manager usually has limited people 
management authority in these situations. Even so, it is possible to complete your 
projects successfully. There are many project management processes and techniques 
that can help. Utilize them to raise risks and issues when needed. Also, make sure you 
utilize the project sponsor. The sponsor can help you generate urgency and focus, and 
can also have an impact on the functional managers to make sure that you have the 
resources you need to be successful. 

Provide Meaningful Performance Feedback (8.2.3.P2) 
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The role of the project manager normally does not include providing formal performance 
reviews to team members. This is usually a responsibility of each employee’s functional 
manager. However, there is no question that a project manager does need to provide 
performance feedback to team members to let them know how they are doing and 
whether they are meeting performance expectations. This includes recognizing when 
team members meet their commitments and providing feedback to them when they are 
not meeting your expectations.  

Telling people they are doing a good job is easy. It is harder when you have to tell a 
team member he is not meeting your expectations. When this type of conversation is 
appropriate, the project manager can use the following techniques: 

• Plan. This helps managers develop a framework for providing effective feedback. 
The manager should think ahead of time about the behavior that should be 
highlighted and how the manager can help the employee improve. 

• Provide examples. Vague criticism fosters anxiety. Tangible examples are required 
to highlight the feedback. Typically, you do not need to provide dozens of examples. 
Hopefully, you can make the point with a couple representative observations.  

• Motivate. Use motivational techniques in the discussion. The employee is bound to 
be disappointed by the feedback. Look for opportunities to build the morale of the 
team member as well, so that he will be eager to improve.  

• Sandwich. The project manager should start the session with positive comments, 
then get to the feedback and finish with positive, motivating comments.  

• Allow time for feedback. The process needs to be a dialogue between the project 
manager and the team member. So, seek feedback from the team member and 
allow him to agree, disagree or provide his perspective.   

• Set a timeframe for action and follow-up. The project manager should 
document any action items, circulate them to the team member and ensure that 
they are completed. Before the meeting is over, the project manager and team 
member should also agree on a follow-up timeframe to check progress.  

Give Fact-Based Performance Feedback Routinely, Not Just During Formal 
Reviews (8.2.3.P3) 

The world is made up of people with various skills and talents.  Often, people’s talents 
drive them to work in certain areas where they excel.  In other cases, their individual 
talents and the jobs they perform are not aligned.  Many people have the general skills 
and the drive required to overcome a lack of alignment.   

If everyone excelled in the job they were asked to fulfill there would be much less need 
for the Human Resource staff.  However, it doesn’t always work like that.  Some people 
are not able to meet expectations and managers must not feel guilty about working with 
them to try to turn things around.    

Managers should not be afraid to bring this issue to an employee’s attention.  
Performance feedback should be given immediately when one employee’s problem 
keeps the group from providing maximum business value.   

The question for many managers is how best to proceed when a performance problem 
arises.  While some may want to start by putting the employee on a performance plan, 
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that is not necessarily the best approach.  It is possible the employee has no idea there 
even is a performance problem.  For this reason, there is some preliminary work that 
needs to be done to properly set the stage for the discussion.  

As a manager, consider the following approach, 

1. The first step is to start collecting facts.  Gather recent examples of missed 
deadlines, etc. that can be used when discussing the performance problem with the 
employee.   

2. Once the factual examples are ready, the second step is to have a preliminary 
performance discussion.  There are three targeted objectives to this meeting: 

• To make the employee aware of the perceived performance problem;  

• To get the employee’s feedback and response; 

• To determine a short-term action plan; this is critical and will be the key to trying 
to turn the performance around.   

In many cases, the manager jumps to the conclusion that there is a performance 
problem, pure and simple.  However, there are a number of different reasons why the 
employee’s performance may not be up to expectations.  Once a manager understands 
the causes, he will be able to create the right action plan.    

This initial performance discussion will help determine the next steps.  The employee’s 
performance problems may have a root cause that can be resolved together.  Perhaps 
just bringing the performance perception to the employee’s attention will help to resolve 
the situation.  Until this initial discussion occurs, it is not possible to know exactly where 
the problem lies and what solutions might be appropriate.   

The first performance meeting should not end before there is a short-term plan for 
addressing the situation.  The short-term plan may require work from both the manager 
and employee.  The plan should also include a time to get back together again, perhaps 
in about 30 days.  It is important to get back together to determine whether there has 
been any improvement in performance.  If there has been, then perhaps the situation 
just needs to be monitored from that point.   

If the performance is still not up to expectations, then the second meeting should again 
explore causes and see if there are more short-term actions that make sense.  If there 
are, implement them as well.  However, if the manager does not think the employee can 
meet the expectations for the position, he should get Human Resources involved and 
look at the alternatives available at that time. 

Be Diligent in Managing Marginal Performers (8.2.3.P4) 

One problem that many project managers never get comfortable with is dealing with 
poor performers. This is especially true if they are not meeting expectations, but 
perhaps not to the level where they should be fired. However, you still have the 
challenge to try to manage your team and complete your project successfully. You 
should look at a number of possible causes of poor performance.  

• Does the person have the right skills and experience? Sometimes people do 
not deliver up to expectations because they do not have the right skills to do the job. 
For instance, you assign a person to complete the analysis for a new set of reports, 
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but he is not sure how to ask the right questions or frame a discussion with the 
clients. If anyone falls into this category, you need to decide whether he could do 
the work with the right training or whether he should be replaced.  

• Do they understand your expectations? If people have the right skills, ask 
whether they really understand what the expectations are. For instance, sometimes 
when a team member misses a deadline, he might come back and say that he did 
not think the work was due at that time. If there is some confusion on the 
expectations, you can have the person confirm back to you in writing his 
understanding of the expectations for deliverables and dates.  

• Are there extenuating circumstances? Another area to consider is whether 
there are any business or personal factors that could explain a person’s 
performance. For instance, a member of your team may not be very motivated to 
work if his spouse is very ill. There may not be a way to resolve these situations, but 
you are looking for reasons why certain people might not be performing up to 
expectations. If you can find a cause, it will give you some ability to respond, or at 
least acknowledge it. 

If people have the right skills and the right expectations, then the project manager’s 
options become more limited, and you start to enter the realm of the performance 
management. It is possible that some team members are not going to do be able to 
perform up to expectations. They may not be willing to do the job, or they may not be 
able to do the work regardless of the training and support you provide. If you feel you 
are at this point, you need to get the appropriate functional manager involved, and 
usually the Human Resources Department as well. They will give guidance about what 
types of remedies are available and acceptable within your company.   

Even though you have a people issue, you can also utilize process experience to help 
mitigate the problems you are encountering. For instance, if people are missing 
significant delivery dates, then you will probably be at risk of the schedule slipping. If 
dates have to slip because team members are over allocated on other work, you have 
an issue. If people are delivering late because they are doing more work than was 
assigned, you may have a scope change process that needs to be working better. If 
people are not delivering to the right level of quality, you may need to utilize quality 
management to set guidelines for what deliverables should look like and what the right 
level of quality is.  

It is difficult and frustrating to work with and rely upon people who do not come 
through. After you look at the problems and try to determine the cause, you may just 
decide if there are things that you can do as a project manager or if there is a 
performance problem that needs to be brought to the attention of the functional 
manager.  

Exhibit Leadership on Challenging Projects (8.2.3.P5) 

Project managers need to be leaders. Leadership can be easy when things are going 
well; everyone will follow you then. However, when times are tough, leadership can be 
hard, but it is also more vital than ever. Here are some things to keep in mind to lead 
your team through the difficulty.  
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• Keep your eyes on the big picture. When things get tough, everybody's 
temptation is to become acutely focused on the problems. A leader stays focused on 
the vision of completing the project objectives.  

• Keep positive. When circumstances get tough, even the most loyal team members 
can be tempted to start shooting and, unfortunately, they sometimes shoot each 
other.  They begin to question each other and find many faults with one another. A 
leader must keep positive and act rationally and objectively. 

• Be the first to sacrifice. When there is pain to share, leaders should do just that - 
lead. If the team needs to work overtime, the project manager should work overtime 
as well. If the project team needs to come in on a weekend day, the project 
manager needs to be in as well.  

• Remain calm. Panic is a common human emotion and no one is immune to it. A 
leader, however, thinks the problems through and remains calm. Being calm will 
enable the leader to make the right decisions for the entire team. Panic only leads to 
disaster, while calm leads to victory.  

• Motivate. In tough and challenging times, people are naturally down. They tend to 
be pessimistic. They can't see how it is all going to work out. The project manager 
should focus on motivating the team and show how the end result will be good. 

• Create small wins. One of the ways to motivate is to create small wins. When 
things are bad, the team starts to wonder how they can win. The project manager 
should look for ways to win – even small, interim victories. With each small win, the 
leader will build esteem and a positive attitude.  

• Keep a sense of humor. Hardly anything in life can't be laughed at. As the project 
manager you need to look for opportunities to instill fun, and laugh at yourself and 
the situations that present themselves.  

A weak project manager is usually unable to get the team out of a large hole because 
he does not have the ability to lead the way out. When project managers show 
leadership, the team will follow – maybe not immediately, but eventually. The project 
manager is in the right position to lead the charge and get the entire project back on 
sound footing again.  

Attack a Team Morale Problem on Many Fronts (8.2.3.P6) 

Morale problems don’t happen overnight, and they cannot be resolved overnight. 
Typically, the complete causes and remedies are out of your control. However, as the 
project manager, there are some things that are within your control. Regardless of how 
much you can do, if the group sees you trying to help, they will feel better as well. 

You need some feedback from the group to determine the cause of the morale 
problems. Once you understand the cause, there are usually multiple ways to help. Here 
are some examples.  

• Be a good listener. You will find that the simple act of listening will help people’s 
morale. Being sympathetic and empathetic are key responses from the project 
manager. It shows that you at least recognize the problems and are concerned. 
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• Say “thank you”. This is similar to being a good listener. If team members feel 
that the project manager recognizes their contributions, it will go a long way toward 
helping them feel better about their situation.    

• Assign more challenging work. This is a tough one because, in most cases, your 
work is your work and you cannot change the basic nature of that work. However, 
there are some things you can do to introduce new challenges. For instance, you can 
rotate people into new roles. If two people have done the same job for a long time, 
switch them. This gives each person an opportunity to learn new skills and new 
areas of expertise, while also giving you more backup coverage. You can also give 
people more responsibility. This might include letting new people manage the 
budget for the team, putting people in charge of subteams and assigning new 
people to manage the work of contractors. 

• Provide opportunities to learn new technologies. You can try to rotate people 
into new technologies, switch responsibilities to allow people to learn new skills, and 
increase the training opportunities. 

• Make sure people know what is expected of them. You should make sure 
people are clear on what their job responsibilities are, what their current work 
activities are, and how their contributions help the entire project to be successful.   

• Offer more flexibility. Allowing people more control over their jobs and lives can 
help morale. Examples of work flexibility include: 

o Offer flextime options to allow people to work early or late. This could also 
include four ten-hour days or allowing people to work early or late based on their 
personal preference.  

o Try to offer some form of telecommuting. Look at one to two days per week to 
start, perhaps just with selected trial people.  

• Get the right equipment. Make sure people have the right hardware and software 
they need to do their jobs. It is especially frustrating for people to work on slow 
equipment, especially when hardware is so cheap. 

• Look for opportunities to have fun. Look for an opportunity for social events, 
pizza parties, birthday cakes, etc.  

• Solicit opinions and ideas from employees. The project manager should 
encourage team members to become involved and offer their insights on 
assignments. If team members feel like their opinions and ideas are valuable, they 
will feel better about their situation. 

There are many reasons for bad morale. Based on the reasons, there are also many 
ways to try to improve morale. The key is to recognize that the team will not perform as 
well if morale is bad. So, project managers should keep their eyes open for morale 
problems and look for ways to keep morale up. Regardless of the limitations of your 
role, there are always some things such as listening and saying “thanks” that are within 
your control. There may be many other responses in your control as well.  

Work Diligently to Turn Around a Dysfunctional Project Team (8.2.3.P7) 

Many teams have some personality conflicts among team members. However, on some 
teams the personal animosity is so great that the team has a hard time functioning 
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together. The project manager that is originally a part of the team is probably part of 
the problem, so he usually has a limited ability to identify and resolve the problem. 
However, when this problem is recognized by the sponsor or the functional manager, 
the project manager is often replaced (this is usually an easier option than trying to 
replace the entire project team).  

If you are a project manager that takes over a dysfunctional project team, there are a 
number of areas that require your attention.  

The first thing you want to do is assess the current state of the project. Your response 
to the project team problems will depend on where you are at with the schedule. For 
instance, if you have 30 days of work remaining, you will have less ability to make an 
impact on the team dynamics. In this case, the best course of action may be to try to 
motivate the team for the final push and watch the schedule closely. On the other hand, 
if your project has many months to go, then you need to see what can be done to repair 
the damage on the team as well as re-plan the schedule to deliver on a new realistic 
timeframe. Any plan is going to include the following items:   

• Communicate well. If the project manager is a poor communicator, it can result in 
a miserable project experience for everyone. Teams with poor morale tend to have 
poor communication channels. Don’t let rumors and uncertainty fester. Make sure 
you share as much information as you can about the project status and anything 
else that may impact the project team.  

• Praise and compliment. When people on your team do a good job, make sure 
they know it. People don’t expect money or gifts when they do a good job – just a 
pat on the back and a ‘well done’ by their manager. Give it to them – both informally 
and formally.  

• Set clear expectations. People need to understand what is expected of them so 
that they know the challenges they need to meet. Make sure you give clear 
instructions when you hand out work so that people understand what they are 
expected to do.  

• Don’t over commit your team. As you try to improve morale, you also need to be 
careful not to over-commit the team. Determine the work remaining to finish the 
project and remove anything that is extraneous or can be done after 
implementation.  

• Manage scope. Make sure you manage scope tightly and try to defer all changes 
until after the original project is completed.  

• Win some small battles. Poor morale can cause your team to miss deadlines, 
which causes more pressure and degrades morale even further. The opposite is true 
as well. If the team can start hitting some interim deadlines (and you communicate 
this fact and praise them), the team morale should improve, which may make it 
easier to hit your next deadline.  

These are some ideas for turning the project around. Make sure you understand where 
you are in the schedule so you know how much time you have to make significant 
changes. Also, make sure you try to identify as many team problems as you can, as well 
as the root causes if possible. Then, put together an action plan based on how much 
work and time is remaining on the project. If there is not a lot of time remaining, focus 
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on the schedule. If a lot of time is remaining, focus on repairing the project team, as 
well as completing the schedule.  

Manage Political Problems as Issues (8.2.3.P8) 

The larger your project gets, the more you will find that the issues you encounter are 
more and more political in nature. In other words, the issues have to do with the use of 
resources, project direction, project deliverables, how the project should be run, how 
the project impacts people, etc. The resolution of these issues requires you to gain 
consensus among people that have differences of opinion. In other words, the resolution 
requires you to recognize and work in office politics.  

Generally speaking, politics is all about interacting with people and influencing them to 
get things done. This can be a good thing, a bad thing, or a neutral thing, depending on 
the tactics people use. The behavior of people can make office politics good or bad. 
Let’s consider some examples of how utilizing political skills might be good, but can also 
be bad.  

• You are able to move your ideas forward in the organization and get people to act 
on them (good) ... by currying favor, suppressing other opposing ideas and taking 
credit for the ideas of your staff (bad). 

• You have an ability to reach consensus on complex matters with a number of 
different stakeholders (good) ... by working behind the scenes with people in power, 
making deals and destroying people who don’t get on board (bad).  

• You receive funding for projects that are important to you and to your organization 
(good) … by misrepresenting the costs and benefits, and by going around the 
existing funding processes (bad).  

• You develop a reputation as someone who can get things done (good) … by using 
legitimate and illegitimate tactics and by walking over people that get in your way 
(bad). 

The point of the examples is to show that influencing people and getting things done in 
a company bureaucracy is a good thing and the general term of “office politics” can 
have good connotations or bad. However, the typical use of the term is used to describe 
the shady methods that are used to get things done in the company bureaucracy.  

It is not uncommon for a project team to be impacted by office politics. This can occur 
when there is a difference of opinion on the project deliverables, requirements, scope 
change requests, risk perceptions, etc. Are these differences of opinion caused by office 
politics, or just a legitimate and valid difference of opinion between people who both 
think that they are representing the best interest of the company? 

Dealing with office politics is not a standard project management process. However, 
once the politics start to impact the project adversely, the situation should be identified 
as an issue, since the resolution is outside the control of the project team. You can’t 
utilize a checklist to resolve political issues. Political problems are people-related and 
situational. What works for one person in one situation may not work for another person 
in the same situation because people, and their reactions, are different. Identifying the 
problem as an issue will bring visibility to the situation and hopefully get the proper 
people involved in the resolution.  
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Generally, project managers need to become good at identifying and trying to resolve 
political issues. There are three areas to work on.  

• Try to recognize situations and events where politics are most likely to be involved. 
This could include decision points, competition for budget and resources, and setting 
project direction and priorities.  

• In general, deal with people openly and honestly. When you provide an opinion or 
recommendation, express the pros and cons to provide a balanced view to other 
parties. Make sure you distinguish the facts from your opinions so the other parties 
know the difference. You should always try to communicate proactively with all 
stakeholders.  

• If you feel uncomfortable with what you are asked to do, get your sponsor or your 
functional manager involved. They tend to have more political savvy and positional 
authority, and they should be able to provide advice and cover for you. 

If you feel good about what you are doing, how you are influencing and how you are 
getting things done, then you are probably handling office politics the right way. If you 
feel guilty about how you are treating people and if you have second thoughts about the 
methods you are using to get things done, you are probably practicing the dark side of 
office politics.  

Openly Address Issues that You Cause (8.2.3.P9) 

No one is perfect. A project manager typically does the best job he can given the 
information that is available at the time. However, there are times when issues arise 
because of a mistake that the project manager makes. This could be a mistake in 
communication, a mistake in estimation, a mistake in understanding the project 
deliverables, etc. It would have to be a fairly large mistake to be classified as a formal 
issue, but large mistakes happen all the time.  

Issues management is normally a cold and logical process involving problem 
identification and resolution techniques. However, these specific types of issues can be 
especially difficult to resolve since the project manager may feel some defensiveness 
(and perhaps embarrassment) for having caused the problem to begin with. Sometimes 
that fact that the problem was caused by the project manager makes it difficult to 
address the problem openly and in a timely manner. If this happens to you, use the 
following steps to deal with it effectively. 

