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Publisher about the Courseware

The Courseware was created by experts from the industry who served as the author(s) for this
publication. The input for the material is based on existing publications and the experience
and expertise of the author(s). The material has been revised by trainers who also have
experience working with the material. Close attention was also paid to the key learning points
to ensure what needs to be mastered.

The objective of the courseware is to provide maximum support to the trainer and to the
student, during his or her training. The material has a modular structure and according to
the author(s) has the highest success rate should the student opt for examination.
The Courseware is also accredited for this reason, wherever applicable.

In order to satisfy the requirements for accreditation the material must meet certain quality
standards. The structure, the use of certain terms, diagrams and references are all part of this
accreditation. Additionally, the material must be made available to each student in order to
obtain full accreditation. To optimally support the trainer and the participant of the training
assignments, practice exams and results are provided with the material.

Direct reference to advised literature is also regularly covered in the sheets so that students
can find additional information concerning a particular topic. The decision to leave out notes
pages from the Courseware was to encourage students to take notes throughout the material.

Although the courseware is complete, the possibility that the trainer deviates from the
structure of the sheets or chooses to not refer to all the sheets or commands does exist. The
student always has the possibility to cover these topics and go through them on their own
time. It is recommended to follow the structure of the courseware and publications for
maximum exam preparation.

The courseware and the recommended literature are the perfect combination to learn and
understand the theory.

--Van Haren Publishing



Other publications by Van Haren Publishing

Van Haren Publishing (VHP) specializes in titles on Best Practices, methods and standards
within four domains:

- IT and IT Management

- Architecture (Enterprise and IT)

- Business Management and

- Project Management

Van Haren Publishing is also publishing on behalf of leading organizations and companies:
ASLBISL Foundation, BRMI, CA, Centre Henri Tudor, Gaming Works, IACCM, IAOP, IFDC,
Innovation Value Institute, IPMA-NL, ITSqc, NAE, KNVI, PMI-NL, PON, The Open Group,

The SOX Institute.
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Author about this Courseware

Dear students, welcome to the PM? Practitioner Certification Preparation
Course. Welcome back to all of you who already have your PM? Foundation
Certification and welcome abroad to all of you who are taking directly your PM?
Practitioner Certification. A warm welcome from a project management
enthusiast.

This course is entirely built with the purpose of preparing you to obtain your PM?
Practitioner Certification. Avoiding scope creep was a priority, so the course
includes what you need for the certification, and no more than that.

For all of you that already know PM? you will have the chance to apply it to real
projects and for those how are new we will walk you first through the
methodology and end at the same point.

The material in front of you is articulated around these objectives:

« Giving you a deep view of PM? in the context of general project
management.

« Teaching you the fundamentals of the PM? in preparation for the
practitioner certification exam.

« Helping you concretely manage projects by discussing advanced project
management techniques and putting them in the context of PMZ.

« Getting you to deeply understand PM? methodology so that you are able
to apply, tailor and integrate it into real-world project environments.

As the PM? Practitioner Certification validates not only your theoretical
knowledge, but also your practical ability to integrate PM? principles into
projects’ real-world environments, the exam is case-based. Therefore, the
training combines theoretical explanations with project examples, points of
reflection, guided activities, and questions.

e Theoretical explanations: the PM? methodology, the templates, checklists,
and tools & templates will guide you throughout the course.

e Project examples: the course introduces two examples so that they can be
developed using PM? best practices. One is a real example of a university
project of engineering students using PM?2. And the other is a fake project
related to the European Parliament elections.



e Reflection and guided activities: questioning and putting into practice the
acquired knowledge, mainly based on the project examples.

e (Questions: a set of case-based questions based on real experiences and
contexts in which PM? best practices must be applied. You will find sixteen
different scenarios with the aim of covering a high variety of sectors.

One of the challenges of this training is to cope with the diverse needs between
students with or without prior PM? knowledge. To support this the course slides
have distinct colors: orange slides for the foundation concepts and blue slides
for the practitioner concepts. But don’t worry, your trainer will take care of
combining them and making sure you acquire the required knowledge.

| wouldn’t like to finish without pointing out that if you are reading this text, it is
because you are aware of PM? relevance and importance. PM?has not only filled
an existing gap for simple, effective, and easily adaptable project management
methodologies, but also does it with the full recognition of the European
Commission.

Finally, | hope you all enjoy the course as much as | enjoyed preparing it.

So, let’s start your certification challenge and have fun all together managing
projects with PM?2.

Ready to start your PM? Practitioner journey !

Elisabet Duocastella Pla
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Self-Reflection of understanding Diagram

‘What you do not measure, you cannot control.” — Tom Peters

Fill in this diagram to self-evaluate your understanding of the material. This is an evaluation

of how well you know the material and how well you understand it. In order to pass the

exam successfully you should be aiming to reach the higher end of Level 3. If you really want

to become a pro, then you should be aiming for Level 4. Your overall level of understanding

will naturally follow the learning curve. So, it’s important to keep track of where you are at

each point of the training and address any areas of difficulty.

Based on where you are within the Self-Reflection of Understanding diagram you can

evaluate the progress of your own training.

Level of Understanding | Before Training Training | After After
Training Part 1 (1st | Part 2 studying / exercises and
(Pre- Half) (2nd reading the the Practice
knowledge) Half) book exam

Level 4 '

I can explain the il

content and apply it . ,"

Level 3 /'

I getit! . 4 Ready for

I am right where | am
supposed to be.

the exam!

Level 2

I almost have it but
could use more
practice.

Level 1

I am learning but don’t |

quite get it yet.

(Self-Reflection of Understanding Diagram)

Van Haren Publishing©
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Write down the problem areas that you are still having difficulty with so that you can

consolidate them yourself, or with your trainer. After you have had a look at these, then you

should evaluate to see if you now have a better understanding of where you actually are on

the learning curve.

Troubleshooting

Problem areas: Topic:

Part 1

Part 2

You have gone
through the book

and studied.

You have answered
the questions and
done the practice

exam.

Van Haren Publishing©



Timetable

4 Days Training (32 hours)
Training for students without a PM? certification

Day 1

Morning
e 0. Course presentation + Foundation test (2h 20min)
e 1.PM?Proposal (20 min)
e 2. Project Management Fundamentals (1h)
Afternoon
e 2. Project Management Fundamentals + test (1h 20min)
e 3. PM?Key Concepts + test (2h 20min)

Day 2

Morning

e 4. Governance Model + test (3h 40min)
Afternoon

e 5. Initiating Phase + test (3h 40min)

Day 3

Morning
e 6. Planning Phase + test (3h 40min)

Afternoon
® 6. Planning Phase + test (40min)
e 7. Executing Phase + test (3h)

Day 4

Morning
® 8. Closing Phase + test (1h 20min)
® 9. Monitor and control + test (2h 20min)
Afternoon
® 9. Monitor and control + test (2h 20min)
e 10. Certification process (30min)
® 11. Next steps & Wrap Up (30min)

Van Haren Publishing©
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3 Days Training (24 hours)
Training for students with a PM? certification (PM? Foundation Certification or PM? Alliance:
Essentials’, Advanced®, Expert® or Trainer®).

Day1

Morning
e 0. Course presentation + Foundation test (1h 20min)
e 1.PM?Proposal (10 min)
e 2. Project Management Fundamentals (2h 10min)
Afternoon
e 3. PM?Key Concepts + test (1h 40min)
e 4. Governance Model + test (2h)

Day 2

Morning

e 5. Initiating Phase + test (3h)
Afternoon

e 6. Planning Phase + test (3h 40min)

Day 3

Morning
e 7. Executing Phase + test (1h 20min)

® 8. Closing Phase + test (1h)
e 9. Monitor and control + test (1h 20min)

Afternoon
® 9. Monitor and control + test (2h 20min)
e 10. Certification process (30min)
® 11. Next steps & Wrap Up (30min)

Van Haren Publishing©



Certification syllabus PM? Practitioner

1. Certification details

Best Practice context

PMZ is a project management methodology developed by the European Commission to enable project
managers to deliver solutions and benefits to their organizations. It has been designed with the needs of
European Union Institutions and projects in mind but is transferable to any organization.

PMz is a light and easy-to-implement methodology that can be tailored to the specific needs of project
teams. It is supported by a comprehensive training programme and an active community.

Certification definition

The PM? Practitioner certification is an advanced level within the PM? Group certification program.
Building on the foundational principles established in the PM? Foundation certification, the Practitioner
level delves deeper into the application, tailoring, and integration of the PM? methodology into real-world
project environments.

Candidates achieving the PM? Practitioner certification have demonstrated not only an in-depth
understanding of the PM? methodology but also a proven that they know how to apply and adapt the
methodology to a variety of complex projects. This certification equips professionals with the tools and
techniques necessary to manage projects in alignment with the European Commission’s best practices.

Candidates aspiring for the PM? Practitioner certification are expected to have prior foundational
knowledge of PM? and real-world project management experience. The certification not only validates
their theoretical knowledge but also their practical ability to integrate PM? principles into diverse project
scenarios.

Certification requirements

To be eligible for the PM? Practitioner certification, candidates external to the EU Commission must meet
the following requirements:

1. PM? Foundation Certificate by: All aspirants should have successfully completed and obtained the
PM? Foundation certificate from the PM? group or the center of excellence of the EU Commission,
indicating foundational knowledge and understanding of the PM? methodology.

2. Accredited Course Completion: Candidates must have undertaken and successfully completed
an accredited PM? Practitioner course. This ensures they have received consistent and high-
quality training aligned with the European Commission's expectations.

3. Project Management Experience: Applicants must have a minimum of 12 months of verifiable
project management experience in a professional setting within the last 5 years.

4. PM? Practitioner Exam: After successfully meeting the above requirements, candidates are
permitted to sit for the PM? Practitioner exam. Achieving a passing score on this exam is the final
step in obtaining the PM? Practitioner certification.

Van Haren Publishing©
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EU staff can become certified by following the internal PM? Practitioner evaluation process of the
European Commission’s Centre of Excellence in PM? (CoEPM?).

Note that requirement one can be substituted with the following certificates: PRINCE2® 6™ or 7t Edition
(Foundation or Practitioner) by PeopleCert®; Project Management Professional (PMP®) or Certified
Associate in Project Management (CAPM®) by PMI International®; IPMA Level A, B, C or D®;
P3.express® Practitioner by OMIMO®, or PM? Essentials, Advanced, Expert or Trainer by PM? Alliance.

Validity of the certification

The certification is valid for 3 years.

2. Certification exam details

Exam format

The general exam regulations apply to this exam; you can read them here(link).

Number of questions 60 questions

Passing score 65 %

Exam type multiple choice case-based questions
Exam time 120 minutes

Question cognition levels Bloom level 1 -4

Allowed material open book

Base language Base language: English

Attempts per voucher 1 attempt for the main exam

Van Haren Publishing©
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Invigilation

|
Online recorded invigilation

In-person invigilation

Exam Syllabus

Candidates must read the Certification Syllabus to get a complete overview of the reference materials for
each exam category.

Business Case

Project Charter

Phase Gate Ready for Planning
Technique SWOT analysis
Technique PESTEL Analysis

Appendix C.1/
c2/
Appendix E.1

Category Document Weight Level of
reference coghnition
1. The role of Project Management in a Business context 21.1/21.3 Bloom level 1 -
e Assess the relationship between projects, 2241225/ 4
programmes, portfolios, and business as usual 226
e Analyzing the difference between project and 23112321
operations in a business. 233
» Assess the functional, projectized and matrix structure
in context.
2. Key concepts relating to PM? 31/32/33/ Bloom level 1 -
e Apply and assess the overall use of PM? project 3.4/35/3.6 4
phases in different contexts. Appendix E.1
e Assess the suitability of PM? for different projects. &F
o Apply the PM? Mindset to different situations.
e Assess tailoring possibilities in different contexts.
3. Project Governance 41/42/43/ Bloom level 1 -
e Assess the layers in the project organization in 44145746/ 4
different contexts. 47/48/49/
e Assess the roles in the project organization in different | 4.10
contexts. Appendix E.1
e Assess the provider and requestor side of a project.
4. Apply and assess Initiating Phase in different contexts while | 3.2.1/3.3 Bloom level 1 -
demonstrating an understanding of. 51/52/53/ 4
e Project initiation request 54/55

Van Haren Publishing©
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o Risk Management Plan and Risk Log

o Technique Make or Buy Analysis Appendix G
SWOT
Analysis
5. Apply and assess Planning Phase in different contexts while | 3.2.2/3.3 11 Bloom level 1 -
demonstrating an understanding of 6.1/6.2/6.3/ 4
e Project Handbook 6.4/6.5/6.6/
e Project stakeholder Matrix 6.7/6.8/6.9
e Project Work Plan Appendix B /
e Outsourcing Plan C3/C5/C7
e Deliverables Acceptance Plan /C8/CA1/
e Transition Plan C12/CA3/
e Business Implementation Plan C.14/E1
¢ Phase Gate Ready for Executing
¢ Planning and estimation techniques (Work Breakdown
Structure, Effort and Cost Estimations, Three-point
Estimates, Gantt Charts, Critical Path Method,
Resource Levelling, Critical Chain Method)
6. Apply and assess Executing Phase in different contexts 3.23/33 8 Bloom level 1 -
while demonstrating an understanding of 711727173/ 4
e Project coordination 74/75/76
¢ Quality assurance Appendix C.3/
e Project reporting C.12/EA1
e Information distribution
¢ Phase Gate Ready for Closure
e Techniques for managing stakeholders - Stakeholder
Interest/Influence Matrix (SIIM)
e Techniques for reporting - Earned Value Management
7. Apply and assess Closing Phase in different contexts while 3.24/33 6 Bloom level 1 -
demonstrating an understanding of 8.1/82/83/ 4
e Lessons learned 8.4
e Project-End Reports Appendix E.1
¢ Administrative closure
8. Apply and assess monitor and control activities in different 3.25/3.3 11 Bloom level 1 -
contexts. 9.1/9.2/93/ 4
e Apply monitor and control activities showing an 94/95/96/
understanding of 9.7/9.8/9.9/
o Monitoring project performance 9.10/9.11/
o Schedule control 9.12/9.13
o Cost control Appendix B.1/
e Assess and Apply risk and issue management in B.2/B.3/B.4/
different contexts showing an understanding of B.5/B.6/B.7/
o Risk Management process B.8/B.9/B.10

Van Haren Publishing©
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Risk response strategies

Issue Management Plan and Issue and
Decision Log

Technique PESTEL Analysis

Technique Risk Likelihood/Impact Matrix
Technique Pareto Analysis

Technique Decision Trees

e Assess and apply change, quality, and requirements
management in different contexts showing an
understanding of

Project Change Management Plan and
Change Log

Quality Management Plan

Requirements Management Plan
Deliverable Acceptance Plan

Change Management Process

The relationship between Quality Assurance
and Management of Quality

The relationship between management of
requirement, project change and deliverable
acceptance

e Assess and apply communication and stakeholder
management in different context showing an
understanding of

Communication Management Plan

The Project Stakeholder Matrix in PM?
Stakeholder Checklist

Techniques for managing stakeholders -
Stakeholder Interest/Influence Matrix (SIIM)

E.1/C4/C.9
/C.16
Appendix G
Issue, Risk &
Risk Response
Strategties

Literature

The knowledge tested in this exam is based on the following literature. It is advised to study the following

materials:

Title:
ISBN:

PM? Project management Methodology Guide 3.1

978-92-68-10314-2

Licensed under CC BY 4.0 license

Van Haren Publishing©
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0. Course presentation

This courseware is intended for trainers and project professionals to help them understand how to manage
projects with PM>. It is based on the version 3.1 of the PM? Methodology Guide and the official open-source
material published by the European Commission and available at https://europa.eu/pm2

PM? Copyright notice:

PM? is an open-source project management methodology created and supported by the European
Commission. The methodology guide and this training material are published under the EUPL license.
(https://joinup.ec.europa.eu/sites/default/files/custom-page/attachment/eupl v1.2 en.pdf)

The PM? logo is the property of the European Union and may not be registered as a trademark or otherwise,
nor used separately from these documents.

Neither the publications nor the logo can be used in a way which suggest endorsement of an external
organisation by the European Union when there is none.

Image credits:
All pictures in this courseware are licensed as creative commons unless otherwise indicated.

© Van Haren Publishing

o
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Certified PM? Practitioner by PM? GROUP Courseware

COURSE GOAL

v'A depth understanding of the PM? methodology and how to apply, tailor and integrate it
into real-world project environments.

vIt requires prior fundamental knowledge of PM? methodology and real-world project
management experience.

*
*
PM? PRACTITIONER

@ oren

Van Haren Publishing 5
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PM2 GROUP *x ¥
*
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The organisation is a non-profit cooperation. Members commit to contribute and
promote PM? in public/private cooperation and endorse the PM? GROUP certification
program.

PM? GROUP is a coalition of European companies that aim to facilitate the adoption
and proper usage of PM? in accordance with the European Commission.

This collaboration included end-user organisations and professionals, consultancy and
training organisations, and an examination and certification institute, that together form
an eco-system that is built around the PM? GROUP certification.

© Van Haren Publishing 6
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0. Course presentation

PM2 GROUP CERTIFICATION SCHEME

¥ NCoEPM?
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* GROQUP Syllabus [l\' European Commission
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Exam requirements

PM2 PRATICIONER Covered topics PM? PRATICIONER

Required level of understanding

Number of questions

Passing score

5 Exam time >
PM2 FOUNDATION —— PM2 FOUNDATION
[ ]

© Van Haren Publishing

CERTIFICATION REQUIREMENTS

PM? Foundation Certificate (*1)
Accredited Course Completion
1Y Project Management Experience

s e n -

PM?2 Practitioner Exam

(*1) Alternative certifications:

PMI: CAPM® or PMP®

OMIMO: P3.Express Practitioner®

AXELOS: Prince2 Foundation® or Practitioner® (6t o 7t Ed)
IPMA: level A®, B®, C® or D®

PM? Alliance: Essentials®, Advanced®, Expert® or Trainer®

‘\-" 2 Reference © Van Haren Publishing

Van Haren Publishing©
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Presentation

My questions:

v Who are you?
v What experience do you have
from 'title'®?

v Whatis your role at work?
N

v What are your expectations?

fo

a/ © Van Haren Publishing 9

| .

Course schedule

Day 1:
0. Course presentation
1. PM? Proposal
2. Project Management fundamentals
3. PM? Key concepts
4. Governance model

DE\WE
* 5. Initiating Phase
* 6. Planning Phase
Day 3:
7. Executing Phase
8. Closing Phase
9. Monitor and control activities
10. Certification process
11. Next steps & Wrap Up

© Van Haren Publishing 10
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* 4. Governance model
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* 6. Planning Phase
e 7. Executing Phase
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. 9. Monitor and control activities
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Certified PM? Practitioner by PM? GROUP Courseware

PM2 MATERIAL

A copy of the PM? Guide V3.0.1 is included in this
courseware. For the best experience we recommend
downloading the latest versions of the PM? guide and the
artefacts that can be found on the European Commission
website: https://europa.eu/pm?2

7 PM?

Project Management
Methodology ‘ b
Guide 3.1 ,

\\

o)
--I-

+ tips, tools & techniques and translated versions of PM?2!

W }ll-'lh
tsg)

© Van Haren Publishing 13

@ PM2 FOUNDATION ASSESSMENT

PM2 Foundation certification assessment

This Photo by Unknown Author is licensed under CC BY-SA

[
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0. Course presentation

(?)PM2 FOUNDATION ASSESSMENT

v" Q01. Which of the following statements is FALSE?

a) Communications Management Plan can be standalone or part of the Project Handbook.
b) The Project Stakeholder Matrix lists all (key) project stakeholders.

c) The Project Work Plan consists of three parts: WBS; Effort & Costs Estimates; Schedule.
d) The Deliverables Acceptance Plan defines transitioning from the old to the new state.

L

@ PM2 FOUNDATION ASSESSMENT

v' Q02. Which of these is NOT one of the PM2 Management Plans?

a) Issue Management Plan

b) Requirements Management Plan

c) Users Needs Management Plan

d) Communications Management Plan

&

Van Haren Publishing©
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(?)PM2 FOUNDATION ASSESSMENT

v' QO03. Expected benefits are the measurable improvements resulting from the project

outcomes.
a) True
b) False

o

@ PM2 FOUNDATION ASSESSMENT

v' Q04. Which of the following statements is CORRECT?

a) PM? tailoring & customization is documented in the Project Charter.

b) The Business Case is a key output of the Planning Phase.

c) PM2doesn’t provide a structure to support Agile teams.

d) PM? Project Management Methodology was designed without adaptation.

o

Van Haren Publishing©



0. Course presentation

(?)PM2 FOUNDATION ASSESSMENT

v" QO05. Which of the following statements is CORRECT?

a) The Project Core Team drives and manages the organisational change caused by the
project.

b) The Business Governing Layer determines the organisation vision and strategy.

c) The Project Steering Committee authorises the project to continue based on the Project
Work Plan.

d) The Appropriate Governance Body provides general project direction and guidance.

o

@ PM2 FOUNDATION ASSESSMENT

v" QO06. The Project Steering Committee (PSC) is Responsible (RASCI:R) for Manage

Risks.
a) True
b) False

o

Van Haren Publishing©
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(?)PM2 FOUNDATION ASSESSMENT

v" Q07. PMs who practice PM2 understand that the methodologies are there to serve
projects and not the other way around.

a) True
b) False

a[ © Van Haren Publishing 21

@ PM2 FOUNDATION ASSESSMENT

v/ Q08. Only one of these is a PM2 Project Log. Which one?

a) Roles Log

b) Communications Log
c) Decision Log

d) Quality Log

aj © Van Haren Publishing 22
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0. Course presentation

(?)PM2 FOUNDATION ASSESSMENT

v" Q09. Which of the following statements is CORRECT?

a) A project ends when the project manager decides that it should.
b) A project can be temporary or permanent.

c) The Project Owner approves the project closing.

d) The Project-End Review Meeting is the last activity of the project.

o

@ PM2 FOUNDATION ASSESSMENT

v" Q10. Which of the following statements is FALSE?

a) The Project Handbook is created during the Planning Phase.

b) Controlling is about measuring ongoing project activities.

c) The Business Case is created during the Initiating Phase.

d) Ready for Executing phase gate occurs at the end of the Planning Phase.

o

Van Haren Publishing©
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@PM2 FOUNDATION ASSESSMENT

PM2 Foundation certification assessment

This Photo by Unknown Author is licensed under CC BY-SA

L

READY TO START YOUR PM? PRACTITIONER JOURNEY

Let’s start !

This Photo by Unknown Author is licensed under CC BY-SA

a/ © Van Haren Publishing 26
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L PM? Proposal

PM2

*¥GROUP

1. PM? PROPOSAL

‘PM? is a light and easy-
to-implement
methodology which
project teams can tailor to
their specific needs”,

COUSEWARE
©2023 - All training materials are sole property of Van Haren Publishing BV

and are not to be reproduced in any form or shape without written permission.

PM2 HISTORY Europe & the
PM? History World

2016
Open PM? v1.0
2012 Open to external users 2018
PM?v2.0 {:0:: 1st Open PM?Conference
EU Commission PM?2 v3.0

2007 2022
PM?v1.0 U PM? integrated in ESCO
DGIT &&8 Certification open

£03
2023

V3.1
European

Author: Natacha Brenner

© Van Haren Publishing
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CHARACTERISTICS

Open PM?

Project Management Methodology

European focused

"Ffree

" cwmnm

mm

Project r‘pMz Manager

Governance. \Q
Efficiency

in the European Union i

id OPEN

Effectiveness

| 5oURCE

gl

Open source & free

Concise & light

Others

® Simple: based on internationally

recognized best practices

®  Flexible

® Common language and a shared

approach

®  Provides a robust project

governance model

© Van Haren Publishing 29

PM?2 OFFERING

PM2 Project

Management

Methodology
Guide 3.1

2PM?

PM2 Project
management
Tools &

Techniques

Guide 2.4

PM2 Agile PM2 Portfolio PM2
Guide 3.0.1 Management Programme
Guide 1.5 Management
Guide 1.0
© Van Haren Publishing 30
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2. Project Management fundamentals

2. PROJECT
MANAGEMENT IN A

BUSINESS
CONTEXT

COUI'SEWARE

©2023 - All training materials are sole property of Van Haren Publishing BV
and are not to be reproduced in any form or shape without written permission.

PROJECT

A project is a temporary organizational structure which is set up to create a unique
product or service (output) within certain constraints such as time, cost, and quality.

Temporary @ . Unique 0 Output E:} Constraints  */\¢
-

Start & End Non routine Product or Service Scheduling, Budgeting,
Quality...

PM2 Guide: Fig 2.1 Key project characteristics

[
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@\ PROJECT

A project is a temporary organizational structure which is set
up to create a unique product or service (output) within certain
constraints such as time, cost, and quality.

A temporary endeavour undertaken to create a unique
product, service, or result.

@PRINCEZ

A temporary Organization that is created for the purpose of
delivering one or more business products according to an
Projects. agreed business case.

PRINCE2" 7
Managing
Successful

A project is defined as a unique, temporary, multidisciplinary
and organised endeavour to realise agreed deliverables
within pre-defined requirements and constraints.

PM?2 Reference: 2.1.1 What is a project?

© Van Haren Publishing

i PROJECT

Project deliverables or outputs are merely a means to an end.

I il S il

£ ST
< “ "'The real purpose of a project is to achieve certain out&omes "’
c" - that will yield measurable benefits (IMPACT) “, -

L -
~.-———‘~-____’h___

ED) - -

PM? Guide: Fig 2.3 Project outputs, outcomes and benefits.