1. Own the problem. You must first recognize the problem and own-up to the fact 
that you caused it. If you cause the problem but try to blame it on others, you will 
probably find that resolving the problem is much more painful for you. If you caused 
the problem, or if you were partially at fault, be mature and honest enough to own 
it. 

2. Communicate openly. You may be surprised how liberating it can be to just come 
right out and say that you blew it! If you own and communicate that you made a 
mistake, others will no longer feel the need to play the “blame game” – you have 
already admitted it! Your team can move quickly into resolving the problem instead. 

3. Resolve the problem coolly and calmly. You have the personally-painful part 
out of the way. Now look for alternatives and resolve the problem using your normal 
issues management techniques. Don’t get caught up in the personal pain by acting 
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defensive or by looking for ways that you can save face. Given the mistake made, 
look for the best resolution for your project. 

4. Learn from the mistake. Generally each mistake you make can be turned into a 
learning experience. You can put better processes in place if that is appropriate. You 
can also take a personal key-learning and change your management processes 
(maybe even slightly) so that this type of problem does not occur again. 

It is common for managers to state that the only positive to come out of a bad 
experience is that they learn not to do it again. It would be great if there were better 
places to learn than the “school of hard knocks.” However, as stated earlier, none of us 
are perfect either. When you make a major mistake, own up to it and communicate 
quickly. Then figure out how to overcome the problem and make personal adjustments 
so that the problem never occurs again.  

If you will handle problems like this you will generally find that people give you the 
benefit of the doubt, and in fact many will even admire you for the way you address 
these personal challenges.  

Provide Leadership to Implement Critical Change Requests (8.2.3.P10) 

Change is not inherently bad or good. However, the team can react to changes in 
positive and negative ways, depending on the state of the project. A typical reaction 
from most project teams is to just go ahead and make the changes. However, there is 
another reaction that can be more problematic: the team may not want to make any 
more changes. This situation usually occurs on projects that have had problems and 
could be for a variety of reasons. 

• This may be a long project, perhaps requiring overtime, and people just want the 
project to end.  

• The proposed changes will require a lot of work, and the deadline date is being held 
firm. Again, overtime may be required from the team. 

• Members of the project team and the client have not had a smooth relationship on 
the project. There may be project team members that do not want to help the client 
further. 

• The changes require major upstream rework to the design, which will require 
changes to construction and re-testing of the entire solution. 

All of these situations (and more) result in a scenario where the project team is not 
motivated to support scope changes. This puts the project manager in a tough position 
where he has to get the rest of the team on board for one last charge. 

Frankly, it’s a tough sell. The team is tired and they are not motivated. In fact, morale 
may be poor. However, this is the time for the project manager to show leadership. 
Since the cause of the team problems is probably complex, the solution should be multi-
faceted as well. Here are some things for the project manager to consider. 

• Explain the facts first. Do not start with a rah-rah speech right away. First meet with 
the team and explain the background and circumstances. Then talk through the 
changes that are needed and why they are important from a business perspective.  
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• Acknowledge the pain. The project manager must acknowledge the problems. Let 
the team members know that you understand that they may not want to make the 
changes and that their morale is poor. Don’t dwell on it – but acknowledge it. 

• Be motivational. Now is the time to motivate the team. Appeal to their sense of 
working together as a team to get through this adversity. Let them know the value 
they are providing to the company. 

• Talk to everyone one-on-one. In addition to the team meeting, talk to the entire 
team one-on-one to understand where they are at mentally. Listen to their concerns 
and get their personal commitment to work hard and keep going. 

• Get management and the sponsor involved. Now is also a good time to ask your 
manager and your sponsor to talk to the team, thank them for their work so far and 
ask for their continued help getting through the changes. 

• Look for perks. Little perks can help a team get through motivational and morale 
trouble. These can be as simple as donuts in the morning and pizza for those that 
have to work late overtime. 

• Make sure the clients are in there with you. Normally if the project team is working 
extra, the clients are sharing the pain as well. However, the project manager should 
make sure they are. 

• Communicate proactively. Keep everyone informed as to the state of the project and 
the time and effort remaining. If the project manager starts getting closed and 
secretive with information, it causes many more problems to morale. 

• Celebrate successes. The project manager does not need to wait until the project is 
over to declare success. Look for milestones, or mini-milestones, as opportunities to 
celebrate a victory and give praise to team members. 

A project manager needs to have more management and leadership skills than simply 
telling people to “do their jobs.” This is a tough situation and requires good people 
management skills to get through successfully. Success is never guaranteed, but utilizing 
some of these tips can help you get through a tough situation.   

Be Open to Enabling Self-Managed Teams (8.2.3.P11) 

Teamwork is used to complete most of the work in an organization. When people work 
on a team, they can become more motivated and enthusiastic, develop new ideas to 
improve group performance, and assume greater responsibility in putting these plans 
into action.  

A self-managed project team is a specific type of team that maintains a high degree of 
collaboration and manages itself, with the objective of becoming a very high-performing 
team. On self-managed project teams, trust grows among the team members as work 
progresses, and they become motivated to accept more difficult challenges. The focus in 
these types of groups is on performance, as well as on teamwork. Their success requires 
strong personal and company commitment, skills development, and support from team 
members and management.  

All self-managed teams need training to prepare them to work in this new paradigm. A 
very common mistake is to throw people into a self-managed environment without 
adequate preparation. This results in chaos, frustration and paralysis. The best time to 
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offer training is when the team is initially being formed, and then on an ongoing basis 
when the team encounters situations it cannot handle.  

Of course, the team cannot be trained in every possible contingency. One of the 
objectives of a self-managed team is that they be flexible enough to resolve unforeseen 
problems when they occur. No amount of training and planning can bring perfect 
results. Unforeseen problems will certainly arise, and the team must be prepared to 
invest adequate resources and energy to work through all impediments.  

Overcome Team Resistance to Project Management (8.2.3.P12) 

It's one thing to build a Project Charter and the schedule. It's another thing to 
effectively manage the project. If you could issue the plan and the work assignments 
and have everyone complete his activities on time, your life would be much easier. 
However, the process of managing the team and the schedule becomes complicated 
because of the people element involved. People are unpredictable. To understand how 
the project is proceeding and to ensure that it stays on track, controls are needed. You 
may need to go around and ask people how they are doing. You need people to tell you 
in Status Reports and status meeting how they are doing. You need to keep updated 
statistics on work completed, in-progress and not started.  

Unfortunately, team members do not always respond well to these management and 
control processes for a number of reasons.  

• They may think the processes are cumbersome and keep them from completing 
their deliverables. 

• They may feel they will be punished for bringing bad news or doing things 
incorrectly. 

• They may not feel the project management processes are effective. 

• They may have a normal human tendency against processes that feel like controls. 

• Team members may have tried to follow the processes, but found they were not 
complete or they were not supported by other people. 

• They may feel that the project manager is not following the procedures, so why 
should they. 

• They may see people going around the processes without consequences. 

Knowing and recognizing these normal human tendencies will help counter the 
resistance you may encounter on your project. The project manager also needs to 
communicate the processes effectively, including their overall value to the project. Once 
discussed with the team, it is important to apply the project management processes 
consistently so that they can be adopted successfully on the project.  

Address Performance Problems with an Early First Meeting (8.2.3.P13) 

When dealing with a difficult employee, first look at performance.  If the employee is 
part of a project, the first question is whether the behavior is impacting the project in 
terms of its deliverables or its deadlines.   
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The next question from a project perspective is whether the behavior may cause 
problems in the future.  If so, then you could consider this a project risk.  In fact, at this 
point, risk is the biggest concern.  There are a number of risks, including: 

• A risk that the behavior will, in fact, lead to missed deadline dates in the future. 

• A risk that the behavior will alienate the rest of the team and that overall cohesion 
and morale will suffer.  This may cause the team’s performance to suffer as a result.  

• A risk that the lack of knowledge sharing will have a serious impact on the project if 
the employee leaves.   

If the manager perceives the employee may become a significant risk, he should 
address this situation proactively. The place to start with personnel problems is usually 
to take the most direct route - a face-to-face discussion.  In this discussion, the 
manager can discuss his or her perceptions of the employee’s behavior and why it will 
(or may) cause problems on the project.  The manager understands the risks to the 
project and should communicate these risks to the employee.  

One of the benefits of the first meeting is that the manager can share the concerns, and 
the employee will have a chance to tell his or her side of the story.  You never know 
how these first discussions will progress.  Sometimes they are difficult and don’t 
accomplish what you hope. However, sometimes the person you are talking to will agree 
with you and tell you the reason for his or her behavior.  As a manager, if you know the 
causes, you might have some ability to help fix them.  

The employee may have a problem in his or her personal life (which may or may not be 
shared).  There might be personality problems between the employee and other 
members of the team.  Sometimes people hoard information if they think their job is in 
jeopardy.  Regardless, if you can get some sense as to the cause of a problem, you 
have a chance of determining a remedy.  

In fact, there may be a number of remedies that the manager and employee can work 
on together. This includes trying to build up the employee’s communication and people 
interaction skills, providing continued people-coaching, or changing the employee’s job 
in a way that will allow him or her to excel.  The exact solution will depend on the give 
and take that comes out of this meeting.  

The meeting should end with some concrete commitments for addressing the problem.  
The manager needs to feel comfortable that the employee will again start to engage 
with the rest of the team.  The manager must also receive some real commitments for 
cross-training so that the employee can teach his or her skills and techniques to other 
people on the team.  If they cannot agree on these points, then the meeting will not 
have been successful and a further escalation may be necessary.  If the employee 
agrees to a short-term plan of action, but then doesn’t follow through, then an 
escalation may be in order once again.   

Manage Contractors Effectively, But Differently Than Your Employee Staff 
(8.2.3.P14) 

The use of contractors is a fact of life for many organizations.  Many companies today 
have made a conscious decision to hire only a core staff of employees.  When there is 
more work than the core group can handle, the company does not increase the 
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employee count.  Instead they hire contract resources to fill in the gaps.  When the 
additional work is gone, the contractors go away.   

There is not always a clear distinction between the terms “contractor” and “consultant.” 
For this lesson, a consultant is someone used for a specific skill set and in most cases he 
is responsible for completing one or more specific deliverables.  A contractor, on the 
other hand, is used as a supplemental resource to help absorb additional workload, and 
he goes away when the workload is completed.  However, even if you have enough 
employees to staff your workload, you might still utilize consultants to work in areas 
where you do not have the right skill level.  For instance, you might contract a 
marketing company to help with a web advertising campaign.  Or, if your company 
purchases a specific third-party computer package, you may need consultant help to 
install the software. 

On the other hand, a contractor would typically come in on a time-and-material basis to 
work on whatever needed to be done at the time.  You might have a specific area he 
needs to work in, and so you would hire a contractor with a specific skill set.  However, 
once he was contracted, the contractor would do whatever you required, for as long as 
you needed them.  In other words (and no disrespect intended), you typically hire 
consultants for “brainpower” and you hire contractors for “horsepower.” Again, this is 
how we will use the terms for this lesson.  Other companies have different ways to look 
at the two roles. 

Let’s look more closely at contractors.  Managers sometimes are put in a sticky situation 
when a contractor, hired to work on a project, starts to perform poorly.  Normally, a 
manager would deal with poor employee performance through a process of trying to 
determine the cause of the performance problem, further monitoring, getting very 
specific on deliverables and due dates, documenting the performance problems, etc.   

However, contractors are not technically an employee of the company, so this level of 
performance monitoring is not appropriate.  In fact, it can be dangerous.  There used to 
be an informal barrier that separated employees and contractors, but in many instances 
managers treated contractors the same as employees.  Contractors were invited to 
employee meetings, they went to employee training, they attended employee parties 
and lunches and they were generally treated the same as employees.  The staff knew 
that the people were contractors, but in most ways they were treated just like another 
employee.   

Now companies need to be more diligent in keeping a wall between employees and 
contractors.  The problem arose because contractors started to sue their former clients 
for employee benefits.  The contractors argued, successfully, that they were, in fact, 
actually employees of the company where they worked on contract.  For proof, they 
showed that they worked the same hours as the employees, worked in the same space 
as the employees, attended the same meetings as employees, and in all aspects of their 
jobs were treated as employees.   

This is where a manager’s situation becomes trickier.  Ten years ago, my advice might 
have been to just take the direct route and sit down with a contractor to see what was 
going on.  However, as you can see by the last discussion, this approach could cause 
problems today.  Dealing with performance is one aspect of a manager-subordinate 
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relationship.  If not careful, this type of discussion might be used against the company 
to show that the contractor should really be classified as an employee.   

On the other hand, you cannot erect a solid wall between a manager and a contractor 
either.  A manager needs to communicate with all team members, and this 
communication by itself cannot be viewed as being part of a manager-subordinate 
relationship.  Likewise, a manager needs to assign work, receive status information and 
hold people accountable for deadlines.  These are not all aspects of a simple manager-
subordinate relationship either. 

So, where do you draw the line?  Generally speaking, most companies have a policy to 
make sure that employees treat contractors fairly and with respect but avoid getting into 
any situations that would logically be considered a part of a functional manager-
subordinate relationship.   

For example, one of the responsibilities of a project manager is to assign work and 
gather feedback on status.  This is a relationship between a project manager and a 
team member.  It is not a sign that there is a functional manager-subordinate 
relationship.  On the other hand, if you provide a performance review for a contractor, 
that would seem to be a situation between a functional manager and an employee 
subordinate. 

Now suppose you have hired a contractor, and he is no longer meeting expectations.  In 
this situation, you must be clear that you are assigning work and gathering feedback on 
the status of that work.  If the work is not completed on time, you have every right to 
question the contractor as to the cause.  There could be a myriad of reasons.  The work 
could have simply been overestimated.  Perhaps the contractor was pulled into other 
work.  Therefore, sitting down with the contractor first to determine if there is a simple 
cause should not be a problem.   

What happens after this meeting will help determine whether you will need to get the 
contracting company involved.  If the contractor’s performance gets back to acceptable, 
the situation will have worked itself out.  On the other hand, if the situation is not 
resolved, you have a performance problem to address.  Because the problem involves a 
contractor, you cannot deal with the performance problems strictly on your own.   

The more appropriate course of action will be to call the contracting company and get 
them involved.  You can explain to the appropriate person at the contract company that 
the contractor is starting to have performance problems.  Describe the situation and 
your observations.  You can then request that the contracting company get involved.  
The contractor’s manager at the contracting company can then talk to him or her in a 
more formal manager-subordinate relationship.  The contractor’s manager can then get 
back to you with the results of the meeting. 

This process may seem cumbersome, but it is the nature of contractor relationships.  To 
do much more may invite further scrutiny down the road if there is a question about 
whether the contractor is in fact a contractor or an employee. 

In summary, a manager should feel free to communicate and interact with the 
contractor (and any of his or her contract staff) in any way that is appropriate for 
workload management.  However, the manager has much less flexibility when it comes 
to any situation that is more appropriate for a formal manager-subordinate relationship.  
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In these types of situations, you need to get the contracting company involved so that it 
can take on the formal functional management relationship that is appropriate.   

Understand Your Technical Staff and Manage Them Accordingly (8.2.3.P15) 

One important thing to remember first is that it is impossible to categorize everyone 
within a profession.  You can make some general assumptions about IT people, but this 
does not mean that the assumptions apply to everyone.  As a manager, you must 
ultimately have multiple techniques that you can apply to different people in different 
circumstances.  One technique will not work for all people at all times.   

That being said, let’s make some generalizations about managing technical staff. 

• They tend to be introverts.  Generally speaking, the definition of an introvert is 
one who is primarily more comfortable with an inward focus in life while an 
extrovert is generally more comfortable with an outward focus.  For example, when 
introverts receive a lot of new information, they tend to want to think for a while 
before speaking or drawing conclusions.  Extroverts, on the other hand, are more 
comfortable expressing ideas to others.  If they jump to the wrong conclusions, they 
just change their minds.  Basically extroverts are comfortable thinking out loud.  
Introverts would rather think through the “rough drafts” in their minds and then talk 
when they think they have a coherent and logical position.   

• They tend to think more logically than emotionally.  This tendency should be 
obvious.  Technical staffers typically are not motivated by a lot of “rah-rah” 
speeches.  In fact, they tend to be cynical of this type of motivation.  They will 
usually listen politely (perhaps even snickering to themselves), but the effects are 
short-term.  On the other hand, they can be persuaded and motivated by a logical 
argument.  If the logical argument can be combined with some motivational 
techniques, you might have a chance to actually get them excited.   

• They tend to be problem solvers.  This is a great strength of technical staff as 
well as one of their weaknesses.  Most technical people love nothing better than to 
be confronted with a problem.  They get excited and they immediately start to apply 
their problem-solving skills.  The weakness comes in because there is a tendency to 
jump on a problem without fully understanding it first.  This often can lead to being 
less than optimal in the use of resources.  In many cases, the technical person will 
attack a problem immediately, and then have to regroup when they realize they 
didn’t really have a full understanding of the problem to begin with.  

• They tend to be technically creative.  This may seem like a contradiction.  Your 
first thought might be that the sales and marketing staffs are the creative people.  
In fact they are – in the sales and marketing areas.  They will also be the first to tell 
you so – because they are extroverts.  However, the technical discipline requires a 
fair degree of creativity as well.  This is especially true in the IT world.  In many 
cases, there is not one best solution to a business problem.  In the development 
(programming) field, for instance, analysts need creativity when they are defining a 
solution with the business clients.  Designers need to be creative applying 
technology in the best manner.  Programmers need to be creative as well in trying 
to apply the best techniques to build the most elegant solution. 

Understanding these general characteristics is the place to start if you are a manager of 
technical staff.  Once you begin to understand how people work and how they are 
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motivated, you can start to think of the best way to manage them.  Not all of these 
ideas will be applicable to your staff, and even if they were, you might not be able to 
move on all fronts at the same time.   

First, managers should make sure they created an environment conducive to 
performing well.  For an IT staff, this includes making sure they have the tools to do 
their job, and removing any organizational roadblocks.  For example, the staff should 
have good equipment.  It does not necessarily need to be state of the art, but it should 
be of acceptable quality.  Because they are in the IT field, IT people get frustrated 
when they don’t have the right hardware to do their jobs effectively.  Creating the right 
environment also means removing organizational roadblocks and shielding the team 
from organizational politics.  IT people will tend to get cynical fast if they feel like 
politics is starting to become involved in their work or in decisions that affect them. 

Managers should also make sure their people have the skills needed to do their jobs 
and that they receive opportunities to grow into new technical areas.  IT people love to 
learn new things.  Many people like to learn about new technology just for the sake of 
knowing it.  Other people feel like they must get hands-on experience in new 
technology.  Managers should look for options to keep the staff learning.  This does not 
have to be third-party training classes.  It can include computer-based training, 
seminars, webinars, books, magazines, etc.   