‘ Note that project outcomes and benefits are often realized only after the project has closed.

a/ PM?2 Reference: 2.1.3 Project outputs, outcomes and benefits © Van Haren Publishing
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PROJECT

v'A project is a transformational process which turns ideas “outcomes” into reality.
v'The “outcomes” always have an expected “benefit” to achieve.

e BENEFITS
S B
S e Organisational and

//' Resources Stakeholders

\\‘ l Environments ) |
< i [
-7"'"'"“‘-‘;-*.*'—* Output 9ﬁutcﬂ?ﬂes
Inputs [ © PROJECT o el
o /

/

——

PM2 Guide: Fig 2.2 A project is a transformational process which turns ideas into reality.

e] PM? Reference: 2.1.1 What is a project? © Van Haren Publishing

JPROJECT

Case study: European Parliament 2024 - 2029

“The Grey Party”

2024 European
Parliament elections in
Spain.

Duration: Jan~Jun 2024
Budget: 1M€

Scope:

» Candidates list

» Electoral program o
e Electoral Campaign Let’s get rid of the politicians
*  Website update

a/ © Van Haren Publishing

Van Haren Publishing©
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-/ PROJECT

“The Grey Party” 2024 European Parliament elections in Spain.

The “Grey Party” was created in 2012. Unlike other political parties, it has a unique identity shared by all the parties of the
member states that comprise it. They are governing some of the main European cities (Porto, Milano, Thessalonica,

Barcelona, Nicosia, . . . ).

The party’s purpose is to introduce “technocracy” at the European governments to avoid another financial crisis like the 2008
one. These are the countries which have a Grey Party: Spain, Portugal, Italy, Malta, Greece, Slovenia, Croatia, Cyprus.

At their 2024 Annual European Congress, on January 12th, the European Executive Commission approves running to the 2024

European Parliament elections. The agreed European electoral program is:

» Implement symmetry within the political economies of all the member states.
+ Restructuring of EU bodies (simplification and reduction).

+ Compulsory competence to exercise politics.

* Priority in creating youth employment.

All countries with start their individual European Parliament elections project. The election date will vary between June 6th to

June 9th and the first plenary session of the new legislative term will take place from 16 to 19 July in Strasbourg.

a/ © Van Haren Publishing

—/PROJECT

“The Grey Party” 2024 European Parliament elections in Spain

“The Grey Party” 2024 European elections in Spain
Jan ‘24 ~ Jun 24 1M€

Candidates - Electoral program - Electoral campaign
Minimum of 6 seats (10% of Spain’s seats)

Implement “The Grey Party” Spanish electoral program

Benefits Economical & political stability in Spain & Europe

aj © Van Haren Publishing
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CYPROJECT
The Vasa Swedish warship (1626~1628)

King of Sweden Gustavus Adolphus as part of a military
expansion initiated a war with Poland-Lithuania (1621-1629).
One of the initiatives was to renew the current Swedish fleet
which was small and obsolete to a larger and armed one.

He ordered the construction of the Vasa warship.

o AW

https://en.wikipedia.org/wiki/Vasa_(ship)

El e Emn o

PM2 Guide: Fig 2.3 Project outputs, outcomes and benefits.

a/ Van Haren Publishing

PORTFOLIO, PROGRAMME & PROJECT

A project portfolio is a collection of projects, programmes
and other activities, which are grouped together to allow
better control over their financial and other resources and to
facilitate their effective management in terms of Meeting
strategic objectives.

A programme is defined as a number of related projects
grouped together to facilitate a level of management which
-~ allows objectives and benefits to be achieved that would
have been impossible if the projects were managed
individually.

Pl

A project is a temporary organizational structure which is set
up to create a unique product or service (output) within
certain constraints such as time, cost, and quality.

o

Van Haren Publishing©
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L

PORTFOLIO, PROGRAMME & PROJECT RELATIONSHIP

ﬁ s‘xa“egf
i
I
i
|
|
) ':5:> Business Strategy
i i Impl i
Strategic Planning T Strategy plementation
\ X ) /
|
i
i
i

Objectives

Strategic

i
!
|
|
i
Operations : o
,,,,, . ports
(Day-to-day Work) Portfolio Management |¢>
i
4L :
g usine
' =sel roject

{_ Program Management \ |:>
0
Project Management :
'
Ref.: 2.4 Relationship between "‘""""""“""““"""""""""'_‘\T_T___,:"":

strategy, project, programme, portfolio :

and operations

PM? Reference: 2.2.5 Project Portfolio Management © Van Haren Publishing

“The Grey Party” 2024 European elections

Member states with “The Grey Party” parties that are
running for the European elections:

Chipre
Croatia
Greece
Italy
Malta
Portugal
Slovenia
* Spain Is there any relationship
between the eight

campaign projects?

Let’s get rid of the politicians

Each state member is running its own electoral campaign
project.

© Van Haren Publishing
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PORTFOLIO, PROGRAMME & PROJECT
RELATIONSHIP

THE GREY PARTY SPAIN PORTFOLIO

2024 AUTONOMIC ELECTIONS
PROGRAMME

1!

3 2024
W PV EUROPEAN
: ELECTIONS
PROGRAMM
E

Municipality Youth
elections affiliates

Galizia Euskadi Catalonia 2027 booster

THE GREY PARTY SPANISH RESOURCES

\ A A A / \ A A

THE GREY PARTY OPERATIONS (day-to-day business)

2 .
PM? Reference: 2.2.4 Programme Management © Van Haren Publishing

2.2.5 Project Portfolio Management

PROJECTS vs OPERATIONS (on going day-to-day operations)

PROJECTS OPERATIONS

» Change + Kaizen
» Temporary *  Permanent
* Beginning and end * Repetitive cycles
* Cross-functional * Function oriented
*  Unique * Repetitive
» Uncertainty * Certainty
» Effectiveness » Efficiency
a] PM2 Reference: 2.2.6 Projects vs Operations © Van Haren Publishing
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PROJ ECTS VS OPERAT|ONS (on going day-to-day operations)

How to recognize that a project has slipped into operations mode?

* Project deliverables or main ones are produced and accepted by the client.
* Project outputs or main output are in use.

» Support is provided to end users.

* Maintenance activities are undertaken.

* Minor updates (improvements) are planned and implemented over time.

a/ PM?2 Reference: 2.2.6 Projects vs Operations Van Haren Publishing

;" -YE ; ‘V:'ﬁ-
PR

o 2\
|

L;Q PROJECTS vs OPERATIONS (on going day-to-day operations)

U Y,

“The grey party” 2024 European Parliament elections in Spain

Operations:

* Attend the first plenary session of the new legislative term that will take
place from 16 to 19 July in Strasbourg.

*Form a new political group, if not possible discuss which one to join.

* Join meetings with other political groups to discuss possible candidates
to Parliament chair positions.

aj PM2 Reference: 2.2.6 Projects vs Operations © Van Haren Publishing 46
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@ PROJ ECTS VS OPERAT'ONS (on going day-to-day operations)
PROJECT OPERATIONS

Create a new type of bread. Selling bread everyday

+ Change + Kaizen
» Temporary * Permanent
* Beginning and end * Repetitive cycles
* Cross-functional * Function oriented
*  Unique * Repetitive
» Uncertainty + Certainty
» Effectiveness « Efficiency
af PM?2 Reference: 2.2.6 Projects vs Operations © Van Haren Publishing

PROJECT ENVIRONMENT

Projects are affected by their environment, both external and internal.

ORGANISATION

PROJECT

ENVIRONMENT

© Van Haren Publishing
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Functional manager m Project Manager - Project staff
= - = |
l = -l __IEY
= i . E H m
Functional Projectised Matrix
* Project work integrated within « All work is organised and » Ablended organisational structure.
the organisation permanent performed within temporary *  PM role is recognised as central and
work. project organisations. key to the project success.
*  Working by isolated branches. * Project manager have full * The PSC delegates enough
* Project Coordination is shared authority and responsibility. authority and responsibility to the
across the functional managers. - At the end of the project the PM and BM.
resources are reassigned or « Can be weak, balanced and strong.
returned to a resource pool.
L v
Functional Projectised Matrix
* Public administration. » Consultant * Most organisations.
» Small organisations. organisations.
» Family business. » Highly strategic
* Non mature projects.

organisations.

PRARiIS 2024

QP

© Van Haren Publishing 50
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PROJECT ENVIRONMENT

Project Management

Competences

People Competences

Perspective Competences

Ref.: 2.5. What Project Manager (PMs) need to understand.

Self-reflection and self-
management

Personal integrity and reliability
Personal communication
Relationships and engagement
Leadership

Teamwork

Conflict and crisis management
Resourcefulness

Negotiation

Results orientation

Strategy

Governance, structures and
processes

Compliance, standards and
regulations

Power and interest
Change and transformation
Culture and values

Source: IPMA-ICB (adapted)

Van Haren Publishing©

a/ PM2 Reference: 2.3.3 Project Management Competences Van Haren Publishing 51
TYPROJECT ENVIRONMENT
Project Management Competences
People competences
Perspective competences
This Photo by Unknown Author is licensed under CC BY-SA-NC
aj PM2 Reference: 2.3.3 Project Management Competences © Van Haren Publishing 52




Certified PM? Practitioner by PM? GROUP Courseware

o

(?) QUESTIONS

QO01. After the success in the European elections, “The Grey Party” has decided to improve its European
website including a specific section on its work in the European Union. As part of this initiative, you are
asked to manage the project.

Which of the following scenarios best represents this as a project rather than operations?

a) The initiative should be managed as business as usual, as it's a minor change at an existing
website, and the IT department alone can handle it.

b) Atemporary cross-functional team will be formed to manage the project, including a defined start
and end date for this transition.

c) The supplier service team will provide it as part as part of the website service level agreement
tasks.

d) A temporary cross-functional team will be formed to manage the project, which will be
continuous because web pages require constant updates to adapt to the needs of users.

Van Haren Publishing

(?) QUESTIONS

o

Q02. BUFU, an automotive manufacturing company, has decided to drastically improve the production
productivity through several key 4.0 Industry initiatives: global traceability system, automated production
control system, automated stock control, production visualization . . . Lola has been assigned as head of
all these initiatives.

How should Lola ensure these initiatives are aligned within the organization strategy?

a) Assigning each initiative to an external contractor, as subject matter experts they will know better
how to manage them.

b) Assigning the responsibility to department managers and the strategy alignment will be done at
the executive boards’ reviews.

c) Assigning a project manager for each initiative. Making sure all projects are integrated into the
company’s portfolio.

d) Establishing a programme for the 4.0 Industry and assigning a project manager for each
initiative. Making sure the program is integrated into the company’s portfolio.

© Van Haren Publishing

Van Haren Publishing©




_ 2. Project Management fundamentals

o

(?) QUESTIONS

Q03. “The Italian Grey Party” is a political party organization where projects are handled by cross-
functional teams, where each team member must report to its department head and the project manager.
Jacopo, after managing projects for more than ten years, has been promoted and asked to improve the
projects effectiveness.

Which would be Jacopo’s best option ?

a) Change to a functional structure to improve the current communication complexity.
b) Change to a strong matrix structure to improve the current communication complexity.

c) Change to a strong matrix structure to strengthen the project manager responsibility and the
control over the projects’ progress.

d) Change to a projectized structure, managing all work within temporary project organisations.

Van Haren Publishing

o

(?) QUESTIONS

Q04. COMTEK is a company that offers modular construction solutions for aeronautics, defense,
hospital, social development, logistics and distribution, as unique projects. Even if COMTEK main
business is based on projects, projects don’t have an assigned project manager. The lack of this
assignment creates a chaotic situation, that the person responsible for the purchase tries to solve by
being the contact person with the customer.

Which is COMTEK current organization structure, and the possible root cause of this situation?

a) Afunctional structure, the root cause is that's it's a family business with a siloed organization.

b) Afunctional structure, the root cause is due to a lack of awareness of project management.

c) A projectized structure and the root cause is a low project management maturity level.

d) A matrix structure and the root cause the lack of project managers due to a high staff turnover

rate.

© Van Haren Publishing
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(?) QUESTIONS

o

QO05. Family Foundation DNA is improving the well-being and integral development of children, teenagers
and families. Family fostering, attention to woman and service for victims of sexual abused are the main
services they offer. The activity is maintained mainly by annual grants from several public administrations.
Each grant is managed as a project.

Which of the following scenarios best represents this as a project rather than operations?

a) The grants are not projects, just the way the organisations day-to-day business or projects are
financed.

b) As a project, each grant is required to track expenses and report whether the defined objectives
have been achieved or not.

c) As a project each grant can be audited.

d) As a project several cross-functional teams will be created to respond to all the activities that are
financed with the grant.

Van Haren Publishing

(?) QUESTIONS

o

Q06. Tariq works at BRICKS?, a well-known company at the Heavy Clay Sector. They currently have
three projects at Tunisia, four at USA, two at Mexico, one at Iraq, one at France, two at Peru and three at
Spain. Tariq has been recently promoted as CPO (Chief Project Officer) to solve an endemic problem at
all projects, constant delays and cost overruns due to mismanagement of key resources between
projects.

Which should be the first step Tariq should do to start solving this situation?

a) Assign himself as project manager to all the projects and maintain a strict control.

b) Strongly motivate the project managers and carry out team-building activities to improve the
trust between them.

c) Start managing all the projects as a portfolio, as all resources are shared among the
organisation.

d) Create programmes, one for each country where they are developing projects, to improve their
alignment with the organisation strategy.