In most instances, people don’t have the option of getting hands-on experience in new 
technology – simply because their company does not have it, or because the person is 
valuable where he is.  One potential option in many teams is to rotate assignments.  
People working in the support/maintenance area can get a chance to rotate 
responsibilities, allowing them to learn new things.  Project team members may be able 
to cross-train in different areas to allow them to learn new skills as well.   

Managers should strive to be proactive communicators.  Remember, many IT people 
are introverts who like to process information internally.  They may or may not come up 
to you and ask you what is going on all of the time.  Nevertheless, technical people 
spend a lot of time in internal reflection, so make sure they have enough information to 
keep their mental models in tune.  Managers should make sure that they communicate 
as much as they can about what is going on in the company, their organization and 
their group.  At a lower level, managers need to make sure that people understand 
what they are doing and why.  The staff needs to know how the work they are doing 
provides value to the company.  If you have staff working on projects, you need to 
make sure that the project managers are communicating the project status, what they 
are doing and why, and how each person is contributing to the final solution.   

Managers also need to make sure that the team continues to think of itself as a 
cohesive group.  Since IT people tend to be introverts you might think they prefer to 
work alone.  In some cases that is actually true, but usually that is not the case.  IT 
staff may prefer to work independently, but they also like being a part of the team.  
Managers should nurture this need as well.  For instance, they should have regular 
team meetings.  If the team is not used to these meetings, they may first view them as 
a waste of time.  But soon the team will enjoy them for the chance to get back together 
with the rest of the group.  Managers should also make sure they have opportunities to 
do fun stuff as a group – even if it is just going to lunch together once in a while.   
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You might note that many of these management techniques are not unique to technical 
staff in general or IT staff in particular.  It is true that many of the techniques can be 
used in other areas as well.  However, they are particularly applicable to the IT staff.  
Now that you have gone through many ideas, here is a summary of some of the 
general points you should consider as you manage your staff. 

• Try to establish an environment where people feel they have what they need to do 
their jobs.  This includes having appropriate hardware, software, policies, 
procedures, etc.   

• Technical people like to understand the work processes in the group, and then they 
like to be creative in working within that structure.  So, set the high-level rules, but 
don’t micromanage the details.   

• Give people as much information as they need to do their jobs.  Technical staff 
tends to reflect on this information.  Ask for their ideas and opinions, but give them 
time and ample opportunities.  Don’t expect them to react immediately. 

• Shield the team from office politics and all of the distractions that can abound in a 
large company.  Tell people what they need to know (see prior point), but don’t get 
them bogged down in the organization muck.   

• Give people continuous opportunities to learn.  This includes encouraging people to 
invest the time to learn, but also helping with some opportunities.  There are many 
creative ways to learn new things.  Once a person has mastered a certain skill or 
aspect of his job and he starts to become bored, look for ways he can cross-train 
and learn new areas of the group.   

• Be there when needed and respond to problems and concerns.  Not all problems 
can be fixed, but many times the simple act of listening and trying is enough.  
People will give you credit for trying, even if the ultimate resolution to a problem is 
not available.   

Be Sensitive to Differences When Managing a Diverse Staff (8.2.3.P16) 

You have all heard the saying “it takes all kinds of people to (fill in the blank).” Yes, in 
fact it does take all kinds of people to make a team, a department, a company or even a 
country.  Think about how boring life would be if we were all the same.  Some people 
aren’t so crazy about themselves to begin with.  Just imagine if everyone was the same 
as them.   

The best teams are usually made up of a diverse group of people that come together to 
make something work.  Different people have different strengths and weaknesses and 
the puzzle is completed when the strengths of some people interlock with the 
weaknesses of others.   

When you talk about diversity, however, you are usually talking about broader concepts 
than just having a diverse set of skills.  You are usually referring to having a group of 
men and women with diverse cultures, ethnicity and racial backgrounds.  These diverse 
groups of people need to come together for the purpose of working together on some 
set of common objectives. 

There are a number of reasons why diversity is important to companies.  First, a diverse 
workforce usually (but not always) implies that your company is not consciously or 
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unconsciously discriminating against people.  The thought here is that a company or 
organization that is made up of mostly men may be discriminating against women.  
Likewise, an organization made up entirely of Caucasians may be discriminating against 
Blacks.  This discrimination may not be obvious.  It may simply be a matter of managers 
tending to hire people that are more like them.  However, this can result in many 
qualified applicants being passed over. 

The other thing that diversity does is open up a broader range of ideas and points of 
view.  For instance, men and women may have different ways of thinking about 
problems.  When complex problems arise, wouldn’t it be better to have four ideas to 
consider from a group of men and women, rather than only two solutions from a group 
of men that all think similarly?  In some organizations, diversity is vital to being able to 
achieve success.   

For instance, the marketing organization can better appeal to a broad spectrum of 
clients if the marketing team is made up of a broad spectrum of people.  In other words, 
a team of five white males is going to have a hard time marketing effectively to Latinos, 
African-Americans and women.  Hiring five more white males might help a little, but is 
not going to solve the basic problem.  It seems obvious that a diverse marketing team 
made up of men, women, Latinos, etc. would have a greater chance of success.   

So the question now is how best to manage a diverse workforce.  As a manager, the 
first point to remember is the simple fact that all people are different.  It is important to 
recognize the differences and to blend the individuals into a cohesive team.  Managers 
should consider managing diversity from a number of angles. 

• Don’t tolerate prejudice or harassment.  This is the vital starting point and if a 
manager cannot handle this requirement, he needs to be replaced.  Before you get 
into some of the finer points of managing a diverse work force, a manager needs to 
be absolutely sure that the environment is safe and that the playing field is level.  
Harassment and hostile activities cannot be tolerated.     

• Be aware of the differences.  The thought here is that each person is different 
because of who they are, but they are also different because of the culture where 
they grew up.  For example, a woman might be quiet because she has an 
introverted personality.  She may also be quiet because she is from a culture where 
women do not find it as easy to push their opinions in front of men.  The manager of 
the group should be aware of this and make it a point to seek out everyone’s 
opinion. 

• Be supportive of the differences when possible.  This is a key aspect of 
managing a diverse workforce.  The manager is responsible for figuring out how to 
make it all work out.  If a manager looks for reasons why things won’t work, the 
diversity of the team will be seen as an impediment, not a strength.     

• Help everyone grow.  Look for reasons to give everyone responsibilities and 
opportunities.  Again, don’t look for reasons to limit people.  Focus on their strengths 
instead.    

While diversity can neatly work out to the benefit of all, it is true that in some limited 
cases, a cultural need may actually have an adverse and significant impact on an 
individual’s ability to do a certain job.  However, if you manage with diversity in mind, 
you will find these situations are few and far between.  If a manager tries, he will find 
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he can make the differences work in most instances.  These situations will work out to 
the benefit of the individual and the benefit of the team.  

Escalate a Performance Problem with a Formal Plan (8.2.3.P17) 

One of the hardest jobs of a manager is to take an employee down a path that may 
ultimately result in termination.  It is hard enough for most managers to provide 
performance feedback to begin with – even when the employee performance is good.  
When the employee performance is not where it needs to be, it is even harder.   

The first thing you need to do when you see a performance problem is sit down with the 
employee, discuss the performance observations, try to determine a cause and put a 
short-term action plan in place so that the employee has a chance to turn the situation 
around.   

Unfortunately, sometimes the initial performance feedback and short-term plan do not 
have the desired effect.  If this occurs, the manager needs to take additional actions.  In 
some companies and in some positions, the next step might be a demotion or 
termination.  This might also be the case at smaller companies where the management 
team needs to make personnel decisions quickly, and where the company is not under 
as many obligations from a Human Resources standpoint.   

In larger companies, however, managers normally don’t have the authority to fire 
employees on their own.  The Human Resources Department normally has processes in 
place to make sure that people are treated fairly and within allowable legal guidelines.  
If a manager tried to resolve a situation on his or her own but was unsuccessful, it is 
time to bring a formal Human Resources process into play. 

A manager that highlights a performance problem and tries to deal with it deserves 
credit.  Many managers shy away from confronting these situations head-on – to the 
detriment of the entire organization.  However, for the good of the person and the good 
of the organization, a performance problem should not be allowed to linger.    

Managers sometimes hesitate to take personnel-related actions because of their concern 
for how the rest of the team will react.  If the employee is a popular one, there is a 
tendency to believe that the team will react negatively.  In fact, that might be the case if 
the manager acts arbitrarily.  However, if the manager gives an employee plenty of time 
to improve his or her performance but the problem does not go away, termination may 
still be necessary.  In this situation, the manager should be able to explain to the rest of 
the team how every effort was made in the employee’s favor.  The rest of the team 
should understand first-hand that the employee’s performance was weak.  Also, they 
should understand that replacing that employee is in the best interest of the team, the 
entire organization and perhaps in the employee’s best interest as well.     

A team knows its weak links.  In many situations, the rest of the team ends up working 
harder to compensate for the person with the weak performance.  In the best cases, the 
team does so willingly (and perhaps subconsciously), but their actions mean that they 
cannot be effective.  In the worst case, teammates start to turn against the poor 
performer, causing resentment, animosity and friction among team members.   

Usually poor performers are uneasy in the situation as well.  Sometimes a perceived 
performance problem hits them totally by surprise.  However, in most cases, they 
already understand the situation.  Poor performers should see that they are missing 
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deadlines or that "completed" work requires a lot of rework.  Once they get on a short-
term improvement plan, they become keenly aware of whether or not their performance 
is meeting expectations.  If they still cannot meet expectations, it will become 
increasingly obvious to them.  This situation will cause them more anxiety, which can 
drive performance down even lower.  The situation should be resolved as soon as 
possible for the sake of the employee as well as the organization.   

Remember that putting a formal performance plan in place is not the same as 
termination.  The performance plan is really a way to save the person from possible 
termination.  A good performance plan puts everything into black and white, and it 
should precisely set expectations.  Specifically, include the following items in your 
performance plan: 

• The basics: Employee name, manager name, date, organization, etc. 

• Length of the performance plan.  Specifically state the end date.  Don’t just say 
three months.  Instead, say the 30th of June, 200X.   

• Expectations.  Set the specific expectations of the manager, along with interim due 
dates as appropriate.  For instance, if the employee has a series of deliverables due 
over the next two months, place them into this performance plan, along with the 
due dates.   

• Employee reporting requirements.  Ask the employee to complete interim 
performance reports, in writing, every week or every other week.  This must be 
completed and submitted to the manager on time. 

• Manager reporting requirements.  The performance plan spells out the 
commitment of the manager as well.  One thing that the manager needs to do is 
provide ongoing written feedback to the employee on how he is progressing against 
the performance plan.    

• Approvals.  Signatures of the employee, manager and Human Resource manager.  
This confirms that the performance plan was read and understood.  

Once the performance plan is signed, it is activated.  The employee should strive to 
meet the expectations of the performance plan.  The manager must provide ongoing 
feedback on the employee’s performance and whether the employee is meeting 
expectations.  This entire process is set up to manage expectations.  If the employee is 
not meeting expectations, the manager must continue to say so in the ongoing written 
feedback.  This ensures there are no surprises.   

There are a number of ways performance situations can turn out. 

1. The employee completes the plan successfully.  This indicates that his 
performance is now meeting expectations.  It does not mean he is excelling.  It only 
means that he has met the requirements of the performance plan.  If he can 
continue to perform at this level, he will probably be okay.  If his performance slips 
again, more drastic measures may be needed, including having to take termination 
action without the benefit of another performance plan.   

2. The employee quits.  In many cases, when an employee finds himself on a 
performance plan, he takes the hint to start looking for another job.  As a manager, 
you should be prepared for this situation.  In fact, this may be the best solution for 
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everyone.  The employee ends up with an opportunity where he may have a better 
chance to succeed.  The company gets to immediately look for a new person rather 
than continue with the performance plan that may or may not be successful. 

3. The employee fails the plan.  A performance plan is a serious attempt to turn 
around unacceptable performance.  A performance plan is also the last attempt to 
turn around unacceptable performance.  When you put a formal performance plan in 
place, there needs to be a stated timeframe for the plan and it must be clear what 
comes after the unsuccessful completion of a plan – termination.  However, the 
company must feel good about how the situation was handled.  The employee was 
given the benefits of a short-term informal plan.  The employee was also given a 
chance to complete a formal performance plan.  As part of the plan, the manager 
was providing ongoing feedback so that there were no surprises that the employee 
was still not meeting expectations.  Therefore, termination would be the obvious and 
expected result.  In fact, it could be said that the employee fired himself, since he 
was in direct control of the process leading to his termination.   

The point at which you create a formal performance plan is a significant one.  The 
performance plan must clearly contain the criteria for success and failure.  Once in 
place, the manager is just executing a process and the process must be followed exactly 
according to the performance plan.  Any deviations from the employee could result in 
his failing the plan at that point.  Any deviations from the manager might result in 
having to revalidate the plan.       

Managing Virtual Teams (8.2.3.P18) 

Most everyone works in a team environment.  It has always been understood that the 
most effective teams are those located together.  In fact, many managers decide to co-
locate their team after reorganization, even though the constant churn of people moving 
from place to place is seen by others as unproductive. 

Against this backdrop is a global phenomenon that is driving team staffing in the other 
direction.  The Internet, faster and more reliable communication, and collaborative tools 
are allowing people to come together on teams that are no longer co-located.  In fact, 
the whole concept of “globalization” is pushing work all over the globe, with 
independent people and teams working anywhere and everywhere.   

These groups are sometimes referred to as “virtual” teams. They are real teams and 
they fit a classic definition of teams in terms of working together to achieve a common 
set of objectives.  However, they are referred to as “virtual” mostly because they do not 
communicate and interact in a traditional face-to-face manner. 

There are some special techniques that can be used to manage these virtual teams. 

• Establish team objectives. The team members need to know and understand what it 
is that they are doing together. If people only understand their own role and their 
own work, they will always just be individual contributors.  

• Remind everyone they are a team.  If the team members think they are all working 
independently, they will act independent.  If they know they are part of a team 
working on common objectives and deliverables, they will tend to feel better about 
their work and be more active in their collaboration with other team members.   



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

360 

• Establish ground rules.  Even though the team members may be remote, they still 
need to exhibit a common and acceptable set of behaviors.  In fact, it is probably 
more important for virtual teams. These ground rules include setting the hours when 
the team members are expected to be working, establishing lunch times, 
determining which meetings are mandatory (in-person, web or phone), setting 
expectations for communication turnaround times, etc. 

• Obtain the right technology. There have probably always been virtual teams. 
However, this trend has accelerated in the past few years. The technology is there 
to support virtual teams - there is really no reason to be without it. This includes fast 
access to the Internet, audio conferencing, videocams, collaborative software, 
shared directories, etc.     

• Look for opportunities to “socialize.” Team members located together have 
opportunities to socialize throughout the day. Virtual teams don’t usually have this 
same opportunity to interact with each other, so it is more important for the project 
manager to look for ways they can bond.  This might include getting everyone 
together one time in a face-to-face setting – perhaps a Project Kickoff meeting.   

• Be sensitive to cultural difference. It is possible that your virtual team all thinks and 
acts the same way. However, more and more virtual teams consist of people from 
multiple countries and multiple cultures. If you are the project manager on this type 
of team, make sure you have some appreciation for the differences in how people 
work and how they behave.  

• Communicate, communicate, communicate.  The project manager needs to be extra 
proactive in his communication to make sure everyone understands what is 
expected. People can start to feel isolated if they do not receive regular 
communication. It is hard enough to keep everyone informed on a “regular” project.  
The communication lines on a virtual team must be opened up especially wide. The 
project manager can provide this steady stream of communication. 

• Adjust and compromise on time differences. The project manager needs to 
recognize that what is convenient for the project manager is not always convenient 
to the team members. For instance, if you are a manager in a global company it may 
not be practical to start all project meetings at 9:00 am. That may be convenient to 
the manager but it can result in resentment from people in other global locations 
that need to stay very late for these meetings.    

• Be extra diligent in workload management. The project manager needs to be very 
precise in assigning work to the virtual team and he needs to ensure that work is 
completed on time.   

• Give people shorter assignments. This is not the time to give people long 
assignments and hope that they are completed by the deadline.  Instead of 
assigning a six-week activity, for instance, the project manager should assign the 
work in three two-week activities. In the former case, he would not know for sure if 
the work was done for six weeks. In the later case, he can tell every two weeks if 
the work is on track.  
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8.3 Manage Human Resources /  
Quick Reference 

Deliverables (8.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. There are many other people management templates as well. (Some of the 
templates can only be accessed by licensed users.) 

• 360 Review Detail and Summary Forms 

• Candidate Background Check  

• Coaching Action Form 

• Employee Complaint  

• Employee Self-Evaluation 

• Employee Training Log  

• Formal Performance Warning 

• Hiring Authorization 

• Job Description 

• Job Posting 

• New Hire Log  

• New Hire Request Form 

• Performance and Development Plan 

• Performance Review 

• Vacation Request Form  

• Yearly Performance Objectives 

Schedule Activities (8.3.P2) 

Size Information Needed 

Small 

Whenever a project manager has team members on the project, he needs to 
recognize the needs of managing human resources. However, these small 
projects will probably not need to worry too much with formal people 
management processes and techniques. The project manager probably does 
not have to acquire staff. The project staff is probably assigned to the project 
by a functional manager. There is not much opportunity to develop the team 
members since the project is probably short. There is also little opportunity to 
formally manage people other than making sure the team members know the 
work they are responsible for and making sure that the work is completed 
successfully. Similarly, a small project is normally not going to run into many 
people problems.  
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Medium 
/ Large 

Activity Effort Comments 

Acquire Project 
Team open 

This is the work associated with determining 
the type of resources you need on your 
project, finding them and actually making 
them available for your team.  

 

Develop Project 
Team 

open 

This is the work associated with making sure 
your team has the right skills and that you are 
providing coaching to help the team members 
grow technically and professionally. There will 
be specific activities associated with this work, 
but it will vary from project to project. 

Manage Project 
Team open 

This is the work associated with assigning 
work on the project and ensuring that the 
work is completed on time. This is covered in 
TenStep 3.0 Manage Schedule and Budget. 
This work also includes providing performance 
feedback, managing people-related problems 
and ensuring that the team is cohesive and 
high-performing. There will be specific 
activities associated with this work, but it will 
vary from project to project. 
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Step 9 
Manage Quality 
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9.0 Manage Quality 
(9.0.P1) 

 
Quality is ultimately defined by the client and represents how close the project and 
deliverables come to meeting the client’s requirements and expectations.  

The old adage about quality being in the eyes of the beholder is true - quality is 
ultimately measured by your client. It is not up to the project team to determine the 
level of quality required for the project. The project team needs to understand the 
client's requirements and expectations - and then meet those expectations.  

This is a critical concept about quality. Sometimes there is a tendency to think that 
'quality' means the best material, the best equipment and absolutely zero defects. 
However, in most cases, the client does not expect, and cannot afford, a perfect 
solution. If there are a few bumps in the project or a few defects in the deliverable, the 
client can still say that the solution was delivered with a high level of quality. On the 
other hand, a flawlessly designed, defect-free solution that does not meet the client's 
needs is not considered high quality. The purpose of quality management is to first 
understand the expectations of the client in terms of quality and then put a proactive 
plan in place to meet those expectations. 

Since quality is defined by the client, it may seem that it is completely subjective. 
However, there is a lot about quality that can be made objective. This requires first 
breaking down the generic term of 'quality' into the specific aspects of quality that are 
important to the client. Then, you look at each of the individual aspects and determine 
one or more metrics that can be collected to measure the characteristic. For instance, 
one of the features of a quality solution may be that it has a minimum amount of errors. 
This characteristic can be measured by counting errors and defects after the solution 
goes live. 

In addition to understanding the client’s definition of quality, it is important to recognize 
other stakeholder’s interests as well. Depending on the roles of the stakeholders, they 
may have other quality requirements that need to be satisfied. For instance:  

• The company – The solution meets strategic goals 

• Buyers - The solution meets specifications 

• End users – The solution helps them do their job better, faster, easier 

• IT support organization – The solution is stable, has few bugs, is understandable 
and can be modified easily 
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For large projects, collecting metrics is vital to make the quality management process 
work. So, steps 9 and 10 of the TenStep Project Management Process are closely tied. If 
you want to do a good job managing quality, you need to be measuring. If you are not 
capturing metrics, it will be hard to improve processes through a quality management 
initiative. 

Click here to better understand the nature of quality management - 9.0.1 Understanding 
the Nature of Quality Management. 

9.1 Manage Quality / Process  

9.2 Manage Quality / Techniques 

9.3 Manage Quality / Quick Reference 
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9.0.1 Understanding the Nature of 
Quality Management 

Find Errors as Early as Possible (9.0.1.P1) 

A Hewlett-Packard executive once noted, “If you catch a two cent resistor before you 
use it and throw it away, you lose two cents.  If you don’t find it until it has been 
soldered into a computer component, it may cost $10 to repair the part.  If you don’t 
catch the component until it is in the computer . . . the expense may exceed the 
manufacturing cost.” 

One of the purposes of quality management is to find errors and defects as early in the 
project as possible. Therefore, a good quality management process will end up taking 
more effort hours and cost up-front. However, there will be a large payback as the 
project progresses. For instance, it is much easier to spot problems with the business 
requirements during the analysis phase of the project, rather than have to redo work to 
fix the problems during testing. It is also much cheaper to find a problem with a 
computer chip when the chip is manufactured, rather than have to replace it when a 
client brings the computer in for service after a purchase. The project team should try to 
maintain high quality and low defects during the entire deliverable creation processes, 
rather than hope to catch and fix problems during the Testing Phase at the end of the 
project (or worse, have the client find the problem after the project has been 
completed). 

 
 On many projects, the burden of finding errors occurs during the later project phases of 
testing and product maintenance. 

 

 
The better approach is to perform quality control and quality assurance throughout the 
project. You should first strive to prevent as many errors as possible. However, it is also 
important to catch any errors that are introduced as quickly as possible to minimize the 
impact of correcting them. 

Quality Control and Quality Assurance (9.0.1.P2) 

Before the overall quality process can be defined, a brief explanation is given to provide 
a common definition for quality control and quality assurance.  
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• Quality control (QC) refers to the activities associated with the validating the 
quality of deliverables. Quality control is also called “inspection” since it means that 
the quality is validated in a deliverable (or draft deliverable) that already exists. QC 
is used to verify that deliverables are of acceptable quality and that they meet the 
completeness and correctness criteria established in the quality planning process. 
Quality control is conducted continually throughout a project and is the responsibility 
of team members and the project manager. See section 9.2.2 Manage Quality / 
Quality Control for more information and examples.  

• Quality assurance (QA) does not refer directly to the specific deliverables 
themselves. It refers to the process used to create the deliverables. Quality 
assurance is also referred to as “prevention”. Quality assurance activities focus on 
the processes used to manage and deliver the solution, and can be performed by a 
manager, client or a third-party reviewer. For instance, an independent project 
reviewer might not be able to tell if the content of a specific deliverable is 
acceptable. However, he should be able to tell if the deliverable seems acceptable 
based on the process used to create it. He can determine, for instance, whether 
reviews were performed, whether it was tested adequately, whether the client 
approved the work, etc. See section 9.2.3 Manage Quality / Quality Assurance for 
more information and examples. 

Quality assurance is performed at a higher level than quality control. For example, you 
might inspect 100% of the product that you are manufacturing. This physical inspection 
is an example of quality control. During your inspections you discover that 3% of your 
products are faulty and need to be destroyed. You consider this an acceptable expense 
and continue this way – always happy to catch the 3% of the product that contains 
defects and throwing them away.  

If you use quality assurance techniques however, you would determine what is causing 
this 3% defect rate. Once you uncovered the cause for the errors, you would change 
your manufacturing process to try to eliminate the errors. This work on your processes 
is quality assurance. Changes made to your process (quality assurance) results in fewer 
defects found through the inspection process (quality control).  
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9.1 Manage Quality / Process 
The processes used to manage quality are described in this section. These processes 
can be modified as necessary for your project, and then inserted into the Project 
Management Plan that is created during the 1.0 Define the Work step.  

Small Projects (9.1.P1) 

Small projects are not long enough to review and improve the internal work processes 
to make them a higher quality (quality assurance). Therefore, small projects should just 
be concerned about quality control steps. Each deliverable produced should be reviewed 
and approved. The final review (perhaps the only one) is with the client. The review will 
focus on the overall quality of the deliverable. If the deliverable can be tested, the 
review will also include a discussion of the testing process, and a review of the actual 
test results. 

This does not mean that you should be sloppy or deliver poor quality solutions on small 
projects. However, the work required to establish a formal quality management process, 
including quality control, quality assurance and gathering metrics to support the 
program, is normally not cost-beneficial for small projects.   

9.1.2 Medium Projects 

9.1.3 Large Projects 
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9.1.2 Manage Quality / Medium Projects 
Beginning of the Project  

Quality Planning (9.1.2.P1) 

 Role Managing Quality (Medium Projects) 
1 Project 

Manager 
Create a Quality Management Plan 

Develop a Quality Management Plan to identify the major 
deliverables, completeness and correctness criteria, quality control 
activities and quality assurance activities. See 9.1.2.1 Create Quality 
Management Plan for more details.  

2 Project 
Manager 

Determine the client requirements for quality 

Work with your client to determine the requirements for quality. 
These are the detailed characteristics that are important to the 
client. The detailed quality requirements should be uncovered when 
you gather all of the business requirements for your solution. 

Ongoing Processes 

Perform Quality Control and Quality Assurance (9.1.2.P2) 

3 Project 
Manager 

Execute quality control activities 

Ensure that the quality control activities for every deliverable are 
performed while the project is underway. (One common quality 
control technique is a deliverable review, which is described in more 
detail at 9.1.3.1 Deliverable Review Process.) 

4 Project 
Manager 

Execute quality assurance activities 

During the project, conduct all of the quality assurance activities as 
specified in the project schedule.  

5 Project 
Manager 

Update and monitor the Quality Management Plan 

Evaluate the Quality Management Plan on a monthly basis or at the 
completion of major milestones. The review should focus on whether 
the Quality Management Plan is still adequate to ensure that the 
project deliverables are completed within the quality expectations of 
the client. If it is not, update the Quality Management Plan with 
changes and update the schedule with any new or modified activities 
required. 
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9.1.2.1 Create Quality Management Plan 
(9.1.2.1.P1) 

The Quality Management Plan describes how you will ensure that the client’s quality 
requirements are achieved and it is the place to describe the processes and activities 
that will be put into place to ensure that quality deliverables are produced. The Quality 
Management Plan allows you to understand when the deliverables are complete as well 
as how to show they are correct.  

The actual quality requirements are not known at the time the Quality Management Plan 
is created, but you should describe the processes and techniques that you will use to 
uncover the quality requirements and verify that the requirements are met. The 
information in the Quality Management Plan includes: 

• Roles and responsibilities. Describe the different quality related roles on the 
project. The project manager has overall responsibility, but you may have other 
roles that are assisting. These could include quality auditors, third-party testing 
specialists, inspectors, etc.  

• Completeness and correctness criteria. The purpose of the completeness and 
correctness criteria is to work with the client up front to define what it means for a 
deliverable to be considered complete and correct. Then, when you meet those 
terms, you would expect that the client would be satisfied. If you define the criteria 
and expectations up front, you will be much better able to meet the client’s 
expectations. In other words, there should be no surprises. 

• Quality requirements process. Describe the process you will use to uncover and 
validate the customer’s expectations for quality. This is generally going to be a part 
of the requirements gathering process.  

• Quality assurance activities. Quality assurance activities focus on the processes 
being used to manage and deliver the solution, and can be performed by an IS 
Manager, business sponsor, or a third-party reviewer. You should describe the major 
quality assurance activities and techniques that will be used on this project.  

• Quality control activities. Quality control activities are performed continually 
throughout a project to verify that project management and project deliverables are 
of high quality. You should describe the major quality control activities and 
techniques that will be used on this project. 

• Quality standards. List any quality standards that the company or organization has 
previously defined that this project will follow.  

• Quality tools. List any quality-related tools that this project will utilize. 
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9.1.3 Manage Quality / Large Projects 
Beginning of project (9.1.3.P1) 

Large projects need a formal quality management process that combines quality control, 
quality assurance and metrics management.  

Plan Quality (9.1.3.P2) 

 Role Managing Quality (Large Projects) 
1 Project 

Manager 
Create a Quality Management Plan 

Develop a Quality Management Plan to identify the major 
deliverables, completeness and correctness criteria, quality control 
activities and quality assurance activities. The Quality Management 
Plan allows you to understand when the deliverables are complete as 
well as how to show they are correct. The Quality Management Plan 
also describes how you will ensure that the client’s quality 
requirements are achieved. It is the place to describe the processes 
and activities that will be put into place to ensure that quality 
deliverables are produced. The actual activities needed to implement 
these processes need to be identified and included in the schedule to 
ensure they are completed. 

2 Project 
Manager 

Determine the client requirements for quality 

Work with your client to determine the requirements for quality. 
These are the detailed characteristics that are important to the 
client. The detailed quality requirements should be uncovered when 
you gather business requirements. 

3 Project 
Manager 

Define a set of metrics to validate quality requirements are 
met 

Identify a set of metrics that will provide insight into the progress of 
the project and the processes used to create deliverables. The 
project manager should already be capturing overall financial and 
duration metrics. The quality-related metrics need to be more 
sophisticated. There are two areas where you are trying to manage 
quality - in your project work processes (QA) and in the actual 
deliverables you are building (QC). You should try to capture metrics 
that will measure each. Examples of quality assurance process 
metrics include:  

• Client satisfaction with project team communication 

• Amount of rework due to faulty up-front analysis 

• The amount of time spent on issues resolution 

Examples of quality control deliverable or product metrics include: 

• Number of major errors uncovered during testing 
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• Response time of a computer application you are building 

• The average time it takes for a product to fail 

(Additional information on metrics is found in Step 10.0 Manage 
Metrics) 

Ongoing Processes  

Perform Quality Assurance (9.1.3.P3) 

5 Project 
Manager 

Execute quality assurance activities 

During the project, conduct all of the quality assurance activities as 
specified in the project schedule. 

Perform Quality Control (9.1.3.P4) 

4 Project 
Manager 

Execute quality control activities 

Ensure that the quality control activities for every deliverable are 
performed while the project is underway. At a minimum, you should 
have a visible deliverable review and testing process. See 9.1.3.1 
Deliverable Review Process for more information. 

Update and Monitor (9.1.3.P5) 

6 Project 
Manager 

Update and monitor the Quality Management Plan 

Evaluate the Quality Management Plan on a monthly basis or at the 
completion of major milestones. The review should focus on whether 
the Quality Management Plan is still adequate to ensure that the 
project deliverables are completed within the quality expectations of 
the client. If it is not, update the Quality Management Plan with 
changes and update the schedule with any new or modified activities 
required. 

7 Project 
Manager 

Collect metrics to validate you are meeting quality 
requirements 

During the project, capture the quality-related metrics. Most should 
be captured monthly. Some, like client satisfaction surveys, may be 
captured quarterly. If you are building or manufacturing something 
tangible, you may want to collect automated product-based metrics 
every day. 

8 Project 
Manager 

Analyze metrics for process improvement opportunities 

Analyze the metrics to determine how your project work processes 
can be improved. For instance, the deliverable review process might 
be changed from one review when the deliverable is completed to 
add an extra review when the deliverable is 50% complete. The time 
required for this draft review might be more than offset by 
dramatically reducing errors found when the deliverable is complete. 
In another example, for a manufacturing process, you may need to 
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upgrade equipment, send the operators to more training or invest in 
better raw materials. 

9 Project 
Manager 

Analyze and resolve quality related problems 

When quality problems are found, implement a process to determine 
the cause and to make improvements in the process (see 9.1.3.2 
Resolving Quality Problems for more details). 

10 Project 
Manager 

Implement the improvements that were identified  

There may be more ideas than you can safely implement in one 
review cycle. If you find that to be the case, prioritize the 
suggestions and implement those that seem to have the highest 
value but require the least amount of work. You may be able to 
implement other ideas on the next review and analysis cycle. 

11 Project 
Manager 

Continue to measure 

You may need to identify new or revised metrics to support new or 
revised work processes. 
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9.1.3.1 Deliverable Review 
(9.1.3.1.P1)  

Deliverable reviews, or walkthroughs, can be applied to many of the deliverables 
produced by the project. For example, the project schedule could go through a 
deliverable review. Project business requirements can be reviewed. You can walkthrough 
program code, marketing campaigns and research papers. Deliverables that require 
human knowledge and creativity can be reviewed. However, you cannot hold a 
walkthrough for tangible deliverables such as a new computer, aircraft components, 
automobiles or clothing. There are other techniques, like inspections, to validate these 
types of deliverables. The following process can be used to plan and conduct a formal 
deliverable review. 

 Role Formal Deliverable Review 
1 Project 

Manager 
Determine the appropriate review participants 

Try to include only those people that can meaningfully contribute to 
the review. The more people involved in a review, the longer the 
review is likely to take. Deliverable reviews are quality control 
activities since they are focused on the deliverable itself. Therefore, 
the meeting participants must have subject matter expertise in the 
deliverable being reviewed. The participants are typically peers with 
the person that created the deliverable. 

Multiple reviews may be needed to ensure that large deliverables are 
created correctly. 

2 Review 
team 

(Optional) Define completeness and correctness criteria 

The review team can define interim completeness and correctness 
criteria for the deliverable being reviewed. The interim criteria are 
helpful because the review team knows ahead of time that the full 
completeness and correctness criteria will not be met and they can 
be prepared for multiple reviews before the deliverable is completed. 

3 Reviewee Send out the review material prior to the meeting 

There are situations where this is not feasible. However, where 
possible, the formal review will proceed more quickly if the team has 
a chance to review the deliverable ahead of time. 

4 Reviewee, 
review team 

Conduct the review 

The person(s) that created the deliverable walks through the work in 
a logical manner and answers questions as they arise from the 
participants. The participants should keep the following meeting 
principles in mind for the review meeting:  

• Try and hold the review in one hour or less. If the product is too 
big to be reviewed in an hour, consider breaking it down into 
smaller parts that can be reviewed in an hour.  
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• During the review, the participants should raise questions, voice 
concerns and offer suggestions. If any topics become 
complicated, they do not need to be resolved at the 
walkthrough. They should be taken offline. Likewise, no 
consensus needs to be reached. If necessary, a consensus or 
confirmation can occur outside of the meeting.  

• In many cases, the review team will find errors in the 
deliverables. In other cases, the review team may offer opinions 
or suggestions that ay or may not need to be followed. When 
feedback is given, it should be made clear whether the review 
member is uncovering an error that should be addressed or 
offering a suggestion that might be followed.  

• Don't make review comments personal. The review is of the 
product, not the person who developed the product. For 
example, instead of saying that the author made a mistake, the 
reviewer can point out an error in the deliverable. Instead of 
saying that the author was sloppy, the reviewer can simply point 
out the areas of the deliverable that the reviewer feels is sloppy. 

• If there are issues with the author or the deliverable creation 
process, they should be taken up in a separate meeting.  

• Keep a list of action items during the review. 

5 Review 
team 

Check for processes as well 

The deliverable review should focus on the completeness and 
correctness of the deliverable. However, the reviewers should also 
validate that standard processes were used to create the deliverable. 
This could include validating the proper templates were used, 
validating the correct approvals are received and making sure that 
the deliverable was created following organization policies. These 
types of questions are related to quality assurance, but they are also 
valid questions to ask during a deliverable review. The review will 
then validate that the deliverable is acceptable and that the process 
used to build the deliverable was acceptable.   

6 Review 
team 

Conclude the review 

Determine how the product fared by using one of the following 
ratings: 

• Pass. The product meets all the completion criteria set forth in 
the review and does not need further review. Some small 
changes can be requested, but the deliverable does not have to 
be reviewed again. 

• More work needed. The product needs rework to meet the 
completion criteria required for the review. Action items from the 
review should be documented and kept for the follow-up 
meeting. When a product fails a review, it will typically need to 
be reviewed again with the same completion criteria once the 
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necessary changes have been made. 

7 Reviewee Communicate the results of the review 

Make sure that all interested parties are given the results of the 
review. 
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9.1.3.2 Resolving Quality Problems 
(9.1.3.2.P1) 

Quality problems may not be raised to the level of an issue, but they are problems 
nonetheless and can be resolved using some of the same problem-solving techniques 
described in Step 4 Manage Issues. Guessing the cause of the problem rarely works. A 
structured approach works much better. You want to not only resolve this particular 
problem, but you also want to understand the problem well enough so that you can 
identify the root cause and ensure that this particular quality problem does not occur 
again.  