© Van Haren Publishing

Van Haren Publishing©




3. PM? Key concepts

Il GLOSSARY

=em: Project

wev Qutput

=pv: Qutcomes

e Benefits

v Portfolio

=pw: Programme

=pw: Operations

«pv: Functional

wpv Projectised

=pv: Matrix: weak, balanced, strong
= People competences

«pv Perspective competences

© Van Haren Publishing
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CONCEPTS

©2023 - All training materials are sole property of Van Haren Publishing BV

Roles & Responsibilities

and are not to be reproduced in any form or shape without written permission.
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THE HOUSE OF PM?

PM?2 is built on
Effective Project Management best practices.
Solutions & Benefits
Delivery
Control & Agility 4 pillars

v' Governance

] v i .
3 ) - ) ) Lifecycle + Mindsets
z g t 'Q v Processes
& 4 g m V' Artefacts
> w x (=4
8 - o <

The PM:Methodology Guide

e e Deliver effective Solutions & Benefits

PM2 Guide: Fig 3.1 The house of PM?

a/ PM? Reference: 3.1 The house of PM? © Van Haren Publishing 61

THE PM? LIFECYCLE

r Y

Effort

PM?2 Guide: Fig 3.2 The pPM? project lifecycle: indicative overlap of phase activities and cumulative effort.

Desired outcomes  Assign the core team. Coordinate the execution of project plans. Produce Project formal
Business Case Elaborate the project scope.  deliverables. acceptance.
Get the project off  Plan the work. Project closing.

to a good start.

Monitor & Control

Oversee all project work and management activities over the duration of the project: monitor project performance, measure
progress, manage changes, address risks and issues, identify corrective actions etc.

a/ PM? Reference: 3.2 The PM? Lifecycle © Van Haren Publishing 62
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THE PM? LIFECYCLE

PM? Phase Drivers and Key Artefacts

Project
Drivers
Phase
Inputs

Project
Phases

Project
Owner

Project

Project
Core Team
executes

anager
plans

initiates

Projoct Initiation Raquast

EJ

Project
Charter

Monitor & Control

Business
Case

Project
Work Plan

Planning Executing

» >

Project Handbook

& Project

Work Plan
PM2 Guide: Fig 3.8 PM? Swimlane Diagram

Project
Charter

Project
Deliverables

Phase
Qutputs

Phase Gates
Approvals

¢ ¢

a/ PM2 Reference: 3.3 PM? Phase Drivers and Key Artefacts

Project
Stakeholders
evaluate

L 2
Project
Deliverables

Project-End
Report

Project Initiation Request:
formalises the need & captures the
context.

Business Case: captures the
reason behind the project and &
selects the best solution.
Project Charter: authorises the
project start.

Project Handbook: how the
project will be managed & RAM.
Project Work Plan: what will be
done.

Project Deliverables: product
work done.

Project-End Report: project
performance & experience
summary, with lessons learned.

Van Haren Publishing©

© Van Haren Publishing 63
| ’ TG Do | PROHEGTRERORTS
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THE PM2 LIFECYCLE @ "= | i il
D e CEE P TPy | Agendas 1 1 |Project Progress| 1
e i N
Qutsourcing mﬁﬁﬁf ! =
== Plan 1 MoMs 1 - - !
| | = i 11| Quaity Review | |
Business Case —— [T = W cal i1 | Repor i
Project Handbock | Impiefmlfﬁon | 1 ! — |
E@%n’ -1 ﬁ]-m/" cmﬂgm ' | Projet Statss | | -
Project Infation Project Charter ; feg Repot | ! ProjectEnd
Request Stakeholder | |
Monitor. & Contr

""""" PROJECTLOGS : CHECKLISTS ‘

g Phase-ext Quality Stakeholders |

| Chenge Log Risk Log Plen (updates) ! | Review Checkist | [Review Checkist| | Checkist | |

. | | Delverables Transition Business | |

! bssupLog actioatog ' ' | Acceplance Checklist Implementation |

e = .| Checklist Checklist
PM? Guide: Appendix E The PM? Artefacts Landscape ‘. .............................
a/ PM? Reference: Appendix E The PM? Artefacts Landscape © Van Haren Publishing 64
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. THE PM? LIFECYCLE

“The Grey Party” 2024 European Parliament elections in Spain”

Jan 15th Feb 19th Mar 25th Jun 17th ~ Jun 29th

Initiating Planning = Executing - Closing _

Monitor & Control

Election Campaign starts Apr 17"'AElection’s Day Jun 9th A

« Jan 12th: The Grey Party European Congress - the party European Executive Commission approves running
to the 2024 European Parliament elections.

« Jan 15t : The Grey Party 2024 European elections in Spain project starts.

«  Feb 19t : The planning phase starts.

« Mar 25% : The executing phase starts. It will be divided between two sub-phases: Pre-campaign and Campaign.

« Jun 17t : The closing phase starts, once analysed the election’s results.

« Jun 29t : Project closure, before the first plenary session.

a/ PM2 Reference: 2.1.1 What is a project? © Van Haren Publishing

) THE PM? LIFECYCLE

Project lifecycle based on 4 phases (initiating, planning,

executing, closing) and a group of transversal activities
(monitor & control).

Phase 2

Not possible to have a unique project cycle, but each
project phase should have 5 process groups (initiating, e

planning, executing, monitoring & controlling, closing). Lw G G . S
Seede

Initiation Subsequent
stage stage(s)

A lifecycle has the following stages: pre-project, initiation
stage, subsequent stage(s) and final stage. And there will
always be a minimum of two: the initiation and final one.

7 groups of activities ( Project initiation, Monthly Initiation,
Weekly Management, Daily Management, Monthly

Closure, Project Closure, Post-Project Management).

PM?2 Reference: 2.1.1 What is a project? © Van Haren Publishing
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o

WHAT IS A PM? PROJECT?

* It's a project, not operations.

*  Minimum 4-5 weeks duration & more than 2—-3 people.

+ Within an organization.

* Requires a governance structure.

* Requires budget & scope approval.

* Includes more than just construction/delivery activities.

* Includes transition & business implementation activities.
* Requires documentation, transparency & reporting.

* Requires control & traceability.

* Has a broad base of internal (and external) stakeholders.
 It's cross-functional.

» Contributes to raising the organisation’s project management maturity.

o

PM? MINDSETS PM? Mindsets

Soft skills

Altogether, the Mindsets offer PM? a
"personality" with which

PM? Project Managers can associate

and reinforce our sense of community:

PM?is ourR methodology.

Strategic skills
Power and interest
Culture and values

Ethical profile

Guides us on how we
should apply our
competencies

courage, temperance

Author: Natacha Brenner

The PM?2 Mindsets are reminders of effective behaviours and attitudes. They provide a common
set of beliefs and values for all PM? teams, helping them navigate through the complexities of
project reality.

Van Haren Publishing©
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PM? MINDSETS
PM2Mindsets

for project teams that practise PM?

A 4
Assign Project Roles IMPROVE
. to the most appropriate y
REMAIN MINDFUL people for the benefit t
APPLY PM? 0 ol . of the project 7 d

BEST o ASSIGN
PRACTICES PROJECT ROLES

OUTCOMES

COLLABORATION, cic ORIENTATION %\
)

COMMUNICATION Maintain an Outcomes INSPIRATION

to all projects and project

ACCOUNTABILITY. Orientation in relation BECOME
management activities. COMMITTED

KNOWLEDGE
actively manage lessons
learned and contribute

irati m the to the improvement of

PM? Guidelines on Ethics and project management
Profi | Virtues. within their organisations

a’ PM2 Reference: 3.5 PM? Mindsets © Van Haren Publishing

PM? MINDSETS

Infrequently Asked Questions (IAQs)

Do we know what we are doing? Is this important?

Do we know why we are doing it? Does
anyone really care?

Are the right people involved? Should | be involved?
Deliver at any cost or risk? Is there life after the project?

a/ PM2 Reference: 3.5 PM? Mindsets © Van Haren Publishing 70

Is this a task for “them” or for “us”?
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xR

PM2
*GROUP
k¥ GROUP

4. GOVERNANCE
MODEL

Ae.

This Photo by Unknown Author is licensed under CC BY-NC-ND

COUI'SEWARE

©2023 - All training materials are sole property of Van Haren Publishing BV

and are not to be reproduced in any form or shape without written permission.

There is only one project team
H i Business
strategy Tor the organisation. Layar
Champions the project and — P Project Steering Committee (PSC) N
. . /
owns its Business Case. Reiiiesigile Provider side
PrOVideS genera| prOjeCt i):;c'ung Proje(c;(()),wner So!utio(r;:)rnv!der
direction and guidance.
s _
ar
Managl Business Manager . Project Manager %E
Focuses on the day-to-day g (BM) Rt eM) ’% E
prOJect management. \ g‘ =
Carries o tthe Business Implementation
u Performing Group (BIG) Project Core Team (PCT)
project work. Layer (User & Business Representatives)
B Governance B ooerational B some decision power Project Team
B Advises & Decides B supports (optionat) [l Acts PM2 Guide: Fig 4.1 Project organisation
a] PM2 Reference: 4.2 Project Organisation: Layers and Roles © Van Haren Publishing
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Initiating AGB PSC PO BM  BIG P PM  PCT

s e e EEEE & masseaEy

Roles & responsibilities oot e ST M i v
* Accountable: is ultimately answerable for the correct == R W
and full completion of the deliverable or task. Only : A e e e e nTe
one accountable per activity/task. e —————

+ Responsible: has to perform the tasks or ensure that = S 1 & c ok
they are done. Only one responsible. e T E R i

» Supports: works with the responsible and carries out g ko Wi [ T I
part of the activity. - I -

» Consulted: provides input for an activity as a e e
contributor, an expert, a reviewer, or other. S T B

* Informed: is regularly informed. Only one-way e I o
communication. e O T
R
d Report | C [Pa] c [ s [clc|[r[c]|
i T [ c [maml ¢ [+ [ ¢ w1 |

RAM (RASCI)
o

LAYERS AND ROLES

Business Governing Layer

Determines the vision and strategy for the organization as a whole. It consists of one or more
management committees operating at a high or the highest management level. It is here that
priorities are defined, investment decisions are made, and resources are allocated.

REQUESTOR +

A iate G Body AGB
ppropriate Governance Body PROVIDER SIDE

» Defines the corporate and business domain strategy.

+ Portfolio management to achieve the strategic objectives.
* Programs and projects for implementation management. M
* Resources optimization. -
* Monitors and controls portfolio delivery performance.

PM2 Reference: 4.2 Project Organisation: Layers and Roles
4.3 Appropriate Governance Bodv (AGB)

© Van Haren Publishing
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LAYERS AND ROLES EIELE N HILTENS,

REQUESTOR +

Appropriate Governance Body AGB
ppropri A y PROVIDER SIDE

Initiating: Project Initiation Request, Business Case & Project Charter,
approvers depending on the project.

Planning: Outsourcing Plan accountable M
Monitor & Control:
» Phase gate approvers at major changes at the Business Case & =
Project Charter.
» Control Costs: reported or approvers at considerable foreseen costs
overruns.

* Is not part of the escalation process (issues, risk, changes, ...).
Responsibility:

» Accountable: manage outsourcing. FAL
* NO responsible, support or consulted role.
P » SUPP COMMITTEE
a/ PM2 Reference: 4.3 Appropriate Governance Body (AGB © Van Haren Publishing 75

LAYERS AND ROLES

Steering Layer

The Steering Layer provides general project direction and guidance. It keeps the project
focused on its objectives. It reports to the Appropriate Governance Body (AGB). The Steering
Layer is composed of the roles defined in the Directing and Management Layers plus other
optional roles.

Project Steering Committee PSC REQUESTOR +
PROVIDER SIDE

* Champions the project and raises awareness of it at a senior level.
+ Guides and promotes the successful execution of the project at a
strategic level, keeping the project focused on its objectives.
+ Ensures adherence to the organization’s policies and rules Provides =
high-level monitoring and control of the project. .m
* Deals with escalated issues and conflicts.
+ Drives and manages organizational change related to the project’s
outcomes.

9)559)

PM2 Reference: 4.2 Project Organisation: Layers and Roles &
4.4 Proiect Steerina Committee

© Van Haren Publishing
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LAYERS AND ROLES

Project Steering Committee PSC

Initiating: Business Case approvers.
Planning: provides the general project acceptance strategy
Monitor & Control:
» Phase gate approvers unless performed by the AGB.
» Authorizes deviations and scope changes with a high project impact -
and has the final say on decisions. .m
* Informed when the schedule or budget is on risk.
* Involved in stakeholder management.
» High level changes approval.
» Monitors projects with a high-risk exposure level.
» Ensure contractors are selected according organization standards &
that contract defines both parts expectations.
» Might validate contractors’ deliverables.
Closing: invited to the learned lessons.

REQUESTOR +
PROVIDER SIDE

9)59)

a/ PM2 Reference: 4.4 Project Steering Committee © Van Haren Publishing 77

LAYERS AND ROLES

Project Steering Committee PSC

Responsibility

Accountable: —_
* Project Charter

+ Kick-off & Project End Review Mtg

REQUESTOR +
PROVIDER SIDE

9)509)

» Project Work Plan Shared responsibility %
* Deliverables Acceptance Plan — betwgen th.e requestor &
* Quality Management Plan provider side artefacts.