Use the following general process to identify and resolve quality problems.   

 Role Dealing with Quality Problems 
1 Project 

Manager 
Identify the problem or symptom 

You should not assume that everyone knows the problem already. 
Take the time to document the problem in clear terms that everyone 
can understand. Make sure that you also explain the impact of the 
quality problem to the project. 

2 Project 
Manager 

Identify the root cause 

This is the most important step, since you do not want to spend your 
time resolving a symptom of quality. Instead you should be very 
clear on the root cause and explain how the root cause ultimately 
results in the problem. If you cannot track the root cause to the 
perceived problem, you have not taken your investigation far 
enough. There are a number of techniques identified in Step 4 
Manage Issues that describe how to focus in on the root cause. 

3 Project 
Manager 

Determine alternatives and impacts 

The project manager may assign one or more people to determine 
alternatives. For each alternative, they should also address the 
impact to the project. 

4 Project 
Manager, 
Team 
Member 

Select the best alternative.  

The project team and client can all be involved with determining the 
best alternative. However, the project team may be able to resolve 
the problem on its own since the problem is not a formal issue. In 
fact, it could be a problem with interim work products that would 
totally be in the control of the project team. 

5 Project 
Manager 

Resolve the problem 

A mini-plan is put into place to address the quality problem and 
implement the chosen alternative. These activities should be moved 
into the project schedule to ensure that they are performed 

6 Project Validate the problem is resolved 
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Manager The process must be re-validated to ensure that the quality has 
improved as expected. If the quality has improved or is moving in 
that direction, you may just have to monitor for the remainder of the 
project. However, if the quality is not improving as expected, further 
corrective action may be required. 
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9.2 Manage Quality / Techniques 
Understand the Characteristics of Quality for Your Project (9.2.P1) 

It is hard to define product or service quality at a high level because the term "quality” 
is nebulous and means different things to different people. You must take the time to 
define the lower-level characteristics of quality for each specific service or deliverable. If 
you want to ensure that a service or product meets the client’s expectations of quality, 
you have to understand the underlying characteristics of quality.  

The following table shows some examples of specific quality characteristics: 

Product Quality - The Product is: Service Quality – The People are: 

Reliable 
Easy to use 
Easy to maintain when completed 
Available when needed 
Flexible for future needs 
Good value for dollars spent 
Intuitive / easy to understand 
Secure 
Well documented 
Minimally defective (doesn't have to be 
perfect) 
Responsive (good response time) 
A match to client needs 

Responsive 
Competent 
Accessible 
Courteous 
Good communicators 
Credible 
Knowledgeable of the client 
Reliable 

Use Quality Control Activities to Validate the Quality of your Deliverables 
(9.2.P2) 

Quality control activities are those that are focused on the overall quality of the 
deliverable being produced. Depending on the type of project, the following activities 
are examples of quality control activities. 

• Deliverable reviews / peer reviews / technical reviews / code reviews. See 9.1.3.1 
Deliverable Reviews for more information.  

• Checklists to ensure that deliverables are consistent and contain all the necessary 
information. For an example see 9.2.2 Quality Control Checklists 

• Reuse of proven software 

• Standards to ensure consistency 

• Inspection of third-party materials and deliverables 

• Product measurements and comparison to targets 

• Structured methods to ensure standard, proven processes are used 

• Thorough testing (unit, system, integration, acceptance). Testing is probably the 
aspect of quality control that is most used today. Even though there are many 
techniques that build in quality further up-front, the confidence you have in the 
overall quality most likely comes from your testing. For this reason, you cannot 
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overlook testing. Testing is your last chance to ensure that the solution you deliver 
meets the expectations of the client. Generally speaking, testing is the way to ensure 
that the solution satisfies the requirements and is free from defects. However, at a 
lower level, testing is also as a way of: 

o Proving overall reliability 

o Making sure the solution will work in the exact environment that it will encounter 
in production 

o Ensuring the solution will not fail over time 

o Making sure the results produced are consistent and reliable 

o Ensuring that the results will not degrade over time  

Use Quality Assurance Activities to Validate the Processes Used to Build the 
Deliverables (9.2.P3) 

Quality assurance is focused on the processes you are using to run the project and build 
the deliverables. There are a number of QA activities that should be considered. 

• Quality Audit. Since quality assurance is associated with the processes used to 
create the deliverables, the most effective technique is a formal quality assurance 
review or audit. In a quality review a third party asks questions about the processes 
used to create the deliverables to ensure they are adequate. The deliverable itself 
does not need to be reviewed during the quality assurance review at all.  

The quality audit should also validate that the project quality processes are actually 
being followed. For instance, if the team had a formal process for managing issues 
and scope changes, an audit would review project issues and scope changes to see 
if the processes were, in fact, followed. This would include a review of the Issues 
Logs, Scope Change Logs, schedule activities, Status Reports, etc. These should all 
provide an indication of how effectively the team is following its issues and scope 
management processes. 

• Quality planning. Creating a Quality Plan is a way to establish good overall quality 
processes for your project. 

• Quality training. Training is a way to prevent errors.  

• QA Checklists. Another quality assurance activity is a checklist that ensures that a 
standard process was followed. For instance, a checklist could include deliverable 
completion dates, deliverable review dates, validation that all action items were 
completed, client approval dates, etc. Since this type of checklist focuses on a 
process and not the actual deliverable, it is an example of quality assurance. See 
9.2.3 Quality Assurance Checklist for more information and an example of a quality 
assurance checklist.  

Have Confidence in the Costs and Benefits of Quality (9.2.P4) 

One of the basic tenets of quality management is that the overall benefits of building a 
quality solution will more than outweigh any incremental costs. For an explanation of the 
cost of quality, the benefit of quality and the cost of poor quality, see 9.2.1 Cost and 
Benefits of Quality. 
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Don’t “Goldplate” (Deliver More Requirements than the Client Requested) 
(9.2.P5) 

You should always strive to carefully set expectations and then meet those expectations. 
However, if you are not confident in your ability to deliver, you may also have heard it is 
better to under-promise, but over-deliver. This is actually a good thing if it refers to your 
ability to deliver your work earlier than promised or for less money than you estimated. 
However, it is not the right thing if you deliver more requirements or a higher level of 
quality than the client requested.   

The term goldplating refers to delivering more quality than what the client requested. 
Even though it might seem that this is a good thing, it is wrong for two reasons. First, 
the primary focus of the project should be to make sure that you deliver what the client 
wants - on time and within budget. By adding in additional work, you increase the risk 
that the project will not meet its deadline or budget. If you end up missing your 
deadline date, you will not find sympathy if you explain that the date was missed 
because of adding more work than the client agreed to. 

Second, if you goldplate, you are taking it upon yourself to make a business decision on 
what is of most value to the client. There may be some good reasons why the quality 
level was defined by the client. There may be more value in having the solution 
completed early and for less cost.  The point is that this is a client decision and not one 
that the project manager should make. 

Under-promising and over-delivering should only apply to delivering earlier or for less 
money than was anticipated. It should not include delivering more requirements than 
were asked for, or delivering to a higher level of quality than the customer expected. 
The client may, in fact, ask you to include more requirements in the solution. If the 
client does ask for more, the new quality requirement should be processed through 
scope change management. However, the client may have other uses for the savings 
that are more important to him. If you can complete the project earlier or for less 
money than was budgeted, let the client make the decision on what to do with the good 
fortune. 

Make Sure Quality Management Focuses on Processes, Not People (9.2.P6) 

The focus of quality management is to build the right processes so that the entire team 
can produce the deliverables that meet the client’s expectations. Therefore, if a 
particular deliverable has a quality problem, the project manager and project team 
should focus on how the project work processes can be improved - not on trying to 
determine who is to blame.  

Most problems with quality are the result of poor or inadequate work processes, not 
because of the malicious act of a particular person. In fact, it is thought that at least 
80% of quality problems can be resolved by changing and strengthening business 
processes. Less than 20% of problems are under a team member’s control. 
Furthermore, the processes that your organization utilizes are largely determined by 
management. So, when workers or team members have quality problems, it is important 
for managers to identify the weak or broken processes involved and fix them. This is a 
management responsibility – not the responsibility of the staff. This does not mean that 
everyone cannot be involved (see the technique below). However, the setting up and 
enforcement of business processes is primarily a management responsibility.  
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To bring this idea close to home, the project manager is responsible for the processes 
used to manage and execute the project. If you find that you have quality problems on 
your project, you should look at ways to strengthen the work processes so the quality 
problems can be avoided (QA) or at least discovered as early as possible (QC).  

Stress That Quality is Everyone's Responsibility (9.2.P7) 

The project manager has overall responsibility for the quality management process. 
Some projects may also have specific roles for a quality assurance person or for testing 
experts. However, even if you have specific people who have responsibilities for quality, 
project quality is not the responsibility of one or two people. It is everyone's 
responsibility. All of the team, including the client, has a stake in ensuring that the 
deliverables produced are of high quality. Everyone is also responsible for surfacing 
ideas for improvement to the processes used to create the deliverables. 

Make Sure Quality is a Mindset, Not an Event (9.2.P8) 

On some projects, quality is seen as a particular step in the process, or perhaps a series 
of activities at the end of the process. However, to be effective, the team needs to 
adopt a continuous quality mindset. The team members need to take ownership of the 
deliverables that they produce and ensure that the deliverables are built with quality 
when they are first created. They also must not get defensive when others review their 
work. Team members must realize that a quality process allows the entire project team 
to produce quality deliverables, with a minimal amount of errors and rework.  

Project quality starts with planning but the execution of quality must be carried out 
throughout the project. A multifaceted approach to quality will include the following 
items:   

• Establishing a Quality Management Plan early in the project 

• Building quality into the team (training, communication …) 

• Building quality into the work processes (analysis, design, …) 

• Building quality into project management deliverables  

• Building quality into project deliverables 

This multi-faceted and ongoing approach is the best way to build quality deliverables on 
a consistent basis.  

Identify and Minimize Rework (9.2.P9) 

Strictly speaking, if you have a rigorous quality process in place, there should be no 
reason for a discussion of rework. In fact, rework is the result of not having rigorous 
enough quality processes in place to begin with. But, let's be practical as well. No 
project can afford to spend the time and effort that would be required to guarantee that 
every deliverable is perfect the first time. Even a company operating at a 'Six Sigma' 
level has some small probability of error.  

So, let's assume that you have a sound Quality Management Plan in place. You still have 
to deal with rework. With some project methodologies that focus on getting deliverables 
created regardless of initial quality, rework may be built into the nature of the project. 
There are a few things to keep in mind about rework. 
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• Rework is not the same as your normal process of gathering feedback on 
deliverables. If you create a document and you circulate it to gather feedback, the 
resulting changes are not considered rework. These changes to the document are 
your way of making sure that you have a good document to begin with. However, if 
you publish your completed document and then find errors in the content, the 
resulting updates would be considered rework.  

• Although you may accept rework as part of the nature of the project, it does not 
mean the project manager and project team should not strive to eliminate it. Your 
goal should always be to eliminate defects and rework by continually improving your 
processes. 

• If there is to be rework, focus on finding it as early in the life cycle as possible. 
Remember that errors in the analysis will propagate into errors in design and errors 
in construction. If you don't find the errors until the Testing Phase, there might be 
rework required throughout the life cycle (Analysis, Design and Construct Phases). 
On the other hand, there is less of a chance of propagating requirement errors 
downstream if you take the time to check for errors during the Analysis Phase and 
each subsequent project phase. 

• You can track rework to determine how much of your project time is spent 
“thrashing” or working on the same problems twice. For instance, in the testing 
process you can track the number of errors that are fixed. When these errors are 
corrected, you may find that the change does not work to fix the problem 
adequately, which will cause rework. You may also find that the fix of one change 
may break something else. This second, unintended error will cause rework as well. 
You can track the total number of errors fixed, as well as the total number of errors 
that require rework. If the team gets tired and works long hours, rework will 
typically go up. You will want to drive the rework errors to zero, if possible.  

• Rework is not the same as a scope change. Rework is caused by problems in the 
quality management process. Rework is needed to bring a deliverable up to the level 
of quality it should have been at to begin with. Scope change refers to modifying 
part of the solution because of a new requirement. The effort and cost associated 
with rework needs to be absorbed by the project. Effort and cost associated with 
scope changes should be agreed to and paid by the client.  

Utilize Solid Quality Problem Resolution Techniques (9.2.P10) 

If you collect metrics on your processes and your deliverables, you may find that you 
are not meeting your quality commitments. There are a number of techniques that can 
be applied to identify the causes of the quality problems and determine which causes 
are of the highest priority to resolve. These techniques are the same ones that you can 
apply for any problem-solving exercise. Three popular techniques are described as part 
of the TenStep process - Manage Issues / Techniques section. They are cause and effect 
analysis, root cause analysis and Pareto analysis. You can find more information on 
fixing quality problems at 9.1.3.2 Manage Quality / Resolving Quality Problems.  

Use Statistical Process Control Techniques to Ensure a Process Stays in 
Control (9.2.P11) 
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When you look at the causes of product defects (errors), you will notice that they fall 
into two general categories. Dr. Edward Deming called these errors “special cause” and 
“common cause”.  

Special cause errors are those that the local users of the product can find and fix. These 
include malfunctions, lack of training, misuse of equipment, vandalism, etc.  

“Common causes” can cause large variations in quality and include systematic problems 
that the local users may not be aware of. For instance, common cause errors can 
include minor imperfections in equipment, poor product design, slow wear and tear on 
equipment, processes that are working but not optimized, etc. These are “common” 
problems, but they are very hard for the local users to detect.  

Statistical Process Control (SPC) techniques can be used to monitor, manage, analyze 
and improve process performance by helping to eliminate the special causes of variation 
(the quality problems that can be detected most easily). For more information on 
Statistical Process Control and the use of Control Charts, please refer to 9.2.4 Statistical 
Process Control.  
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9.2.1 The Cost and Benefit of Quality 
The Cost of Quality (9.2.1.P1) 

Building quality steps in the schedule adds a certain amount of effort and cost to the 
project. However, these incremental costs will be rewarded with shorter timelines and 
reduced costs throughout the life cycle of the solution. Examples of the cost of quality 
include:  

• Deliverable reviews. There is a cost associated with the time of the people 
attending the reviews. This includes any preparation, the actual review time for all 
participants, and the resulting follow-up work from the review. 

• Creation of the Quality Management Plan. The time required to plan quality 
into the project and the solution, including identifying completeness and correctness 
criteria. 

• Client approval. The time and effort required for the client to review interim and 
final deliverables and formally approve them as being correct and complete. 

• Testing. Testing is a part of the project life cycle and it is done to ensure the 
solution meets requirements and quality standards. 

• Quality control standards. The time and cost associated with defining relevant 
standards utilized throughout the project and/or the organization. 

• Audits. Audits are opportunities to have an outside party review the processes used 
to create your deliverables. Third party auditors provide a fresh perspective and 
unbiased opinion on whether good work processes are defined and are being 
followed. However, there is no question the audit takes extra time and effort on the 
part of the project manager and the person doing the audit.  

• Checklists. These are usually used to validate that all steps of a process were 
completed or all the components of a deliverable are in place. There is a cost to 
create them and a cost to fill them out.   

• Quality Control and Quality Assurance Groups.  If your company has distinct 
groups that specialize in quality control or quality assurance, their costs are part of 
the overall costs of quality for the organization.  

• Gathering metrics. Metrics are normally gathered to show the status of a process 
and to correct or improve the process if necessary. Collecting metrics takes time and 
there is an associated cost. 

The Benefits of Quality (9.2.1.P2) 

The costs of quality must be weighed against the benefits of providing a quality solution. 
Whereas many of the costs of quality show up in the project, many of the benefits of 
quality show up over the entire life cycle of the solution. The benefits of quality include: 

• Increased client satisfaction. Fewer defects mean that the client will be more 
satisfied. Higher service quality will also make the client experience much more 
pleasant. If you are in a “for-profit” business, this will result in goodwill and may 
translate into additional sales, or higher margins on future products. 
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• Higher productivity. Fixing errors and reworking previously-completed 
deliverables are a drain on productivity. In fact, they contribute to negative 
productivity. If the deliverables are produced with higher quality and less rework, the 
overall project productivity will go up. 

• Lower costs / shorter duration. Although there is an initial higher cost to a 
quality process, this is more than made up with less rework toward the end of the 
project. This will save time and cost on the project. 

• Higher project team morale. Team morale suffers if there are many errors 
uncovered during the project. People feel bad when errors are uncovered and it can 
be frustrating to have to correct errors repeatedly. Team morale will rise (or at least 
hold steady) if deliverables are created with fewer errors the first time. 

• Fewer errors / defects. Higher quality shows up over the life of the solution with 
fewer defects and errors. If you are producing a product for sale in the marketplace, 
higher quality means fewer returns, less warranty work, fewer repairs, etc. If you 
are creating a long-term solution, this means less support and maintenance 
problems over the life cycle.   

The Cost of Poor Quality (9.2.1.P3) 

It costs money and time to build a quality solution. You may think that it is cheaper to 
leave the quality steps out, but this is usually not the case. It is important to recognize 
that there is also a cost to having poor quality. These costs may not be apparent when 
the project is progressing, but should definitely be taken into account as part of the full 
life cycle cost of the solution being delivered. Examples of the cost of poor quality 
include: 

• Warranty work. This includes work that is performed on a product or application 
for free (or a reduced price) under a warranty. 

• Repairs / maintenance. This is work that is done to fix problems after the 
solution goes live. 

• Client dissatisfaction. If a solution is of poor quality, the client will not be happy 
and may not buy from you again at a later date. If the project is internal, the client 
may not want to use the project manager and team members on subsequent 
projects.  

• Help desk. Much of the effort and cost (but not all) of maintaining a help desk 
service may be required because the client has problems with your solutions or has 
questions understanding how to utilize the solutions. 

• Support staff.  Much of the effort and cost associated with a support staff is 
needed to maintain and support a solution because of problems, errors, questions, 
etc. 

• Rework. This is work that is required to fix deliverables that you thought were 
already complete and correct.  

• Bad decisions. If there are errors in your systems you will end up making decisions 
based on bad information. 
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• Failure investigation. It takes time to troubleshoot and determine the cause of 
errors and defects that occur on the project.  

• Poor morale. No one likes to work for an organization or a project that has poor 
processes or produces poor quality solutions. Costs of poor morale include increased 
absenteeism, higher turnover and less productivity from the staff. 

Invest in Quality Early to Reduce Costs Over the Product Lifecycle (9.2.1.P4)  

There are four aspects of quality costs: 

• Prevention costs (QA) 

• Inspection costs (QC) 

• Cost of poor quality during the project (internal failure costs) 

• Cost of poor quality after the project (external failure costs) 

All of these aspects of quality have a cost. One of the key points of formal quality 
management is that if you spend more time and cost on the QA and QC side of quality 
management, you will be able to save substantially on the internal and external failure 
costs. In fact, the savings for external failure costs can be substantial. In some case you 
might deliver a product that your organization will utilize for many years. If you build a 
poor quality product, the support costs (external failure costs) could be substantial. On 
the other hand, if you spend more time focusing on building a better quality product 
during the project, the cost of supporting the product long-term may be dramatically 
reduced.  
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9.2.2 Quality Control Questions 
(9.2.2.P1) 

Quality control activities are those that are focused on the overall quality of the 
deliverable being produced. Quality control is usually the responsibility of the project 
manager and the specific person responsible for a deliverable.  

The following list represents the type of quality control questions that can be asked for 
the major project and project management deliverables of a software development 
project. Different types of projects can create a similar list of QC questions to reflect the 
specific deliverables of that project.  

Deliverable Quality Control Questions for a Software Development Project 

(Sample deliverables. Not a full list.) 

Project Charter 

• Was a standard template utilized for the Project Charter? 

• Are the project objectives specific, realistic and within the control of the 
project team? 

• Are the project deliverables clearly defined? 

• Does the scope section clearly state what is in and out of scope? 

• Does the overall project approach make sense?  

• Are the overall cost, effort and duration clear? 

• Is the project organization clear? 

• Has a project sponsor been identified? 

• Have all major assumptions and risks been identified? 

• Are there Risk Management Plans in place for all high and medium-level risks? 

• Are the right people identified for project approval? 

• Has the Project Charter been approved by the appropriate people? 

Project 
Schedule 

• Does the schedule support the overall project approach from the Project 
Charter? 

• Are the Risk Management Plans, Communication Management Plan, quality 
control and quality assurance plans included in the overall schedule? 

• Has the critical path been identified? 

Business 
Requirements 

• Was a standard template utilized for Business Requirements? 

• Were the business requirements stated from a user’s perspective? 

• Has the appropriate business and process modeling been completed? 

• Does the deliverable meet the defined completeness and correctness criteria? 

• Have the Business Requirements been approved by the appropriate people? 

Conceptual • Was a standard template utilized for Conceptual System Design?  
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System Design • Have the interfaces been identified and defined? 

• Have screens and forms been identified at a high level? 

• Does the overall online and batch process flow well from start to finish?  

• Have the databases been identified and defined? 

• Does the deliverable meet the defined completeness and correctness criteria? 

• Has the Conceptual System Design been approved by the appropriate people? 

Technical 
System Design 

• Was a standard template utilized for Technical System Design?  

• Does the technical architecture comply with all current standards, or have 
exceptions been granted? 

• Does the design follow all appropriate development standards and guidelines? 

• Have the screens, reports, components, databases, etc. been defined in 
sufficient detail that the construction process can begin? 

• Does the deliverable meet the defined completeness and correctness criteria? 

• Has the Technical System Design been approved by the appropriate people? 

Construct 

• Have code reviews been conducted for all new modules? 

• Has the code been documented well for future understanding? 

• Have all the software components been successfully unit tested? 

• Do the deliverables meet the defined completeness and correctness criteria?  

Testing Plan 

• Was a standard template utilized for the Testing Plan?  

• Were tests conducted to ensure the software works as designed? 

• Were tests conducted with a variety of invalid and unexpected data to ensure 
the software responds as expected? 

• Has the solution gone through integration testing, system testing and user 
acceptance testing? 

• Do the deliverables meet the defined completeness and correctness criteria? 

• Have the business clients formally approved the results of the testing process, 
signifying the solution is ready to move to production status? 
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9.2.3 Quality Assurance Questions 
(9.2.3.P1) 

Quality assurance refers to validating the processes used to create deliverables. It is an 
especially helpful process for managers and sponsors. These managers may not have 
the time or expertise required to validate whether deliverables are complete, correct and 
of high quality. However, they can discuss the processes used to create the deliverables 
to determine if the processes seem sound and reasonable.  

What does a good quality assurance question look like? How about the following: 

• How’s it going? (no) 

• Does it look like you will finish on time? (no) 

• Anything unusual going on? (no) 

• Is everything on-track? (no) 

• Looks like things are going okay then? (no) 

• Tell me if you have any problems. (no) 

• If I don’t hear from you, I’ll assume everything is okay. (no) 

• I have to trust you. I can’t tell if you are on track or not. (no) 

These are not good quality assurance questions. They are not specific and the answers 
that you would receive would not help you determine the overall status of the project. 
Instead, these are examples of “ask a stupid question, get a stupid answer”.  

The quality assurance questions must be much more specific and targeted to determine 
the current status of the project. Good quality assurance questions will uncover the state 
of the processes used to manage the project. There are better examples of quality 
assurance questions later in this section.    

In addition to looking at current processes, one of the basic premises behind a quality 
assurance review is to look for things that could go wrong. For instance, you may ask 
how a document was created and approved, and you may receive a valid answer. 
However, the reviewer needs to also be able to determine if the process is as thorough 
as it needs to be. The questions should explore areas that could go wrong and a 
discussion of the project impact if something did go wrong with a process.  

A quality review should uncover process deficiencies. However, this is where individual 
perspective comes into play. The reviewer needs to understand that the processes used 
on a project may not be perfect, but they may be good enough. No project manager (or 
organization) can spend the time and effort associated with trying to make perfect 
processes. There is some chance that something could go wrong with any process. 
However, the impact of a problem is normally not enough to require additional and 
redundant processes. If the consequences are dire, of course, you would want a tighter 
and redundant process. However, if the consequences are not significant, then an 80/20 
process will be just fine.  
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Quality assurance should focus on ensuring that “good” processes are established and 
that these “good” processes are being followed. The processes do not need to be 
perfect.  

Quality Assurance Audit (9.2.3.P2) 

In many cases, it makes sense to have an outside party evaluate the project 
management processes being utilized and double-check to make sure the project is 
progressing as expected. The project manager or functional manager might call for a 
project audit as part of an overall quality management program. In some cases, such as 
a government project, periodic audits may be called for as a part of the overall contract. 
This “outside party” could be any qualified person outside of the project manager. In 
some cases, your organization may have an internal project audit specialist. It is 
possible that the Project Director or the Project Sponsor could also perform this audit. 
The outside party could be an outside contractor or consultant, but they do not need to 
be.  

The audit itself focuses on whether effective project management processes are being 
utilized and whether the project appears to be on-track. A project audit focuses on 
quality assurance – asking questions about the processes used to build deliverables. The 
audit can follow this process: 

 Role Quality Assurance Audit 
1 Auditor Notify the parties 

The auditor notifies the project manager of the upcoming audit and 
schedules a convenient time and place. Other key stakeholders 
should be notified of the audit as well. 

2 Auditor Prepare for the audit 

The auditor may request certain information up-front. The auditor 
might also ask the project manager to be prepared to discuss certain 
aspects of the project. This ensures that the actual meeting time is 
as productive as possible. 

3 Auditor, 
Project 
Team 

Perform initial interview 

During the initial meeting, the auditor asks the appropriate questions 
to ensure the project is on-track. If there are any areas that are not 
on track, the auditor notes them as such. 

4 Auditor, 
Project 
Team 

Perform as many other interviews as necessary (optional) 

On many projects, the audit might culminate in the initial meeting. If 
the project is large or complex, the auditor might need to perform 
follow-up analysis. This includes meeting with other team members 
and clients, and reviewing further documentation. 

5 Auditor Document the findings 

The auditor documents the status and the processes used on this 
project against best practices. If the organization has standards and 
policies in place for managing projects, the auditor determines 
whether any of these are not being followed on the audited project. 
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The auditor should also make recommendations on things that can 
be done to provide more effective and proactive management of the 
project. 

6 Auditor, 
Project 
Manager 

Review draft audit report 

The auditor and the project manager should meet again to go over 
the initial findings. This auditor describes any project management 
deficiencies and recommendations for changes. This review also 
provides an opportunity for the project manager to provide a 
rebuttal when necessary. In many cases, the initial findings of the 
auditor might be modified based on specific, targeted feedback from 
the project manager. 

7 Auditor Issue final report 

The auditor issues a final report of findings and recommendations. 
The project manager may also issue a formal response to the audit. 
In the formal response, the project manager can accept points and 
discuss plans to implement them. The project manager may also 
voice his disagreement with certain audit points, and explain his 
reason why. In these cases, the project sponsor and the project 
director (manager of the project manager) will need to decide if the 
project manager should comply with the recommendations or not. 

Quality Assurance Questions (9.2.3.P3) 

The following questions can be used to guide the quality assurance discussion for a 
software development project. Different types of projects can create a similar list of QA 
questions. The project management questions should be similar regardless of the 
project. However, the questions related to the project lifecycle will vary depending on 
the nature of the project, and depending on the specific phase the project is in.  

When Quality Assurance Discussion for a Software Development Project 

(Sample deliverables. Not a full list.)  

Up-front 
project 

definition 

• Has the right sponsor been identified, and has he formally approved the 
project? 

• Has a Project Charter been written and approved by the appropriate 
managers and sponsor? 

• Did the key stakeholders participate in the planning? 

• Are the resource requirements adequate? 

• Has a valid project schedule been created? 

• Have major milestones been defined for management monitoring and 
reporting? 

• Has a sound estimate been created in terms of effort, cost and duration? 

• What Project Management Plan will be used to control the project? 
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• Do completeness and correctness criteria exist for each major deliverable?  

Project 
management 

questions to be 
asked at the 
end of every 
major phase 

• Is the project manager utilizing the schedule to manage the work performed 
by the team? 

• Does the schedule accurately reflect the work remaining? 

• Does the schedule reflect the detailed activities required over the next three-
month horizon (or until the next major milestone)?  

• Can the project manager clearly explain where the project is vs. where it 
should be at this time? 

• Will all the deliverables specified in the Project Charter be completed? 

• Are solid processes being used to manage issues, scope and risk? 

• Should the Project Charter be updated to reflect any major changes to the 
project? 

• Is the project manager communicating effectively through status meetings 
and status reports?  

• Is the project on track in terms of cost, duration and quality? 

• Are the business clients happy with the project progress so far?  

• Are client expectations being properly managed? 

At the end of 
the gathering 

business 
requirements 

• Have the business requirements been documented and approved by the 
appropriate business clients? 

• What other deliverables did the project produce during this phase? Did the 
appropriate business clients approve them? Examples include: 

o Conceptual System Design  

o Testing Strategy 

o Data Conversion Strategy 

o Training Strategy 

• Is the project following appropriate company standards, guidelines and 
policies? 

At the end of 
the design, 

construct and 
testing phases 

• What deliverables did the project produce during each phase? Did the 
appropriate business clients approve them? Examples include: 

o Technical Design 

o Testing Plan 

o Training Plan 

o Data Conversion Plan 

o Tested solution 

• If the preceding deliverables are not created, discuss how the testing was 
accomplished, how the training will be performed and how data will be 
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converted. 

• Is the project following appropriate company standards, guidelines and 
policies? 

• Is the project following the standard company technology architecture? 

After the 
solution is 

implemented 

• Was the solution formally approved and accepted by the project sponsor 
before being moved to production status? 

• Is the project team initially supporting the production solution? 

• Are initial problems being resolved in a timely manner? 

• Is the solution being properly transitioned to the support team? 
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9.2.4 Statistical Process Control 
(9.2.4.P1) 

Statistical Process Control (SPC) techniques provide a data-based, objective way to 
determine whether your project is producing products within acceptable levels of quality. 
These techniques rely on testing or quality inspections on many products being 
produced by the project team. If your project is creating a small number of highly-
customized deliverables, SPC techniques may not work for you. However, if your project 
will result in the creation of many similar products, SPC may be a good way for you to 
determine if your processes are sufficient to produce high-quality products.  

SPC also helps you determine if your processes are “in control”. That is, you can 
determine if your processes are adequate to produce products with an acceptable level 
of quality on an ongoing basis. When the process starts to falter and produce products 
that do not conform to quality standards, the processes are designated as “out of 
control”. SPC techniques will tell you as soon as possible when your processes are “out 
of control”.  

The philosophy behind SPC is that process output can be statistically controlled through 
process engineering and management actions. This approach helps project teams and 
companies to: 

• Identify critical problem areas early in a process  

• Reduce product variability 

• Determine the capability of a process 

• Optimize a process 

• Determine the reliability of the product 

Although SPC appears to be an easy and straightforward technique, its implementation 
can be complicated. It requires a common and consistent way to test products being 
produced, a way to measure the results of the tests and a way to interpret the results to 
understand what is happening.  

Control Charts (9.2.4.P2) 

The use of control charts is a critical aspect of SPC, but it is not the only way SPC can be 
implemented. A control chart is a graph with a horizontal axis that represents sample 
numbers or points in time, and a vertical axis that represents measurements made from 
these samples. The chart has one central line denoting the process target and both 
upper and lower control limits representing the acceptable limits around the process 
target line.  

A control chart relies on the data collected during the sampling process. Sufficient data 
must be collected and plotted on a graph. When all the points in the graph are within 
the control limits, the process is labeled as “in control”. If there are points outside the 
upper and lower control limits, the process is considered uncontrolled or “out of control”. 
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 On the control chart, the horizontal axis lists the samples or points in time. The vertical 

axis contains measurements from these samples. The control line (CL) denotes the 
process target. The upper and lower acceptable control limits are represented by lines 

Upper Control Limit (UCL) and Lower Control Limit (LCL). 

 

 
A process in control is one where all measurements over time fall within the upper 

control limits and the lower control limits. 
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A process is considered “out of control” when one or more of the following events occur.  

• One or more points are outside of the control limits  

• A run of eight points on one side of the center line (more than what would be 
considered “random”)  

• An unusual or nonrandom pattern in the data  

• A trend of seven points in a row upward or downward  

• Pattern of over and under CL, but within limits  

• Several points near a control limit (but not outside the limits) 

If any of these situations occurs, the project team needs to investigate the cause of the 
problem and determine the changes required to get the process back “in control”. 

It is often argued that SPC techniques are objective, but their use in decision-making is 
more subjective. It is up to individual managers and team members to interpret the 
results and take further actions. Simply plotting a control chart cannot improve quality 
or prevent process problems. The benefits of SPC depend on how the results are 
interpreted and used. 

It is important to note that although you may strive for process perfection, you can 
never reach this state. Human factors, imperfect machinery and tools, equipment wear-
and-tear and process exceptions will always result in some variability. You can shrink the 
UCL and LCL to a smaller and smaller range, if you continue to improve your processes 
(and tools). However, the variability will never reach zero.   
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9.3 Manage Quality / Quick Reference 
Deliverables: (9.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. (Some of the templates can only be accessed by licensed users.) 

• Quality Management Plan 

• Deliverable Review  
• QA Checklist for Outsourced Projects 

• Completeness and Correctness Criteria 

• Project Assessment 1    

• Project Assessment 2 

• Project Assessment Summary 

• Quality Assurance Checklist    

• Quality Control Checklist  

Schedule Activities (9.3.P2) 

Size Information Needed 

Small 

Small projects are not long enough to review and improve the internal work 
processes to make them a higher quality (quality assurance). Therefore, small 
projects should just be concerned about quality control steps. Each deliverable 
produced should be reviewed and approved. The final review (perhaps the 
only one) is with the client. The review will focus on the overall quality of the 
deliverable. If the deliverable can be tested, the review will also include a 
discussion of the testing process, and a review of the actual test results. 

Medium 

Activity Effort Comments 

Define the Quality 
Management Plan open This is done during the Define Project Step, as 

a part of the Project Management Plan. 

Execute Quality 
Control Activities open Move all the quality control activities for each 

deliverable to the project schedule. 

Execute Quality 
Assurance Activities open Move the quality assurance activities for the 

project to the project schedule. 
 

Large 

Activity Effort Comments 

Start with the same activities as a medium project and add more 
sophisticated activities to collect and analyze quality-related metrics. 

Gather metrics open 
Gather metrics on a monthly basis to indicate 
the quality of the major deliverables and the 
internal work processes. 
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Analyze metrics for 
process 
improvements 

1-2 
hours 

Spend some time each month analyzing the 
collected metrics to see if the processes can 
be improved. When processes are changed, 
continue to collect the metrics to see if the 
improvements can be proven quantitatively. 
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10.0 Manage Metrics 
(10.0.P1) 

 
Gathering metrics on a project is the most sophisticated project management process 
and can be the hardest. Since metrics can be hard to define and collect, they are usually 
ignored.  

All projects should be gathering basic metrics information regarding cost and duration. 
This step of the TenStep process focuses on collecting metrics to determine how well 
the project and project deliverables satisfy the client’s expectations and how well the 
internal project delivery processes are working. Depending on the results, corrective 
action or process improvement activities can be undertaken to make the processes more 
efficient and effective. 

Managing metrics and managing quality are related. It is very difficult to improve the 
quality of your deliverables or your efficiency of your processes if you are not gathering 
metrics. Metrics are used to give some indication of the beginning state of quality 
(quality of deliverables and quality of project processes) and whether quality is 
increasing or decreasing.  

Metrics management can be used effectively on medium and large projects because 
there is enough time to capture the data, analyze the results and make appropriate 
changes. Gathering sophisticated metrics on smaller projects will have limited value 
unless the metrics can be reported and leveraged on an organization-wide basis.  

Project teams should have some idea of what they will do with the metrics once they are 
captured. If you do not intend to leverage the metrics to help manage the project, there 
may not be a reason to gather anything other than the basic cost and duration 
information (unless the metrics are required and utilized at the organizational level). 

Project level metrics are important, but the most value in capturing metrics is gained if 
the metrics are used to drive improvements on an organization-wide basis. The 
accumulation of consistent metrics from all projects can be used to drive process 
improvements across the organization. Ultimately the information can be used to create 
a set of best practices and standards that will help all projects.  

10.1 Manage Metrics / Process  

10.2 Manage Metrics / Techniques 

10.3 Manage Metrics / Quick Reference 
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10.1 Manage Metrics / Process 
Small Projects (10.1.P1) 

For the most part, project managers on small projects should only concern themselves 
with capturing metrics that are required for all projects across the entire organization (if 
there are any). These usually consist of basic information such as how the project is 
progressing in terms of cost and duration. At the end of the project, these numbers can 
be compared against the original estimates to help determine how well the project 
performed against expectations. Client satisfaction metrics can also be gathered after 
the work is completed. Any other metrics that are required for all projects (if any) 
should be captured and reported as well.  