» Transition Plan & Manage Transitior
» Project-End Report
Consulted:

» Business Case, Outsourcing Plan, Risk Management Plan,
Manage Project Changes, Manage Risks, Manage Outsourcing,
Administrative Closure

NO responsible or support

—

Q] PM2 Reference: 4.4 Project Steering Committee © Van Haren Publishing 78
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LAYERS AND ROLES

a/ PM?2 Reference: 4.4 Project Steering Committee (PSC)

Project Steering Committee PSC

P53

-~
7
. 9, L
L g
MI:;;(;:;:::; t Project Owner Solution Provider Al’d;lft;i!;:eture
orticer (oMy) (=T} (PO) (sp) (A0)
Y )
Data Protection ‘ Business Manager Project Manager ‘ Project Support
Coordinator BM PM Office
brg BM - e (PS0)
InIDLr(:::iion User/Business Contractor’s Programme Project Quality
Saeurity Oficer Representatives Project Manager Manager Assurance
(Jéo] (URs) (CPM) {PgM) Par)

© Van Haren Publishing

LAYERS AND ROLES

Directing Layer

The Directing Layer champions the project and owns its Business Case. It mobilizes the
necessary resources and monitors the project’s performance in order to realize the project’s
objectives. Roles of Project Owner (PO) and Solution Provider (SP).

Project Owner

*  The project client, SPONSOR.

+ Sets the business objectives and
ensures that project outcomes are in
line with business objectives and
priorities.

»  Accountable for the overall project’s
success.

*  Owner of the project’s outputs
(product or service).

»  Contact person with the AGB.

PM2 Reference: 4.2 Project Organisation: Layers and Roles
4.5 Project Owner 4.6 Solution Provider

Requestor
side

Provider
side

@
[SP ]

Overall accountability of the project
deliverables.

Represents the interests who provide
the project (internal & external).
Support the Project Owner in defining
the project’s business objectives.

© Van Haren Publishing
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LAYERS AND ROLES

Project Owner REQUESTOR
SIDE

Initiating:
«  Attends Initiating Meeting if he/she is not the initiator.

* Nominated by the output’s main beneficiary.

* Anyone can initiate a Project Initiation Report, usually the PO delegates the ‘
creation to the Business Manager. m

*  Approves the Project Initiation Report & Project Charter {Business-Case):

Planning:
*  Attends Planning Kick-off Meeting & Reviews the Business Implementation Plan.
Monitor & Control:

» Provisionally accepts the product before the transition is complete & approves the

deliverables.

* Reported or approves considerable foreseen costs overruns.

* Approves changes.
Closing:
*  Attends the Project-End Review Meeting and expresses gratitude to all the team.
*  Project final approval and closure.

e/ PM?2 Reference: 4.5 Project Owner © Van Haren Publishing 81

LAYERS AND ROLES

Project Owner REQUESTOR SIDE

Responsibility
Accountable:

* Project Initiation Request NO responsible “!

* Business Case
« Project Handbook NO consulted

* Project Stakeholder Matrix

* Business Implementation Plan

» All MNG Plan unless Quality

+ All Executing unless kick-off & QA

* All M&C unless QualityTFransition-& Outsourcing

« Administrative Closure

Support: Europe_an
. e Executive
* Project Initiation Request s
Commission
President
a/ PM? Reference: 4.5 Project Owner © Van Haren Publishing 82
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LAYERS AND ROLES

SIDE

Initiating:
* Nominated by the organisational unit carrying out the project work.
* Nominates the Project Manager.
Planning:
» Attends the Planning Kick-off Meeting.
* Reviews the Outsourcing Plan.
Responsibility
Accountable: NO responsible
* Manage Quality
Support:
* Business Case
*  Project Charter
»  OQutsourcing Plan
* Manage Outsourcing

Electoral Guarantees
Commission Director

PM2 Reference: 4.6 Solution Provider © Van Haren Publishing

LAYERS AND ROLES
Managing Layer

Day-to-day project management. It organizes, monitors and controls work to produce the
intended deliverables and implement them in the business organization. Roles of Business
Manager (BM) and Project Manager (PM).

* Acts on a daily basis on behalf of the side »  Assumes responsibility for project side

Project Owner. deliverables.

»  Drives the definition of business and 6\ * Proposes and executes the project @

project objectives. plans as approved.

«  Manages the business activities & m «  Manages and coordinates the -
coordinates the User Representatives. Project Core Team.
* Leads the implementation of the Ensures that project objectives are
business changes. achieved.
+ Ensures that the client is ready to use * Ensures the interoperability and
the outputs. integration of the different project
» Ensures that the outputs produce the related deliverables, systems,
expected results (outcomes and services and applications.
benefits).

PM2 Reference: 4.2 Project Organisation: Layers and Roles
4.7 Business Manager & 4.8 Project Manaaer

© Van Haren Publishing
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LAYERS AND ROLES

Business Manager REQélIEISETOR

Initiating:

*  Creates the Business Case. P

* Initiates the Project Charter & consults the main project stakeholders. ‘
Planning:

« Attends the Planning Kick-off Meeting. m

* Involved in defining the Project Handbook key elements.

« Assists at identifying the stakeholders.

* Reviews & validates the deliverables acceptance requirements.

Executing: can support the project coordination.

Monitor & Control:

* Help manage the stakeholders on the requestor side.

* Approves the requirements.

* Provides resources to support the users’ deliverables acceptance.

Closing: attends the Project-End Review Meeting representing the business side
& stakeholders.

a/ PM? Reference: 4.7 Business Manager © Van Haren Publishing 85

LAYERS AND ROLES

Business Manager REQ;JIEISETOR

Responsibility
NO Accountable
Responsible:
*  Project Initiation Request
* Business Case
» Business Implementation Plan
* Manage Business Implementation

European
Executive
Commission
Secretary

af PM2 Reference: 4.7 Business Manager © Van Haren Publishing 86
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Plan

Deliverables.

processes.

stakeholders.

Accountable: Quality Assurance

Responsible: everything unless
Proicct Initiation. R g
Business *** _ support

a/ PM? Reference: 4.8 Project Manager

Executing: responsible to assure the Project Owner has accepted all the
Monitor & Control: responsible of the effective execution of these
Closing: ensures that the project is approved and accepted by the relevant

Ready for ***: assesses if the project is ready to start the next phase.

© Van Haren Publishing

LAYERS AND ROLES

PROVIDER SIDE

g

Initiating: typically assigned after the Business Case approval, if assigned
before supports the Business Manager at its creation.
Planning: assists the Business Manager at the Business Implementation

Electoral
Guarantees
Commission
Project Manager

LAYERS AND ROLES

Performing Layer

Business Implementation

Group

* Analyses the impact of the project on
the ongoing operations.

+ Participates in the design & update of
affected business processes.

*  Prepares them for the upcoming
change.

+ Advises the Business Manager (BM)
on the Supports the organizational
change activities & advises the
organization’s readiness for change.

PM2 Reference: 4.2 Project Organisation: Layers and Roles
4.9 Business Implementation Group 4.10 Proiect Core Team

LV

Requestor
side

9%

G .

© Van Haren Publishing

The Performing Layer carries out the project work. It produces the deliverables and implements
them in the business organization. Members of the Performing Layer report to the Managing Layer.
Roles of the Business Implementation Group (BIG) and the Project Core Team (PCT).

Provider
side

Supports the project scope and
planning project activities developing.
Carries out the project work, the
deliverables.

Informs the project activities progress.
Participates in project meetings and
helps resolve issues.

Participates in the Project-End Review
Meeting during the collection of Lessons
Learned.

Van Haren Publishing©
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LAYERS AND ROLES

Business Implementation Group REQUESTOR SIDE

Planning:
» Attends the Planning Kick-off Meeting. M
» Assist to include the business implementation activities. %

Responsibilities
Support: Project Initiation Request

User representatives

Represent the interest of the project’s end-users and are part of
the Business Implementation Group.

* Help define the business needs & requirements. European Parliament
+ Attends the Planning Kick-off Meeting. Candidates
+ Assess if the solution satisfies the initial business need. Voters (UR)

e/ PM?2 Reference: 4.9 Business Implementation Group © Van Haren Publishing

LAYERS AND ROLES

Responsibilities

Planning: attends the Planning Kick-off Meeting.

Executing: attends the Executing Kick-off Meeting.
Monitor & Control:

*  Contributes information on project progress.

*«  Works to keep the baselines.

* Analyses the project changes.

* |dentifies and responses to risks.

* Takes actions to resolve pending issues.

*  Assists with Quality Control.

Closing:

*  Attends the Project-End Review Meeting.

*  Contributes experience & perspectives of lessons learned.
* Provides inputs to the Project-End Report.

PROVIDER SIDE

Electoral programs tech.
Electoral campaign tech.
Communication tech.
Social media tech.

a/ PM? Reference: 4.10 Project Core Team © Van Haren Publishing
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fif GOVERNANCE MODEL SAME ORGANISATION

REQUESTOR SIDE (CLIENT): includes the
resources belonging to the organisation that
roore ce Body (AGB) requested the project and where the solution will

M be delivered.
e — Ly

)

o "
iqueston vidde

o @
k™ 258

Project Owner '
PO}

O gy TN gy = En o oy s TR e am e S

| PROVIDER SIDE: includes the resources of the
| project that develop and implement the solution.

lIn PM2 the provider is INTERNAL to the
Profect ora Team (PCT) | organisation and different from any external
| contractor. I

&
)
)

b Businass Implementation

Directing
Managing
Laysr

Partorrring Group (BIG)
Laysr % {User B Business Represantatives)
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a] PM? Reference: 4.2 Project Organisation: Layers and Roles © Van Haren Publishing

-/ GOVERNANCE MODEL

“THE GREY PARTY” 2024 EUROPEAN PARLINAMENT ELECTIONS IN SPAIN

s [ -’
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> .
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-/ GOVERNANCE MODEL

UPF ENGINEERING GRADE - PROJECT

= —
Layer Nel=

Project Steering Committee (PSC)
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° Inspector of
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v

PM2 Guide: Fig 4.1 Project organisation
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-/ GOVERNANCE MODEL

UPF ENGINEERING GRADE - PROJECT MANAGEMENT SUBJECT

Project Initiation Request | % Team Ready for *** n.a. | n.a. 1 1 A s/c R

x Team - Project Charter R Monitor Project Performance n.a. I 1 I A s/c R
Control Schedule n.a. I 1 I A s/c R

x Team Planning Kick-off Meeting na | na | na | na. A R s Manage Risks n.a. I 1 1 A s/c R

Project Handbook n.a. A [+ C R 1 1 Manage Quality n.a. I 1 I A s/c R

x Team Project Stakeholder Matrix n.a. A 1 1 s/c | s/c R Manage PCT Communications n.a. I 1 I A R s/C

x Team Project Work Plan n.a. A | | s/c | s/c R Manage Project Changes n.a. I 1 1 A R s/c

Deliverables Acceptance Plan n.a. A c c R 1 1 Manage Issues n.a. I 1 I A R s/c

x Team Risk Management Plan n.a. A I 1 s/c s/c R Manage Deliverables Acceptance n.a. I I I A R s/c

Closing. _AGB PSC PO BM SP PM _PCT

% Team Executing Kick-off Meeting na | na | na | na. A R s x Team Closing Kick-off Meeting na. | na | na. | na. A R s/c

Project coordination n.a. 1 1 1 A R s x Team — Challenge presentation A n.a. x (e s/c | s/c R

Quality Assurance n.a. 1 I 1 A s/c R % Team — Project-End Report n.a. A | 1 s/c | s/c R

Information Distribution n.a. | | | A R C

x Team Sprint Backlog n.a. 1 1 1 A s/c R

X Profect States Report na L L L1 AT s/ R A Project Owner = Solution provider

x Team Executing Increments n.a. 1 A s/c | s/c | s/cC R ) .

xTeam Chatenge fraleporta prosuc ' 1 na ¢ | ¢ syic | e & | R:Project Manager = Project core team.

aj © Van Haren Publishing 94
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) GOVERNANCE MODEL

BUILD A GOVERNANCE MODEL

Select a familiar project and
build a governance model.

Discuss the possible gaps or
contradictions.

2
-3
o
3
a
t
9
[
&

Team (PST)

@ Advisesz Decides  [Jl) supports (optional)  [l] Acts

PM?2 Guide: Fig 4.1 Project organisation

]
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Bus
Governing Appropriate Governance Body (AGB)
Layer
Stedring Project Steering Committee (PSC)
Layer // \
Requestor side Provider side
Directing Project Owner Solution Provider
Layer (PO) (SP)
Managing Business Manager Coll ion & Project Manager
Layer (BM) Communication (PM)
Business Implementation
performing Group (BIG) Project Core Team (PCT)
Layer (User & Business Representatives)
@ Governance @ Overational @ Ssome decision power Project Team

PERSPECTIVE

Pure Project Perspective
(work-centric)

/

Business
aspect

Delivery
aspect

Business
aspect

Delivery
aspect

© Van Haren Publishing

Business Manager & Project Manager
working as team with a shared mindset.

Holistic View
(value centric)

BUSINESS MANAGER

* Requestor perspective

* Problem oriented

* Focusing on outcomes

* Focusing on effectiveness

@

PROJECT MANAGER
* Provider perspective

+ Solution oriented

* Focusing on outputs

* Focusing on efficiency

(BM
g

Van Haren Publishing©
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@, GOVERNANCE MODEL

DEVELOP A NEW WEBSITE FOR THE ESM (European Stability Mechanism)

Evaluation Committee %

~
ProjectSteering Committee (PSC) ‘%f% ﬁ?;ll
P |
1
ki o — ) 5}:
. I | -,
c BJ Senior IT Senior Operations , 3 _____
; m Manager l Manager ‘ -
v 2 T | P 2
&M | Technician e--hﬂ-l- e ad !
. " =
}O>)]  ITRepresentatives 8 Team members 25 qu

BIG ' User representatives

Performing

L
B Coverns ] tonel B Joctslon pows
B Advisess Decice B supronts (cptions

PM2 Guide: Fig 4.1 Project organisation

REQUESTOR SIDE
(CLIENT): public organisation

European Stability Mechanism

=SMm

?

# ORGANISATION
Fo e E e e T s Tm o o
Prvate IT compan !
’ WASpI'(g/ I
e
| |

- em am o mm o Wy == =

a/ © Van Haren Publishing 97
DEVELOP A NEW WEBSITE FOR THE ESM (European Stability Mechanism)
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o

(?) QUESTIONS

Q12. Chen is a project manager at the UPF Engineering Grade — Project Management Subject. The
project just started last week and even if he has sent several emails to the Business Manager, she is not
responding. He is quite nervous as he must submit the Project Charter next Monday.

What is an appropriate way to respond to this issue?

o O T o
—_ - = -

Request a meeting with top-management to discuss this issue.

Ask the solution provider to support you with this issue, as there is no more you can do.
Accept the situation as it is, assuming that the Business Manager will finally answer.
Contact the Business Manager through another channel, for example calling her.

Van Haren Publishing

o

(?) QUESTIONS

Q13. “The Grey Party 2024 Parliament Elections in Greece” project is halfway done when the
management layer identifies an opportunity that was not part of the planned scope. Convinced of the
value it will bring to the project, they approve the additional budget. As a project goes on, It is clear that
the additional budget was not available and that this has led to delays, and even the completion of the
project is at stake.

Which is the root cause of this scenario based on the PM? methodology?

The root cause relays on the Management Layer taking decisions that should have been done
by the Directing Layer.

The root cause relays on the Performing Layer that hasn’t been able to execute the project
within the approved budget.

The root cause relays on the Management Layer that didn’t correctly forecast the opportunity
cost.

The root cause relays on the Steering Layer for not providing adequate guidance to the
Management Layer.

© Van Haren Publishing
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(?) QUESTIONS

Q14. Miguel is the Project Manager of “The Grey Party 2024 Parliament Elections in Spain”. This project
is the most critical for the party’s strategics goals. Miguel is on the process of forming the project team,
and he has several candidates for the electoral campaign specialist role.

Which would be he’s best option?

o

Laura, she’s the one with less experience but she’s available immediately. She’s a quick learner
and comes recommended by a senior executive.

Any candidate recommended by senior management would be fine, the project is crucial, so we
need their support.

Gloria, she has the exact expertise required for the project. Although her incorporation should be
negotiated with her functional manager, who is very protective of its team.

Yolanda, she’s highly experienced and is well known for her results in past projects. She is
currently engaged in another project, but she has expressed her interest to be part of the
project.

Van Haren Publishing

101

(?) QUESTIONS

Q15. You are leading a strategic initiative to merge the two main technological systems into one at BIG.
The Project Owner assigned is a high-ranking executive with limited time, but who serves to the board of
directors. To ensure the project guidance and strategic direction a Project Steering Committee has been
established comprising the Project Owner, the Solution provider and yourself.

As the project progresses it is notable that the dedication of the project owner is impacting the strategic
decision making and causing significant delays. As the Project Manager, which of all the following options,
which would be the best to solve the situation?

o

The main issue is that the decision-making process is not aligned with the Project Owner
timings.

The main issue is the lack of engagement of the Project Owner with the project. You would
recommend a change.

The main issue is the composition of the Project Steering Committee, additional members from
the key departments should be added to support the Project Owner.

The main issue is the lack of a Business Manager at the Project Steering Committee. You would
recommend this role to be assigned at the PSC as soon as possible.

© Van Haren Publishing
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(?) QUESTIONS

Q16. At the project “Develop a new website for the ESM (European Stability Mechanism)” during the
Project Steering Committees the Project Owner keeps arising concerns related to the technical aspects of
the project, which are continuously interfering with the project progress.

As the project manager how should you deal with this issue ?

a) Accept the situation as it is, as the Project Owner is the project champion and can make these
kind of comments.

b) Ask the Solution Provider to politely remind the Project Owner that the technical issues rely on
the provider side.

c) Politely ask the Project Owner not to discuss this kind of technical issues at the Project Steering
Committee and follow the meeting agenda.

d) Modify the Project Handbook including a rule that does not allow technical discussions at the
PSC meetings.

Van Haren Publishing
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o

(?) QUESTIONS

Q17. Shannon is the Business Manager of a social project at SCOCCERKIDS which aims to improve
school attendance ratio in the marginal neighborhoods of her city through sport activities as soccer. She’s
facing problems as neither the Business Implementation Group or herself are taking part of the
requirements identification and evaluation. She is quite worried that the final delivers might not fulfill the
user’s needs.

Which might be the reason of this situation ?

a) The requirements management plan has not been developed and the project manager is just
improvising.

b) The project manager is taking over the requestor side responsibilities.

c) The project manager is working with a holistic perspective.

d) Managing the requirements is the project manager responsibility, everything is correct.

© Van Haren Publishing
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Il GLOSSARY
=pm: Requester Side =em: Project Owner PO
=em: Provider Side =em: Business Manager BM
=em: Business Governing Layer =pv: Business Implementation Group BIG
e Steering Layer =em: User Representatives UR
«em Directing Layer =pv: Solution Provider SP
«pw: Managing Layer =pv: Project Manager PM
«pv: Performing Layer «pv: Project Core Team PCT

«pm: Responsibility Assignment Matrix
«pm: Appropriate Governance Body AGB
wrm: Project Steering Committee PSC

a/ Van Haren Publishing 105

&) PM2 MINDSETS
— Why do we
Th|s is npt an | only work need to
agile project. | with the best celebrate the
don’t need to team project end
care ab_out members. with a party?
delivering
value.
The client has . Wh
requested This tegm shou)I/d
another member is not we
change. We performing improve if
won't finish the correctly, we it's
project as might have to working
planned. reassign him to well?
another project.
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ETHICS AND CONDUCT Doing the
right things

Key PM2 practitioners' principles

* Independence: decision should be
determined only by the need to serve the
common good and public interest.

+ Impartiality: decisions should de unbiased.

» Obijectivity: all conclusions should be based
and balanced through facts analysis.

» Loyalty: towards the organization.

Putting them into practice requires:

+ Circumspection: the quality of balancing
between your actions and the consequences.

* Responsibility: carrying out your tasks
entrusted as dutifully as possible.

to the right in the right
extent way

This Photo by Unknown Author is licensed under CC BY-SA-NC

a/ PM?2 Reference: Appendix F: Ethics and Conduct © Van Haren Publishing

TAILORING AND CUSTOMIZATION

2/ 4

Changing specific-parts

of the methodology Changing parameters

* Process steps. * Escalation thresholds.
* Content of artefacts. * Risktolerances.

* Distribution of responsibilities.

o

Van Haren Publishing©
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TAILORING AND CUSTOMIZATION

PM?Z is a light and easy-to implement methodology which
project team can tailor to their specific needs.

*  First, understand purpose and value of the methodology.

*  Don’t cut, scale down.

* Balance the control gained against effort required

* Eliminate waste but respect the integrity of the methodology.
* The methodology was designed as a whole, avoid unnecessary deviations.

Tailoring: Organization - Project > Ongoing improvement

a/ PM2 Reference: 3.6 Tailoring and Customisation © Van Haren Publishing

TAILORING AND CUSTOMIZATION

Elements to consider at tailoring:

* Product: criticality or complexity level, industry market, . ..
* Project team: size, experience, . .

+ Organisation: culture, maturity, type, . . .
* Project size: duration, cost, . ..

» Stakeholders: number, type, . ..

* Internal or external project

Q] © Van Haren Publishing 110
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- TAILORING AND CUSTOMIZATION

UPF ENGINEERING GRADE - PROJECT MANAGEMENT SUBJECT

Engineering students to manage a real project during a 3 months project management subject.

Product: technological challenges (software development, data visualization, data improvement,
chatbot, . . .).

Project team: 6 students per project, x20 projects, no previous project management experience.

* Organisations:

» CLIENT: public organisation P?A 5 Universitat
upf. b
- PROVIDER: public university ol INGASOL 1P ] et

* Project size: 3 months duration, no cost.
External project: the client is a public administration organization.

e/ © Van Haren Publishing
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(?) QUESTIONS

o

QO07. You are volunteering at an NGO as a project management consultant. You are advising them to
implement PM? methodology. There is no way they can understand the relevance of the closing phase if
all the work is already finished and approved.

Which would be the best response to convince them?

a) You give up, itis not the most important phase of the methodology and is all right to skip it.
b)  All projects need to end with a celebration, we can’t miss this part.

c) All projects need a formal finished deliverables transferring to the product owner, as well as
gathering the project experience as a way to transfer the gained knowledge.

d) The project closing is relevant as all team members and key participants work must be
appreciated.

Van Haren Publishing
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(?) QUESTIONS

o

QO08. At the new eve party with your friends, you start to organize the annual 10-day summer vacation.
We've been organizing the summer vacations all together for more than 10 years and we usually are a
group of around 30~40 from ten different families. The project has an approved budget and a detailed
planning.

Would you recommend them using the PM? methodology?

a) | would highly recommend them to use PM? methodology, as it’s clearly a project.

b) | would recommend them to use PM? methodology, as it's clearly a project which accomplishes
with the main characteristics: duration, team size, approve budget & scope . . .

c) | would recommend them to use another methodology as the project only has a duration of ten
days.

d) | would recommend them to use another methodology (P3. express or micro P3.express) as the
project is not organized within an organisaton.

© Van Haren Publishing
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4. Governance model

(?) QUESTIONS

Q09. Hadiza is managing a small recycling project at her local municipality. The project duration is
estimated to be 4 weeks and with a team of 2 members.

Would you recommend Hadiza to use PM? methodology?

a) No, it can’t be considered a project as the duration is lower than 6 weeks.

b) No, the project duration and team size is not aligned with PM? criteria. Other methodologies
would be more suitable, as micro P3.express.

c) Yes, as the project meets PM? applicable criteria.
d) Yes, PM? methodology is meant to be used at all public bodies..

a/ Van Haren Publishing
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(?) QUESTIONS

Q10. Tomiko, one of your team leads, comes to you for your advice. She has gone through a hiring
process for a new financial and has doubts about the final candidate. The process has been completely
transparent and has been carried out online. The doubt comes because once she has contacted the best
candidate, she finds out the candidate has a partial blindness. These condition requires a special
hardware at the workplace and also podotactile pavement, which the company does not have. This
expense was not considered, and she does not know what to do. What would you recommend her?

a) Not much to be done here, your company can’t assume this extra cost.
b) This is not my problem, you such be asking to HR.

c) To hold the final interview online and if selected for the position develop a temporary remote
work arrangement until the company can be ready to adapt to all the required requirements.

d) To skip this candidate and hold the final interview with the second best candidate.

aj © Van Haren Publishing
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(?) QUESTIONS

Q11. Lucile has been assigned as a project manager at a small-size project. After successfully gained her
PM? Practitioner Certification she’s been asked to implement PM? methodology. Which could her best
option?

a) Scale down the artefact's contents, for example eliminate the Business Case “possible
alternatives”, that will not provide value in such a small project.

b) Combine the Project Owner and the Business Manager, as it's going to be more effective.

c) Combine some of the management process, for example: combine the “specify the
requirements” and “evaluate the requirements” into one. For small-sized projects it will be more
effective.

d) Create stand alone artefacts for all the management plans.

a/ Van Haren Publishing
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il GLOSSARY

=pv: GoOvernance =pm: Stakeholders
weme Lifecycle sem Independence
= Processes =em: Impartiality

=pm Artefacts pM2 Objectivity

=eve Mindset wem Loyalty

e |nitiating seme Circumspection
=pw Planning spe Responsibility
spve Executing

spve Closing

=pe Monitor & Control
wem Project Owner

wem: Project Manager
=pve Project Core Team
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5. Initiating Phase

5. INTIATING
PHASE

L

L
-
-
—
COUSEWARE
©2023 - All training materials are sole property of Van Haren Publishing BV
and are not to be reproduced in any form or shape without written permission.
Tl 5 Purpose
drivers Initiates m
Project Initiation
Request
Phase Business

Case

The problem/opportunity/call is
analysed.

L]
Project
Charter

Phase Gates

The organisation capacity is assessed.
Approvals

Business justification is obtained.

Ensure the project is aligned with the
organization strategy.

5 Initiatina Phase

Some preliminary planning is performed.
Project structure is drafted, and

stakeholders are identified.

PM?2 Reference: 3.3 PM? Phase Drivers and Key Artefacts

The project success criteria are defined
and approved.