There is usually not a need to capture more sophisticated metrics on the project 
deliverables since the deliverables are usually also fairly small. You do not need to 
collect metrics for process improvement since there is not enough time to make 
improvements or take any actions based on the results of the metrics.  

Medium Projects (10.1.P2) 

Project managers on medium projects should collect any information that is required 
across the organization - the same as small projects. Depending on the organization, 
there may be more information required for projects of this size. The project manager 
should also review the process for defining metrics on large projects. As a medium 
project gets closer to the size of a large project, there is more and more value 
associated with formally collecting and leveraging metrics. They may not get as 
sophisticated as those on a larger project, but there may be additional metric 
information that would be of value. 

Large Projects  

Creating the Project Scorecard (10.1.P3)  

Large projects should definitely be capturing metrics. There are two reasons for 
collecting the metrics – improving the project internal processes and declaring success 
on the project.   

This following process will result in the creation of a Project Scorecard, which is used to 
determine how successful the project was. The scorecard should include the metrics 
necessary to validate you have met the quality expectations of the customer since this 
should be one of the aspects of validating project success.   

 Role Managing Metrics (Large Projects)  
Creating the Project Scorecard 

1 Project 
Manager 

Identify criteria for success 

Review the objectives and deliverables in the Project Charter, as well 
as any other existing information that is relevant to the project. 
Based on this existing documentation, define the criteria that will 
show that the project was successful. This can be from two 
perspectives: 

• Internal. These characteristics indicate that the project was 
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managed and executed effectively and efficiently. These types of 
metrics include having deliverables approved quickly, hitting 
major internal milestone dates on time and having a minimum 
number of errors uncovered. 

• External. These characteristics indicate that your project 
objectives and deliverables were completed successfully. 
Examples of externally-focused metrics include completing the 
project within approved budget and timeline, ensuring your 
deliverables meet approved quality criteria and validating that 
the deliverables meet client expectations. 

If your organization is trying to be compliant with the Capability 
Maturity Model (CMMI), you should definitely include the business 
value delivered by the project as one of the key aspects of project 
success.   

2 Project 
Manager 

Assign potential metrics 

Identify potential metrics for each success criterion that provide an 
indication of whether you are on-track for success. These can be 
direct, quantifiable metrics or indirect metrics that give a sense for 
success criteria. For each metric, briefly determine how you would 
collect the information, the effort and cost of collection, and the 
value that would be obtained from the metric. 

3 Project 
Manager 

Look for a balance 

The potential list of metrics should be placed into categories to make 
sure that they provide a balanced view of the project. For instance, 
you do not want to end up with only a set of financial metrics, even 
though they might be easiest to obtain. In general, look for metrics 
that provide information in the areas such as:   

• Cost  

• Effort  

• Duration  

• Productivity  

• Quality of deliverables  

• Client satisfaction with the deliverables produced  

• Project team performance  

• Business value delivered 

A table of sample metrics can be viewed at 10.1.1 Sample Metrics 

4 Project 
Manager 

Prioritize the balanced list of metrics 

Depending on how many metrics you have identified, prioritize the 
list to include only those that have the least cost to collect and 
provide the most value to the project. There can certainly be as 
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many metrics collected as make sense for the project, but there may 
end up being no more than one or two per category. In general, look 
to provide the most information with the least amount of work. You 
should try to identify five to eight balanced metrics that will show 
the overall success of the project.   

5 Project 
Manager 

Set targets 

The raw metric may be of some interest, but the measure of success 
comes from comparing your actuals against a predefined target. The 
target provides the context to know if the current measurement 
value is good, bad or moving in the right direction. The target may 
be a single value you are trying to achieve or it may be a range. For 
instance, you may need to complete your project by a certain fixed 
date, but your actual cost might need to be ± 10% of approved 
budget. 

6 Project 
Manager 

Add schedule detail 

For each metric that remains, determine the specific activities 
necessary to collect and analyze the information. These activities are 
then added to the project schedule. This information needs to 
include: 

• What specific data is needed for the metrics?  

• Who is responsible for collecting the metric?  

• When will the metric be collected and reported?  

• How will the metrics be reported (status reports, quarterly 
meetings, metrics reports)? 

Ongoing Processes (10.1.P4) 

7 Project 
Manager 

Collect and improve your processes 

The metrics will be collected on an ongoing basis throughout the 
project. The metrics need to be analyzed and compared to the target 
numbers. Process changes may need to be made based on the 
results of the metrics. In addition to the absolute values of each 
metric, it is also important to look at the trends. For instance, you 
may be over budget versus your target. However, over a series of 
months, the trend may show that you will hit your budget at the end 
of the project. In that case, no corrective action may be needed. 

Likewise, you may have a target for client satisfaction to be a rating 
of four on a five-point scale. Your current rating may be a 4.1. 
However, if the prior ratings were 4.5, 4.3 and 4.2, then the trend is 
going in the wrong direction and you may want to make changes – 
even though you are actually above target today. 

8 Project 
Manager 

Analyze the scorecard metrics throughout the project 

Evaluate the overall metrics you are collecting on a monthly basis to 
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ensure they still accurately reflect the overall project status and that 
they are driving the behaviors desired. If they are not, make 
changes as appropriate. 

End of Project (10.1.P5) 

9 Project 
Manager 

Report your final results and make a recommendation for 
overall project success 

When the project is complete, the team should create a final 
scorecard that reflects the overall results of the project. The project 
team can analyze the final metrics and make a recommendation on 
the overall success of the project to the Project Sponsor. The Project 
Sponsor can review the results and decide whether to accept the 
team recommendation or issue the different, final evaluation of 
project success.   

10 Project 
Manager 

Send final results to the Project Management Office (PMO) 
(or other centralized reporting and process improvement 
organization) 

The project team should report their final metrics to the PMO so that 
the PMO can track project success across the organization. The PMO 
should use this information as input into an organizational scorecard 
that tracks the success of all projects on an ongoing basis. (If your 
organization does not have a PMO, you should send the information 
to whatever organization is responsible for ongoing process 
improvement.)     

Improving Internal Project Processes  

Beginning of Project (10.1.P6)  

The following process is used to improve the project internal work processes.   

 Role Managing Metrics (Large Projects)  
Improving Internal Work Processes 

1 Project 
Manager 

Identify the major work processes 

You first need to identify major project work processes. This could 
include review and approval processes, the processes to create 
deliverables, testing processes, etc. It may not make sense to 
identify processes that are only executed once, since you will not be 
able to improve the process if it is never executed again. You also 
don’t want to worry about trivial processes unless they are repeated 
often. Again, you are trying to determine processes where you will 
receive some significant improvement in cost, schedule or effort 
hours.  

2 Project 
Manager 

Assign potential metrics 

Identify potential metrics for each internal process that provide an 
indication of how efficient the process is. These can be direct, 
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quantifiable metrics or indirect metrics that give a sense for how the 
underlying process is progressing. You should also determine how 
you would collect the information, the effort and cost of collection, 
and the value that would be obtained from the metric. 

3 Project 
Manager 

Prioritize the balanced list of metrics 

Depending on how many metrics you have identified, prioritize the 
list to include only those that have the least cost to collect and 
provide the most value to the project.  

4 Project 
Manager 

Set targets 

The raw metric may be of some interest, but the measure of success 
comes from comparing your actuals against a predefined target. The 
target provides the context to know if the current measurement 
value is good, bad or moving in the right direction. The target may 
be a single value you are trying to achieve or it may be a range. It is 
very likely that you do not have any pre-defined targets for many of 
these metrics. If that is the case, you may need to collect the data 
early in the project to use as a baseline. After you collect the first set 
of metrics, your target will be to improve these metric by some 
percentage.  

5 Project 
Manager 

Add schedule detail 

For each metric that remains, determine the specific activities 
necessary to collect and analyze the information. These activities are 
then added to the project schedule. This information needs to 
include: 

• What specific data is needed for the metrics?  

• Who is responsible for collecting the metric?  

• When will the metric be collected and reported?  

• How will the metrics be reported (status reports, quarterly 
meetings, metrics reports)? 

Ongoing Processes (10.1.P7) 

6 Project 
Manager 

Collect and improve your processes 

The metrics will be collected on an ongoing basis throughout the 
project. The metrics need to be analyzed and compared to the target 
numbers. Process changes may need to be made based on the 
results of the metrics. In addition to the absolute values of each 
metric, it is also important to look at the trends. For instance, you 
may be over budget versus your target. However, over a series of 
months, the trend may show that you will hit your budget at the end 
of the project. In that case, no corrective action may be needed. 

7 Project 
Manager 

Analyze the metrics throughout the project 

Evaluate the metrics you are collecting on a monthly basis to ensure 
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they still accurately reflect the project processes and that they are 
driving the behaviors desired. If they are not, make changes as 
appropriate. 

End of Project Processes (10.1.P8) 

8 Project 
Manager 

Report your final results and make a recommendation for 
overall project success 

When the project is complete, the team should report on the final 
process metrics to see if the improvement targets were achieved. It 
is likely the results of the process improvement metrics will be one 
aspect of the overall project scorecard.  

9 Project 
Manager 

Send final results to the Project Management Office (or 
other centralized reporting and process improvement 
organization) 

Business demands are getting tougher and tougher. Organizations 
need to be able to do more with less. The performance level that 
was good enough this year will not meet the higher expectation level 
of the next year. The PMO and the entire management team must 
always be looking for ways to improve their project delivery process 
and the overall service level.  

The project team should report their final metrics to the PMO so that 
the PMO can track similar metrics across the organization. The PMO 
should use this information as valuable input into an ongoing 
process improvement initiative for the entire organization. (If your 
organization does not have a PMO, you should send the information 
to whatever organization is responsible for ongoing process 
improvement.)     

Your organization should have a program in place to encourage 
process improvement ideas. The program should include the ongoing 
communication of the importance of process improvement, some 
mechanism for gathering ideas, and follow-up processes to ensure 
every idea gets discussed. The individual that provided the 
suggestion should receive feedback, regardless of whether or not the 
suggestion was implemented. If the suggestion was not 
implemented, the person who sent in the suggestion should be 
provided feedback as to why.  
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10.1.1 Sample Metrics 
(10.1.1.P1) 

The following list provides ideas on the types of metrics that could be reported. This list 
is not exhaustive by any means, but may help provide additional ideas for your project. 

Business Category Metrics 

Cost • Actual cost vs. budget (variance) for project, for phase, for 
activity, etc. 

• Total support costs for x months after solution is completed 

• Total labor costs vs. non-labor (vs. budget) 

• Total cost of employees vs. contract vs. consultant (vs. 
budget) 

• Cost associated with building components for reuse 

• Total cost per transaction 

• Ideas for cost reductions implemented and cost savings 
realized 

Effort • Actual effort vs. budget (variance) 

• Amount of project manager time vs. overall effort hours 

Duration • Actual duration vs. budget (variance) 

Productivity  
(Difficult to measure 
accurately unless 
function points are 
counted) 

• Effort hours per unit of work/function point 

• Work units/function points produced per effort hour 

• Effort hours reduced from standard project processes 

• Effort hours saved through reuse of previous deliverables, 
models, components, etc. 

• Number of process improvement ideas implemented 

• Number of hours/dollars saved from process improvements 

Quality of Deliverables • Percentage of deliverables going through quality reviews 

• Percentage of deliverable reviews resulting in acceptance 
the first time 

• Number of defects discovered after initial acceptance 

• Percentage of deliverables that comply 100% with 
organization standards 

• Percentage of deliverables that comply with organization 
architectural standards 

• Number of client change requests to revise scope 
(numerous scope change requests might imply poor 
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requirements gathering process) 

• Number of hours of rework to previously-completed 
deliverables 

• Number of best practices identified and applied on the 
project 

• Number of risks that were successfully mitigated 

Client Satisfaction with 
Deliverables* 

Overall client satisfaction with deliverables in terms of  
(survey): 

• Reliability  

• Defects 

• Usability  

• Response time 

• Ease of use  

• Availability 

• Flexibility  

• Intuitiveness 

• Security  

• Meets client needs 

• Easy to understand messages  

• User documentation 

• Application response time (calculated by the system) 

• Number of approved business requirements satisfied by the 
project 

Client Satisfaction with 
Project Team* 

Overall client satisfaction with the project team in terms of 
(survey):  

• Responsiveness  

• Competence 

• Accessibility  

• Courteous 

• Communication  

• Credibility 

• Business knowledge  

• Reliability / follow through 

• Professionalism  

• Training 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

410 

• Overall client satisfaction  

• Turnaround time required to respond to client queries and 
problems 

• Average time required to resolve issues 
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10.2 Manage Metrics / Techniques 
Make Sure Your Measures Add Value (10.2.P1) 

Identifying, gathering and leveraging the right mix of metrics are ways to add value to a 
project. The value can be quantified in a number of areas including: 

• Improved performance of the overall project fulfillment and delivery process  

• Improved estimating for future projects 

• Validation of duration, cost, effort and quality objectives for the project 

• Identification and communication of best practices 

• Improved client satisfaction  

Metrics provide a more factual and quantitative basis for understanding how you are 
doing and the things that can be done better. Without at least some basic metric 
information, all discussions on performance and improvement are based on anecdotal 
evidence, perceptions and guesses. If you want your project's success or failure to be 
based on factual information, you need to determine the success criteria ahead of time 
and how to measure these criteria. Then collect the metrics, even if they are imperfect 
and imprecise. They still provide a better foundation than recollections, perceptions and 
guesses. 

Use the Metrics that You Collect (10.2.P2) 

You don't want to collect metrics just for the sake of collecting them. That doesn’t make 
sense from a project management perspective and it just ends up being a waste of time. 
If certain metrics are required by your organization, collect them. In addition, you 
should collect any other metrics that are needed by your particular project. However, if 
you don't have a purpose for the metrics, or if your project is not long enough that you 
can really leverage the information, these customized project-specific metrics are not 
worth collecting for your project. 

Compare the Cost of Collecting a Metric vs. the Benefit (10.2.P3) 

Just as there is some cost associated with most project management activities, there is 
a cost to collecting and managing a metrics process. In the case of scope management 
or issues management, this is a cost the project manager needs to invest in to be 
successful, since they are core project management processes. The effort associated 
with managing metrics, however, is more under the discretion of the project manager 
and is dependent on the overall organizational culture. In many cases, the cost to collect 
and leverage a certain type of metric is prohibitive. These metrics should not be 
pursued. Other metrics are interesting, but do not provide the type of information that 
can be leveraged for improvement. The bottom line is that the cost to gather each 
metric must be balanced against the potential benefit that will be gained. Start by 
gathering metrics that are required by the organization. Then add metrics that have the 
lowest cost and effort to collect and can provide the highest potential benefit.  

Link Team Performance with Individual Performance (10.2.P4) 

This old adage about “what gets measured gets done” is true on projects. If you are 
using the metric information to drive decisions on performance reviews or 
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compensation, people will generally do what they need to do to hit the targets. For 
example, if communication is important on your project, build some metrics around 
communication. You can survey the clients and stakeholders on a quarterly basis to see 
how effective they think your team communication is.  

You still may not drive the behaviors you need if the results of the metrics do not have a 
corresponding personal impact on the team members. The key is to collect metrics that 
give a quantifiable indication of overall team performance and make sure there is a 
connection between team performance and individual performance.  

An example of where these are not linked is the classic case of the project that is seen 
as a failure, yet all the team members are evaluated highly on their performance 
reviews. This does not seem to make sense. Make sure that project team success is 
reflected appropriately in the individual performance reviews. If the team was 
successful, team members should be rewarded. If the team was not successful, team 
member reviews should be impacted accordingly. Remember that project team 
performance doesn’t need to drive 100% of the review process. There will be other 
factors to consider for overall performance. However, it is also not right that project 
team performance counts zero percent. There does need to be some tie between the 
success of a project and the success of the people working on the project.  

Beware Unintended Consequences When Establishing Metrics (10.2.P5) 

Collecting metrics will drive certain behaviors, if the results of the metrics are used to as 
input into a person’s performance. In fact, this is exactly what you want to have happen 
or you would not be collecting the metrics to begin with. Therefore it is critical that the 
metrics drive the correct behaviors and not drive unintended behaviors.  

Look at the following example. A team was being measured on the length of time that it 
took to close customer inquiries. The target was set to close all open customer inquiries 
within two business days. Team members realized that they needed to close the tickets 
quickly or they would be viewed as unsuccessful. The team members also realized that if 
they could not close the inquiry quickly, they should simply guess at the cause and then 
close the open ticket. If the guess did not solve the problem, a new problem ticket was 
opened and quickly resolved again. The result was repetitive thrashing of problem 
tickets, wasting much more time than required. In other words, the target was being 
met by driving bad behavior.  

In this example, one of the problems was the metric. This team looked good on paper, 
since they were closing problem inquiries quickly. However, in reality they were 
performing poorly, generating extra work and causing the client to be dissatisfied. The 
idea was fine, but perhaps a better metric would have been to consider the inquiry 
“closed” when the client agreed and approved the resolution. 

When you are considering a metric for your project, think about how the metric might 
drive unintended consequences. Be sure that you set up the metric in a way that clearly 
drives the desired behaviors. 

Gather a Baseline if no Target is Available (10.2.P6) 

The collection of metrics information by itself provides only limited value. Most of the 
value comes when you can compare your metrics against some type of standard or 
target. For many metrics, there is an implicit target, even if you don't always specifically 
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state it. For instance, the collection of actual effort, duration and cost information is 
used to compare against the estimated effort, deadline and budget to see how the 
project stands.  

For many metrics, however, there is not necessarily an implicit target to attain. For 
instance, if you track your client's satisfaction with the project, they may rate your team 
an average of 3.8 out of a 5.0 scale. However, is that a good number or a bad number? 
Since you have nothing to compare it with, it's hard to say. The way to gain more value 
from the metric is to use the first measurement as a baseline - that is, a reflection of 
where you are today. In the survey example, you would want to consider your first 
results to be the baseline, and then you would strive to improve upon your baseline 
numbers. For instance, after collecting a baseline of 3.8 out of 5.0, you may choose a 
target of achieving a 4.2 out of 5.0 before the project is over. Another option is to look 
for a 10% improvement in the baseline, once the original metrics have been collected.   

Keep in mind that the baseline metric may not be easy to define. In some cases, you 
may want to accumulate a number of initial metrics before declaring your baseline. For 
instance, you may want to track defects on a system for three months and then take the 
average number per month as the initial baseline. This would then be the number which 
you would try to improve upon in the future.   