Approval to continue with the activities of
the next phase is required.
© Van Haren Publishing
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Project Initiation

o P
INITIATING PHASE ARTIFACTS

Business Case

Revuast Project Charter

Monitor & Control

PM?2 Guide: The PM? Artefacts Landscape

PM? Reference: Appendix E.1 PM? Artefacts & Activities © Van Haren Publishing

Summarv and Diaarams
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INITIATING PHASE IMPORTANCE
Don’t underestimate the importance of the Initiating Phase

* Invest time at the beginning of the project to define the desired outcomes.

» Build a shared understanding of the project and its success criteria.

+ Engage with the key stakeholders and commit them to the project.

» Ensure that the efforts are mainly focused on achieving the outcomes and
providing real benefits.

« Start communicating the “why” we are doing the project.

Time spent at the initiating phase will prevent scope creep, budget overruns,
delays and mostly misalignment with the business goals.

PM? Reference: 3.2.1 Initiating Phase © Van Haren Publishing
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5. Initiating Phase

Initiating

INITIATING PHASE STEPS

Idea/Need

:Initiating Meeting,

Document the idea/need 2PM?

Identify key stakeholder

Create a business justification for the project GPM
Define the scope & organisation GPM:
1 .. .
I Setup the logs =pv Decision, Issue & Risk Log

I___;___

@ zrv: Phase Exit Review Checklist

aj PM2 Reference: 5 Initiating Phase & 5.1 Initiating Meeting © Van Haren Publishing

(& EPROJECT INITIATION REPORT

It’s the starting point for documenting a project proposal.

PURPOSE STEPS
« The project formal starting point. 1. Initiating Meeting if the initiator is not
* Ensure that the the PO. .
problem/need/opportunity as well as the 2. The PO nominates the BM.
desired outcomes are formally captured. 3. The organisation unit nominates a SP.
« Outlines the project’s relevance to the 4. The BM drafts the PIR.
organisation’s strategic direction. 5. Submit to approval to PO or AGB.
@
[ PO ] Project
F:;’;’('f;“; % .g. 255, | Initiation
opportunity A R S Report
a] PM2 Reference: 5.2 Project Initiation Request © Van Haren Publishing
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Initiating

(¥ 2PROJECT INITIATION REPORT

CONTENTS GUIDELINES
* Project title + Formal (AGB) or informal (PO) approval
+ Sensitivity depends on the project size and the
+ Defined roles: Initiator, Project Owner, organisation approval process.

Solution Provider, Approving Authority * All relevant information should be included
» Delivery: request & target date, but only at high level.

estimated effort, delivery type
+ Context

* Legal basis

* Outcomes & Impact

* Success Criteria

* Assumptions & Constraints
* Risks

PM2 Reference: 5.2 Project Initiation Request

Van Haren Publishing

(OPM2-01.1.TPL.v3.0.1).Project Initiation Request

Initiating
= PROJECT INITIATION REPORT (o
“The Grey Party” 2024 European Parliament elections in Spain \ Z
STEPS ROLES
1. Initiating Meeting between the AGB Approver: Federal Committee (AGB)
and the nominated PO Accountable: EEC President (PO)
2. The PO nominates the BM. Responsible: EEC Secretary (BM)
3. The BM drafts the PIR. Support: “potential” candidates & PO
4. The EEC nominates a SP. EEC European Executive Commission (Spain)
5. Submit to approval to the AGB.
Key points:
* Legal basis - first time running to a European elections, EU elections regulation.
* Impact —the project is critical and strategic but also has a high impact on the
organisation as there are three autonomic elections before.

aj © Van Haren Publishing 126
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Initiating

(?) QUESTIONS

Q18. At INNOVA, a leading IA technology company, they started two years ago an Open Innovation
process. This process has led to an increase in the number of projects being initiated and there is an
internal discussion whether it has been a complete success or not. Even if the company revenue has
increased, at the same time other serious problems have appeared. Problems as resource overallocation
and a higher project failure rate. The CEO wants to change to Open Innovation policy restricting the ability
to starts a Project Initiation Request to only the management team, changing the current open policy
which allows anyone to issue a PIR.

Which would be the best way to address this situation ?

a) Recommend to increase the allocated resources at the Project Management Office and not
modify the current policy.

b) Recommend to keep the open current policy. Improving the project evaluation and approval
process.

c) Support the CEO decision, managers are more aware of the company strategy and will make
better PIR proposals.

d) Recommend to include a screening process to filter the PIR.

a/ Van Haren Publishing 127

./  PESTEL ANALYSIS

@ The PESTEL Analysis is used to understand how the environment might impact a
project or an objective.

PESTEL stands for: Political, Economic, Social, Technological, Environmental and
Legal.

A PESTEL analysis helps identify the external factors that influence an organisation, and
therefore, could have an impact on the objectives, planning or execution of projects.

This type of analysis is particularly important in the context of business justification and
risk management and will feed the process of designing a plan comprehensive enough to
identify and tackle potential risk scenarios (threats/opportunities) arising from outside the
organisation or project.

aj PM2 Reference: Appendix C.1 PESTEL Analysis © Van Haren Publishing 128
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-~ PESTEL ANALYSIS

—

Political stability Economic Population Technology Employment Environmental
Government growth growth rate incentives laws policies
policy Exchange rates Age Distribution _Level of Consumer Climate change
Tax policy Interest rates Career attitudes |nnovat|f)n protect'lon laws Pressure from
Foreign trade Inflation rates Lifestyle Automation Coptyn%t;t and NGO's
policy Unemployment attitudes R&D activity [PENEN (BN Climate
Corruption rates Safety Technological Health & safety Weather

Labour law Disposable emphasis awareness laws

Trade income Health Technological Dlscrllmmahon
restrictions conciousness change aws

Cultural barriers Antitrust laws

© Van Haren Publishing

@PROJECT INITIATION REPORT + PESTEL

“The Grey Party” 2024 European Parliament elections in Spain

BUILD THE PROJECT INITIATION REQUEST

* Based on all provided information.

« Use the PESTEL tool to analyse the risks,

O i A Lo assumptions and constraints.

* To make it more real you can transfer the project to
your European country.

* Keep the essence of “The Grey Party” and the same
constraints.

Project Initiation Request

2024 European Parliament elections

i T Pt
Tomsite i 3014 P oy
(( iﬁ:ﬁ European
_— == Parliament
aj © Van Haren Publishing 130
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(?) QUESTIONS

assigned as the project business manager.
project?

project environment.
project environment.
project environment.

environmental and legal factors on the project.

a/ Van Haren Publishing

Initiating

Q19. COMTEK is a company that offers modular construction solutions for aeronautics, defense, hospital,
social development, logistics and distribution, as unique projects. They have a major modular project for
Country Y that would mean entering the South American market for the first time. Celina has been

Which technique would be the most suitable to analyse this new environment and its impact on the

a) A SWOT analysis, that will assess the Strengths, weakness, opportunities and threats of the
b) A BANI analysis, that will assess the Brittle, Anxious, Non-Linear, and Incomprehensible of the
c) A VUCA analysis, that will assess the volatility, uncertainty, complexity and ambiguity of the

d) A PESTEL analysis, that will be assess the impact of political, economic, social, technological,

131

©2BUSINESS CASE

and importance, it’s feasible and
* Enough capability and capacity to

* The resources are working on the
highest value opportunities.

@
Project
rojec
Initiejltion ﬂ .g. g
Request A R S
a/ PM2 Reference: 5.3 Business Case © Van Haren Publishing

« Ensure that the investment has value 1.
aligned with the strategy. 2.

deliver the benefits. 3.

Initiating

Provides contextual information to the decision makers (cost, duration, strategic
alignment, what it solves). Captures the project reason.

PURPOSE STEPS

The BM drafts the Business Case
based on the PIR.

The PO evaluates and approves or
rejects its.

Submits to approval to the AGB if
required (described at the PIR).

Business
Case

Van Haren Publishing©
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Initiating

©2BUSINESS CASE

CONTENTS GUIDELINES

* PIR information * The analysis depth depends on the

» Context: current situation description, investment level.
impact and interrelations & » Consider several scenarios to deliver the
interdependencies. need/problem/opportunity.

+ Expected Outcomes * For projects carried out under a contract

+ Possible Alternatives: 3 alternatives as an input use the Contract and the
and the chosen one. Request for Proposal.

» Solution Description: /egal basis,
benefits, success criteria, scope,
solution impact, deliverables,
assumptions, constraints, risks, cost,
roadmaps, synergies

+ Governance

PM2 Reference: 5.3 Business Case
(OPM2-02.1.TPL.v3.0.1).Business Case

Van Haren Publishing

Initiating

-/ BUSINESS CASE (o)
“The Grey Party” 2024 European Parliament elections in Spain \ Z
Context ROLES

Currently governing at Barcelona, Tarragona, Valencia,
Alicante, Malaga & Sevilla. 2@ political force in the  Approver: Federal Committee (AGB)
Mediterranean area, and the 3-4t in the rest of the country. Accountable: EEC President (PO)

Impact Responsible: EEC Secretary (BM)
Its a real challenge to manage four elections within six ~ Support: EGC Director (SP) & EGC PM
months. EEC European Executive Commission (Spain)

. EGC Electoral Guarantee Commission (Spain)
Alternatives

A. Do nothing
B. Re-using the 2023 general elections program &
campaign

C. Develop a new electoral program & campaign internally
D. Develop a new electoral program & campaign with
external support

aj © Van Haren Publishing 134
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Initiating

(?) QUESTIONS

Q20. BRICKS? has recently implemented PM? Methodology to increase the Project success rate, but after
one year there has been no improvement. The CEO decides to hire you as a consultant to improve this
situation. After a preliminary review, you have identified many project that lack a clear alignment with the
organization strategic goals, which failed to deliver the expected outcomes and benefits. Your proposal
includes improving the current initiating phase processes, which artefact would you prioritize for improving
this lack of strategic alignment.

a) Business Case: refine the template to ensure a detailed analysis of the project alignment with
the company strategy.

b) Project Charter: refine the template to more detail on the success criteria.
c) Project Initiation Request: refine the template to include more detail at the impact and outcomes.

d) Project Charter: refine the template to ensure a detailed analysis of the project alignment with
the company strategy.

a/ Van Haren Publishing
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./~ SWOT ANALYSIS

TIITT A SWOT analysis is a method used to evaluate the Strengths, Weaknesses,

“~—  Opportunities and Threats involved in a project. It generally begins by specifying the
objective of the project and then identifies the internal (strengths and weaknesses)
and external (opportunities and threats) factors that are favourable or unfavourable to
achieving the objective.

Used at the Business Case to choose the best solution.

a/ PM2 Reference: Appendix G Glossary SWOT Analysis © Van Haren Publishing
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Initiating
UPF ENGINEERING GRADE - PROJECT MANAGEMENT SUBJECT
Helpful Harmful
Strengths Weaknesses vd
0 .
: Fad mcasor
g v ’ volunteerwork  sugemsion PO del Sol
E T:r:fni"-“lllﬁr Solid project fapi ::::;rg'::j::: lgeizam“}”‘ Universitat
T and : ment swareness L) st upy. mpeu Fabra
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Opportunities Threats
£ Other subjects s
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a/ © Van Haren Publishing 137
Initiating
L Sy
() BUSINESS CASE & SWOT
=)
| J
“The Grey Party” 2024 European Parliament elections in Spain \ =/
/5N ANALYSE THE ALTERNATIVES
/‘1“&“ .z.\-i“
&/ » Based on all provided information.
+ Use the SWOT to analyse one of the alternatives.
» Share the results.
* Decide all together the best alternative.
pM?
aj © Van Haren Publishing 138
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(?) QUESTIONS

a) Astrong financial position with access to capital for investing in new projects.

b) DOORS reputation and power transmission expertise at the automotive sector that can be easily
transferred to the bicycle sector.

c) Competitive sector with a lot a strong companies
d) Since the COVID19 there has been a global shift to bicycles.

Van Haren Publishing

Initiating

Q21. TRANSPOWER is a power transmission company working exclusively for the automotive sector.
TRANSPOWER is a leader and expert at power transmission, but the automotive sector recession due to
the electric car batteries uncertainty, has highly reduced the number of projects. Laia has been nominated
as a Project Manager of the first project of the bicycle sector, where the company is considering to expand
its operations. She’s supporting the Business Manager at the SWOT analysis of the Business Case.

Based on this scenario, which identified Opportunity best suits to be included at this SWOT analysis ?

139

©2PROJECT CHARTER

PURPOSE

Project deliverables.
* Formally authorise the project

a] PM2 Reference: 5.4 Project Charter

* Provide a basis for detailed planning.
« Understandable overview of the final stakeholders.
2. The PM drafts the Project Charter.
3

STEPS

—

The BM consults the main key

The main stakeholders review

© Van Haren Publishing

Initiating

The charter is a key element of the project approval process (along with the Business
Case). It includes the what, how and when fundamentals of the project.

the PC

existence. & the PSC accepts.
« Provides the Project Manager authority. 4. If required to approve by the AGP the
- PO sendsiit.
@
. (sp}

Project . e @ @ Project

Initiation Blg:seess :}‘é ‘ BV | Charter

Request A R

Van Haren Publishing©
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©2PROJECT CHARTER

CONTENTS GUIDELINES

+ Executive summary * The project charter should be brief.