Be Creative in Looking for Ways to Measure Business Value (10.2.P7) 

One of the holy grails of metrics is to be able to accurately capture the business value 
produced by a project. In some cases the value is obvious. For example, sales could 
increase, inventory levels could be reduced or fewer people may be needed in a process. 
However, in many projects, the business value can be difficult or impossible to quantify 
exactly. Some common problems include: 

• The project produces soft benefits, such as improving client satisfaction or product 
quality.  

• The project involves infrastructure that is used by large groups of people. For 
instance, how much more productive will people be if you double the memory in 
their desktop computers? What is the quantifiable value provided with a new internal 
phone system? The fuzziness of these questions makes it hard to quantify a business 
benefit. 

• The project results in an increase in the amount of information people have 
available. It's hard to know exactly how the information gets leveraged to produce 
better decisions. 

• Things improve as a result of multiple projects over a period of time, but it is hard to 
know exactly how much value each project delivered.  

• The results are improvements at a low level that are hard to meaningfully roll-up. 
For instance, eliminating steps in a process. That process takes less time, but the 
time gets taken up by other work.  

The best approach to determining the business value of a project is usually to look at a 
value proposition or Business Case that was completed before a project began. Look at 
how the benefits were quantified in this document to see if you can actually measure 
similar results when the project completes. If there are hard benefits identified, the 
metrics should be able to show how much value was delivered. If there were soft 
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benefits identified, you will probably need to stick with anecdotal, survey and indirect 
evidence of the value provided. 

If the project was sponsored by a client organization, they should take the lead on 
capturing the follow-up metrics. However, there may be follow-up required to make sure 
that the metrics are captured. The specific metrics to capture are based on the metrics 
that were used to justify the project to begin with. Hopefully, that cost can be easily 
compared with the estimated cost on the Business Case. However, the benefits of the 
project typically do not start until the project is completed, so these must be captured 
after the fact. In many instances, the project team may have disbanded, so the tracking, 
or helping the client organization to track the benefit, will usually be a part of the 
support organization. 

Gather Subjective Metrics with Client Satisfaction Surveys (10.2.P8) 

Gathering metrics is important because it allows you to see how you are performing 
against the expectations of your clients. If the world were perfect, all of the metrics you 
collect would be factual, relevant and accurate. However, in many cases it is impractical 
or cost-prohibitive to try to gather exact and quantitative numbers. One way to 
supplement any quantifiable metrics is with client satisfaction surveys. For more 
information on surveys, see 10.2.1 Collecting Metrics Using Surveys.  

Collecting Project Metrics and Demographics Can Assist on Future Projects 
(10.2.P9) 

Gathering and reporting a consistent set of metrics at the end of a project can help your 
organization see the trends for delivering projects over a period of time. The metrics 
should show how well project teams are meeting their commitments in terms of quality, 
cost and duration. As more and more projects report the metrics, a baseline will be 
established that will allow your organization to see how it is improving, or slipping, over 
time.   

If you collect metrics on an organization-wide basis, you should collect some project 
demographics in addition to the actual metrics. Project demographics are just predefined 
project characteristics that provide a description on each particular project. If you store 
the demographics and metrics in a file or database, they can be analyzed to show the 
overall trends in a more discreet and granular way.  

If you do not collect demographics, you can still compare actual cost to deliver versus 
the estimated cost. The advantage of gathering some project demographics is that you 
can compare similar projects. For instance, you can compare the cost and effort 
associated with delivering mainframe development projects versus web development 
projects. Or you could compare how well projects from the Sales organization meet their 
deadlines and budgets versus projects from the Finance area. 

The other benefit of gathering project demographics is that you can use the information 
as input into future project estimates. For instance, let’s say you have marketing 
campaigns for different products. Let’s also say that you have been collecting project 
estimations and the actual results for cost and duration. If you had this information, you 
could estimate the cost and duration of a current product marketing campaign by 
comparing your project with similar projects that were completed in the past. This may 
be of help for estimating your project. The demographics you capture from completed 



TenStep Project Management Process V9.0 

Last Revised: January 2009    TenStep, Inc. 
Copyright © 2000-2009 

415 

projects can be used to search on later for new projects. (A sample worksheet to 
capture project demographics and metrics is available in the Template Library.) 

Make Sure Your Metrics Tell a Complete Story (10.2.P10) 

In many instances the project team publishes the results of a metric in a way that does 
not allow the reader to fully understand whether the results are good or bad. This is 
because the reader sees a metric, but they do not understand the target and they do 
not always understand what the metric is trying to achieve. The project manager and 
project team may know what a given metric is telling them, but other readers of the 
information may not. One way to help is to always report the metric along with the 
target. For instance, if you report your current expenditures to date, also include your 
expected expenditures at this point in the project. If you report that your project has 
spent $100,000 so far and your total budget is $150,000, the reader still does not have 
the context to know whether this is a good or bad situation. Sure you are under budget, 
but the work is not complete either. The better way to report this information is to state 
that you have spent $100,000 to date and that according to your estimate you should 
have spent $110,000 at this point in the project. If the trend continued, you estimate 
the final cost of the project to be $135,000 versus your budget of $150,000. If you 
report the metrics with this context, your readers can understand what the numbers are 
saying.  

Communicate and Train the Team in the Purpose and Value of Metrics 
(10.2.P11) 

If you talk to your team about the importance of building a quality product, they will 
typically understand what you are saying. Quality is a term and has a connotation that 
everyone is familiar with. The general definition of “metrics” is not so obvious. The 
project manager may be trying to create a metrics program for a large project, while the 
project team doesn’t make the connection between gathering metrics and the business 
value received. This disconnect may affect the client as well. The client may not 
intuitively see that you need to measure to gain a factual sense for whether deliverables 
and processes are meeting expectations. The client may also not see the connection 
between gathering metrics and the ability to improve a process.  

The project manager should take the time to explain why metrics are needed and how 
the information collected will help drive improvements. Likewise, the team should 
understand how to look for metrics that will provide an indication as to the state of a 
process or a deliverable. Educating the team and the client will help the project manager 
obtain better metrics with less work effort and less pushback. If your organization has 
an overall quality focus, this education should be done for the entire staff.  

Use Critical Success Factors (CSF) and Key Performance Indicators (KPI) to 
Communicate Metrics with Your Clients (10.2.P12) 

The terms critical success factors (CSF) and key performance indicator (KPI) are used to 
indicate success targets. (Key performance indicators are sometimes also called key 
business indicators (KBIs).) The terms normally indicate something very important to 
measure as it relates to your business. Many organizations use the two terms to mean 
the same thing, but there is a slight difference.  

• Key performance indicator (KPI). Usually key performance indicators focus on 
processes. For example, one of your KPIs might be to reduce the time it takes to ship 
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an order to a client. This is a process-related success measure so it is a quality 
assurance metric.  

• Critical success factor (CSF). A CSF on the other hand, usually has to do with the 
characteristics of a deliverable. For example, you may have a CSF associated with 
reducing the number of defects in one of your products. This would be a quality 
control metric.  

Metrics are designated as CSFs and KPIs if there is a sense that they are critical to the 
success of your company or your organization. The general idea is that your 
organization will not successfully achieve its objectives unless these CSFs and KPIs are 
met. 

Identify your Work Products (Deliverables) as Success Outcomes (10.2.P13) 

When you defined the work, you established a set of project objectives. If your project 
achieves these objectives, you should be able to consider the project a success. 
Likewise, you defined a set of deliverables that you need to build to satisfy these 
objectives. This establishes a link between your deliverables and your project success.  

When you create your Project Scorecard, the first thing you need to understand is your 
project success criteria. Part of your success criteria should be the completion of your 
project deliverables. If you successfully complete your deliverables to the appropriate 
level of quality, you will have at least one component of the overall success criteria on 
your scorecard. 
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10.2.1 Collecting Metrics Using Surveys 
(10.2.1.P1)  

One way to supplement quantifiable metrics is with client satisfaction surveys. For 
instance, instead of trying to measure the exact response time of an application against 
some service-level standard, you could simply ask your main users how satisfied they 
were with the application response time. It should make sense that if you are rated a 
4.5 out of 5.0 (5 being the highest), you are probably doing a pretty good job in this 
ar4ea. However, if your survey results come back as a 1.8 out of 5.0 (5 being the 
highest) then it should be obvious that you are missing the mark. You did not need a 
complicated system, metric to tell you that. A simple customer satisfaction survey 
questions gets quickly to the same result.   

In the same way, let’s say you want to gather metrics that indicate the time it takes to 
resolve client problems. This could involve tracking when the initial request comes in, 
when you first responded to the client and when the request was resolved. On the other 
hand, you could simply send out surveys that ask your clients if they were satisfied with 
the time it took to resolve the problem.  

Surveys are by their nature qualitative; that is, they reflect the opinion of the person 
being surveyed. Therefore, you would not necessarily want to base your entire project 
success criteria on survey metrics. Some results are more easily obtained quantitatively. 
For instance, there is usually no reason to send out a survey to the finance department 
to ask them if your spending is within budget. You should have the facts available to 
you. However, for many other types of metrics, a qualitative survey question can be 
used as a substitute for the quantitative metric. 

A survey can consist of questions and space for answers from the respondent. Many 
surveys ask for a combination of ratings feedback and written feedback. The numerical 
answers are used to drive the metrics, while the written feedback provides additional 
perspective that can be used in the metrics analysis. There are a number of advantages 
to a well-worded survey. 

• When you are trying to determine how people interact with each other or how a 
process interacts with people, perhaps the best way to gather feedback is to ask the 
affected people themselves. Getting verbal feedback is helpful, but does not allow 
you to quantify the information. Surveys give you that flexibility – input from the 
affected people in a numeric format.  

• They are a relatively inexpensive way to gain feedback from many stakeholders. For 
instance, a vendor may try to gather feedback from hundreds or thousands of 
clients. A survey would be an effective way to allow this mass of people to 
contribute their ideas. 

• The ratings feedback can be interpreted mathematically for precision and ease-of-
use. One great advantage of surveys is that you can gather feedback from a 
tremendous number of people, and yet synthesize the results using simple math.  

• You can get "shades of gray" from the rating feedback. A survey allows you to 
receive answers based on a continuum or a range of possible results.  
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Of course, there are also a number of weaknesses with a survey approach. These 
include: 

• Unless you really push the matter, you will not typically end up with a high 
percentage of surveys returned. In fact, you should be happy to receive 50% back, 
and return rates of 25% and lower are not uncommon. If you get too few surveys 
returned, you may not have the confidence to know if the results you have are 
representative of the entire group. 

• Many, perhaps most, surveys contain many questions that are not well written, and 
therefore the information returned is suspect. Problems can include: 

o Making it hard for people to fill in answers, perhaps by not leaving enough space 

o Making the rating scale confusing or inconsistent 

o Giving multiple choice questions where all of the choices are not represented in 
the answer 

o Asking biased questions that lead the responses in a certain direction 

o Asking for one rating when a statement contains two or more implicit questions 
(For instance, are you happy with the timeliness and format of the report?)  

When you create a survey, a common question is whether survey participants should 
identify themselves or not. Asking for identification may make it easier to ask follow-up 
questions to gain better clarity on the responses. However, it may also inhibit feedback 
and may result in some people not responding at all.  

Be Cautious When Asking "Yes" / "No" Questions (10.2.1.P2) 

Many inexperienced developers of surveys start with the assumption that they will just 
ask questions that can be answered "yes" or "no." In this way, the answers are cut and 
dry and easy to interpret. If you ask ten people a yes/no question, you can easily 
tabulate the results to determine the overall preferences.  

The problem with the simple "yes" or "no" answer is that it is black or white (all or 
nothing), and does not leave any room for shades of gray. It is often the case that the 
respondent has a more complex view. For instance, he may be happy about an item 
sometimes and unhappy at other times. The respondent may not be willing to be slotted 
into a simple "yes" or "no" answer. 

The better method is to still ask questions that allow answers to be expressed in a 
range. For example, you can ask the sponsor "How satisfied are you with the overall 
success of the project?" and allow him or her to express his answer on a one through 
five scale (or one through ten). Now the sponsor has some discretion. If he is totally 
satisfied, he can score the project a five out of five. If the sponsor was happy about 
most things, but unhappy about some, he can rate the team a four out of five, or 
perhaps a seven out of ten. Again, these scores are rolled up and averaged to determine 
the overall success level. 

Send Out Survey Requests Early and Often so That You Have Time for 
Improvement (10.2.1.P3) 

A client survey can be sent out at the end of every project – small, medium or large. 
This survey will provide the final feedback from the client on how well the deliverables 
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meet their needs and how well the project was executed. However, the team does not 
have a chance to improve if the only survey is gathered at the end of the project. For 
larger projects, the team should survey on a periodic basis. For instance, this could be 
halfway through the project as well as the end. If your project is large enough, you 
should survey at the completion of the major project phases or milestones. If you survey 
too much, you will risk having the surveys ignored since not much has changed from the 
last survey. However, if you do not survey enough, it is hard to understand your current 
performance level (from the client’s perspective) and to make improvements based on 
feedback.  
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10.3 Manage Metrics / Quick Reference 
Deliverables: (10.3.P1) 

The following deliverables are available in the TenStep Template Libraries to support 
this process. (Some of the templates can only be accessed by licensed users.) 

• Project Scorecard 

• End of Project Metrics Collection 

• Client Satisfaction Survey 

Schedule Activities (10.3.P2) 

Size Information Needed 

Small 

Activity Effort Comments 

Collect and 
report metrics  

1 hour / 
week 

Since small projects tend to have short duration, you 
may have to collect and report the information 
weekly. Some metrics might only be reported at the 
end of the project. 

 

Medium 
Large 

Activity Effort Comments 

Create the 
Project 
Scorecard 

Medium 
2 - 4 
hours 

Large 8 
hours 

This work can be done as a part of defining the 
project or as one of the first activities after the 
project starts. Follow the process described in Step 
10.1. Much of this work can be accomplished in a 
meeting of key team members and stakeholders. 

Collect and 
report metrics  open Monthly. Collect and report the metrics as 

described in your Project Scorecard. 

Process 
improvements 
activities 

open 

Monthly. Add time to your schedule to analyze the 
metrics. Add activities throughout the project to 
implement process improvements based on an 
analysis of the metrics gathered so far.  

Evaluate the 
Project 
Scorecard 

open 

Monthly. Evaluate the metrics you are collecting on 
a monthly basis to ensure they still accurately 
reflect the overall project status, and that they are 
driving the behaviors desired. 
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90.0 Close Project  
(90.0.P1) 

Just as it is important to formally kick off a project, it is also important to successfully 
close the project. The value of having a planned project termination is in leveraging all 
of the information and experience gathered throughout the project. If the solution is 
implemented and the team immediately disbands, you don’t have an opportunity to 
wrap up the loose ends, do staff evaluations, document key learnings or ensure that 
appropriate deliverables are transitioned to support. Of course, a project can end 
unsuccessfully as well. Even in this case, there are key learnings, team evaluations and 
other wrap-up activities to make the most of what was done on the project.  

When the project schedule is created, think about the activities that need to be 
performed to gracefully and appropriately close the project. These activities include: 

• Hold project conclusion meeting. A meeting should be held with the project 
team, sponsor and appropriate stakeholders to formally conclude the project. This 
meeting will include a recap of the project, documenting things that went right and 
things that went wrong, strengths and weaknesses of the project and project 
management processes, and the remaining steps required to terminate the project. 
Techniques or processes that worked especially well, or especially poorly, are 
identified as key learnings of the project. If your organization has a way to publish or 
leverage these key learnings, they should be sent to the appropriate group. (Key 
learnings that seem to work consistently on many projects, in many circumstances, 
might be raised to the level of a best practice and be utilized for all similar projects.) 

An agenda for the conclusion meeting should focus on what the project was 
supposed to accomplish and what the project actually accomplished. The discussion 
should lead to a set of key learnings that describe what went well and what didn’t 
work. The agenda would be as follows: 

o Discuss the purpose of the meeting 

o Develop ground rules (optional) 

o List what the project should have achieved 

o Describe what the project actually achieved 

o Discuss “why” for any discrepancies between “should do” and “actually did” 

o Agree on a set of lessons-learned for future projects 

o List and document any remaining work required to close the project. This 
includes activities such as those described below 

• Declare success or failure. Sometimes it is obvious the project was completely 
successful and in other cases the project is a total failure. However, in many cases, 
there are mixed results. For instance, the major deliverables may have been 
completed, but the project was over budget. Or, the project team delivered on time 
and within budget, but the solution only met 80% of the business requirements. The 
key to declaring success is to define up-front what the success criteria are. If an 
agreement is reached with the sponsor and the appropriate functional manager on 
what success means, the project team can be evaluated against those criteria. The 
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project team should first rate itself against those criteria, and then take the 
recommendation to the sponsor for validation. 

• Transition the solution to support (if applicable). If the solution will exist 
outside of the project, it should be transitioned to the appropriate support 
organization. The transition includes knowledge transfer to the support team, 
completion and turnover of all documentation, turnover of the list of remaining work, 
etc.  

• Turn over project files (if applicable). A discussion should take place with the 
support organization to determine which project and project management materials 
accumulated during the project should be turned over to the support team. Based on 
this agreement, some of the project material may be deleted or destroyed, backed-
up, archived, etc. Those files and documents needed by the support organization 
should be turned over to them to store in the appropriate long-term library or 
folders.  

• Conduct performance reviews. If the project was substantial, it may be 
appropriate to do performance reviews after the project completes. In this case, the 
manager of the project manager and the project sponsor evaluate the project 
manager. The project manager reviews the entire team or at least the direct reports 
(and then the direct reports review their direct reports, until everyone is covered). 
Sometimes the team is rated as a whole and then team members use the team 
rating as input into a personal performance review. Other times, the team members 
may have individual reviews based on only their own contributions. There should be 
some link, however, between team and individual performance. It would not seem to 
make sense that a project could fail and yet all of the team members receive reviews 
saying they all did an outstanding job.  

• Reassign the remaining project team. Any remaining team members should be 
reassigned when all the termination activities are completed. For some people, this 
may mean completely new projects. For contract people, it may mean the end of 
their assignments. For part-timers, it may mean a return to their other full-time role. 
Some team members may transition into the support organization to continue 
working on this same solution.  

It is the responsibility of the project manager to build project closure activities into the 
project schedule. These should be seen as vital parts of the project, not an afterthought 
as the team is getting disbanded. The project is not considered complete until the 
closure activities are performed – just as it would not be complete without the 
implementation activities finished. 

Contract Closure (90.0.P2) 

Refer to the TenStep Process Procurement Extension for more information on this topic. 
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