* Business Case considerations * High-level, no detail.

* Project Description » If required, details can be captured at
+ Scope other artefacts (Requirements Document).
*  Success criteria + All stakeholders inputs must be

« Stakeholders and user needs

. Deliverables considered, but not accepted.

+ Keep it updated and distributed.

* Features

* Constraints / Assumptions / Risks
* Cost, timing & resources The project manager is responsible
+ Approach to complete it and submit it to

* Methodology approval.

* Change Management
 Governance & Stakeholders

PM2 Reference: 5.4 Project Charter

© Van Haren Publishing

(OPM2-03.I.TPL.v3.0.1).Proiect Charter

@ PROJECT CHARTER

@PRINCE2

GUIDE PRINCE2" 7
Managing
Successful
Projects

iobs! Best ractce

PROJECT CHARTER PROJECT CHARTER PROJECT BRIEF PROJECT DESCRIPTION
Executive summary Project purpose * Project definition Purpose and expected
Project Description . CR)bJectlves and success criteria . gickground benefits

. * Requirements * Objectives .
Cost, timing & o e . Outcomes Expegted cost & durqtlon
resources + Risk - Scope & exlcusions Requirements & quality
Approach + Milestone schedule + Constraints & assumptions expectations
Governance & * Preapproved financial * Tolerances Stakeholder list
resources * User & stakeholders

SIElETEE * Key stakeholder list » Outline business case

* Approval requirements * Product description

« Exit criteria * Approach

* Assigned PM * Team structure & roles

* Sponsor » References

© Van Haren Publishing
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Initiating

PROJECT CHARTER VDN Wy

“The Grey Party” 2024 European Parliament elections in Spain \ /
/E’ﬁfz?:\ * Scope: Candidates list (61 candidates maximum), electoral
wﬁf’“ ‘)? program, electoral campaign, website update
\E/ * Success criteria: achieve a minimum of 6 seats
+ Stakeholders and user needs: each relevant politician in the
Uil organization has their own interests. Interest of the main regional
parties:

+ Catalan regional party: 6 candidates, 2 at the top 5.
» Valencia regional party: 6 candidates, 2 at the top 5.

e « Andalusia regional party: 6 candidates, 2 at the top 5.
2024 European Parliament elections . constraints:
e April 17t — Election campaign starts
i « May 7t — Candidates list presentation
pM2 + June 9 — Election’s day

© Van Haren Publishing
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Initiating

g;Q

& Y,

R

“The Grey Party” 2024 European Parliament elections in Spain

« Governance

.
* Milestones
28
Jan 15"' Feb 19" Mar 25 Jun 17" ~ Jun 29"
S
. 8
‘ﬁ—u—-—_mg, > Closing.

Monitor & Control PN Cuoren Executive | Electoral Guarantees
Election Campaign starts Apr 17" #\Election’s Day Jun 8t ﬁ:) °§,'",2‘.L“:,'.?" ml;wga.:lro"
H - o= European Executive
* Assumptions: S B
Secretary

* Achieve the minimum strategic results at

Electoral rams tech. o
ol 5% 5.5

the autonomic elections. o et o2
+ Political stability at the Spanish government e Socmeisiet

* Risks: + Costs:
» Alliances between other political parties » Electoral program: 250.000€

« Attract recognized and reputable » Electoral campaign: 700.000€
candidates *  Website update: 50.000€

© Van Haren Publishing
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(?) QUESTIONS

Q22. Vasili is the Project Manager of Project XYZ, he has just completed the 60 pages Project Charter,
asked the main Stakeholders to review it and has handled it to the Project Owner to submit it to the
Project Steering Committee approval.

Which statement defines the next step the Project Owner should take?

a) Ask the project manager to review the Project Charter, as it doesn’t accomplish with the defined
guidelines.

b) Review yourself the Project Charter, as the PSC charmain, before submitting it to the PSC
approval.

c) Such a heavy Project Charter means its technically complex, so you ask the Solution Provider to
review it beforehand, before submitting it to the PSC approval.

d) You complain to the Solution Provider, as the Project Charter doesn’t accomplish with the
defined guidelines of a maximum of 5 pages.

a/ Van Haren Publishing 145
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/ MAKE OR BUY ANALYSIS
TIITT A Make or Buy Analysis helps the organisation to take an informed decision about
~—— what to outsource and what not to outsource. Portfolio managers and project
sponsors are often faced with the dilemma to make or buy, considering the availability
and skills of resources at hand.
The various factors to be considered for a Make or Buy Analysis include cost
comparison, technology and business processes, supplier-related information and
support systems.
aj PM?2 Reference: Appendix C.2 Make or Buy Analysis © Van Haren Publishing 146
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BUY

MAKE
Cost effectiveness

Intellectual property
concerns

Quality control issues
Supplier unreliability

expertise

experience

7~ MAKE OR BUY ANALYSIS

Cost considerations
Lack of technical

Supplier technical

Insufficient resources in

house

© Van Haren Publishing

Steps

1. Preparation
2. Data Collection
+ Costfactors
+ Technology and Business
Processes
»  Supply Factors
*  Support Systems
3. Data Analysis and Decision
4. Feedback

147

LV

Strengths

Weaknesses

oéj MAKE OR BUY ANALYSIS

“The Grey Party” 2024 European Parliament elections in Spain

Opportunities Threats
Leaksofthe | Balancing -
contents on e AL
sacial media interests with hard to find, as
before the EU-wide many have
formal release priorities Stiten:
nink tar | T Costs for top-ti ;’{@T‘ i
research institutiens . . independent experts can be. and
, experts un EU affairs experts is required. significant Euroscepticism

© Van Haren Publishing

MAKE OR BUY

+ Based on the previous
information & the SWOT.

* Analyse the task “Develop
a new electoral program”
with the Make or Buy
Analysis.

* Decide a make or buy
decision.

Van Haren Publishing©
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(?) QUESTIONS

Q23. At INNOVA, a leading IA technology company, is developing a new project that requires high-
technology, the company is aware that the required expertise might not be fully available internally. The
Project Owner has made clear that the deadlines are key in this project, as well as high-quality standards
and protecting the intellectual rights.

How would you proceed with this lack of resources ?

a) Cancel the project, given the lack of internal expertise and the guideline to protect the
intellectual rights are not feasible within the deadline.

b) Proceed with an in-house development, there is no other way to keep the high-quality standards
and protect the intellectual rights.

c) Outsource the high-technology development, deadlines are relevant and there is no time to train
our internal resources.

d) Conduct a make-or-buy analysis to make a well-informed decision, even if it might delay the
project.

a/ Van Haren Publishing 149
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{® Phase Gate RfP (Ready for Planning)

Approval gates at the end of the Initiating Phase to approve moving to the Planning Phase.

PURPOSE

* Ensure the project is ready to start the Planning
Phase.

« Control the project quality.

STEPS

1. The PM assess whether is ready to commence
the Planning Phase.

2. If the Business Case and the Project Charter are
approved the PM seeks the PSC to approve the

phase gate. |
Business Project OO Prl?es\ze?,“t
Case Charter PSCl _
A R Checklist
aj PM2 Reference: 5.5 Phase Gate RfP © Van Haren Publishing 150
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&) Phase Gate RfP (Ready for Planning)

&

RfP RfE RfC

jwesolutions been analysed e g. using a SWOT analysis?
tions, constraints and risks identified?

12 and €7

13 i o7
18

15| Have project savings boen estimated in FTE and k(7

1 . a v o

Lt 3
20|15 project approach / methodology identified?

21| e Risk,Issue and Decision Logssetup?

ved?

23w 5 requirements detailed?
=~

) harter i Psci

o|88 %\8|5|3|8 % F|5|5|8 58|35 855|555 25 3F8¢F

e PM2 Reference: 5.5 Phase Gate RfP
Vv (OPM2-27.MC.CHL.v3.0.1).Phase Exit Review Checklist.

© Van Haren Publishing
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(?) QUESTIONS

Q24. Peter has been nominated as the Project manager of a Traceability System at BUFU UK. He has
been supporting the Business Manager with the Business Case and has just submitted to Project Charter
to the Project Owner. He has been invited to attend a virtual meeting with the BM, PO and AGB to discuss
the Project Charter approval. At the end of the meeting the AGB decides not to approve the Project
Charter as it has been decided to move on a global Traceability System for all the overseas companies.

How should Peter proceed ?

a) The project should proceed directly to the Closing Phase for its completion.

b) The project should be terminated immediately, as a new PIR will be submitted.

c) Continue with the project, all the required changes to adapt to the new requirements will be done
at the planning phase.

d) Continue with the project, you are sure the AGB will see the benefits of a local development and
all the work done can’t be effortless.

a/ © Van Haren Publishing
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s
Il GLOSSARY

=eme |nitiating Phase

=em: Project Initiation Request (PIR)
=em: Business Case (BC)

=em: Project Charter (PC)

wem: Ready for Planning (RfP)
spm: Success criteria

st Phase Exit Review Checklist
seme Decision Log

wpve |ssues Log

weve Risk Log

wev: PESTEL Analysis

sem: SWOT Analysis

=em: Make or Buy Analysis

a/ © Van Haren Publishing 153
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6. Planning Phase

Project
drivers

Phase
inputs

Project
Phase

Phase
Outputs

Phase Gates
Approvals

L

6 Plannina Phase

PM2 Reference: 3.3 PM? Phase Drivers and Key Artefacts

Project
Manager

Project
Charter

PLANNING

Project Handbook
&
Project Work Plan

PLANNING PHASE LANDSCAPE

Purpose

» Verify the project subject.
» Develop a workable plan for
implementation.
* Elaborate scope into more
manageable parts.
* Develop a schedule.
» Define roles and responsibilities.
* Create all the project plans.
+ Create a common understanding of the
project.

© Van Haren Publishing
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PLANNING PHASE ARTIFACTS

LV

Summarv and Diaarams

Flanning

PM?2 Guide: The PM? Artefacts Landscape
PM?2 Reference: Appendix E.1 PM? Artefacts & Activities

i \\Requlmm@nls iject(hangal l N Risk ‘ 5X6 Types of artefacts:
|l e Sl =
v lesue Qualit ommunications | !
‘ﬁ l Plan pianv l [ pi::n I i ® Management P|anS
e | © ProjectPlans
ﬁ] 1 IW’ » Other domain specific plans

Plan \cceptance
- 7_..(’ . X . _ﬂ?"*

x3 | vt || iy | | vesennn | 3
Business
] | | o

Executing

Monitor & Control

© Van Haren Publishing
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o P
PLANNING PHASE IMPORTANCE

Don’t over plan, avoid paralysis by analysis !!

+ Keep in mind that projects and uncertainty go together hand in hand.

* Keep the plan realistic but also feasible.

» Buffers, margin, risk analysis . . . are as important as a good plan.

* Remain mindful that the methodology serves the project, tailor and adapt it to the
project needs.

» Don’t forget the “soft skills” as communications, issues, conflicts . . .

* And keep simple.

“If everything is going exactly to plan,
something somewhere is going

massively wrong.”
Icekahlua

a/ PM2 Reference: 3.2.2 Planning Phase © Van Haren Publishing

o Pamng
PLANNING PHASE STEPS
RfP (Ready for Planning)
| Kick-Off Meeting| we Kick-Off Agenda & MoM
|Tai|0r the PM? PFOCGSS| zrv: Project Handbook & Management Plans
Assign roles & responsibilities uem: Project Stakeholder Matrix

| Elaborate project scope | wv: Project Work Plan
IDeveIop the WBS & project schedulel = Project Work Plan

Develop the project plans aew All Project Plans

I Distribute plans to stakeholdersl
wrv: Phase Exit Review Checklist

© Van Haren Publishing 158
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© PLANNING KICK-OFF MEETING

Official start of the planning phase, explaining the project to the team.

PURPOSE

+ Everybody understanding the project
scope.

+ Clarify stakeholders’ expectations.

* Identify project risks,

» Discuss the required plans.

» Gather information of past projects.

Business Case &
Project Charter

STEPS

Plan the meeting.

Go through all the Project Charter.
Discuss the needed project plans.
Discuss supporting tools.
Summarise decisions and
communicate next steps.

aobRrwbd=

6. Distribute the MoM within 2days.
P Kick-Off Minutes of
ﬁ‘l'l Meeting Meeting
S Agenda (MoM)

aj PM2 Reference: 6.1 Planning Kick-Off Meeting

Van Haren Publishing

CONTENTS

* No specific contents.
+ Agenda:
» Date/Time/Location/Coordinator
* Participants
» Meeting objectives
* Agenda items/Time/Owner
* Related documents
* MoM:
» Date/Time/Location/Coordinator
Attendees
Meeting Agenda/Summary
Decisions taken/To Do ltems
Proposed Agenda for Next Meeting
Related documents

PM?2 Reference: 6.1 Planning Kick-Off Meeting

o

(OPM2-17&18.E.TPL.v3.0.1).Meetina Aaenda.& Meetina of Memo

©® PLANNING KICK-OFF MEETING

GUIDELINES

+ Key participants: PM, PCT, BIG, URs.
SP, PO, BM, PMA* & PSO*.

* Any issue, risk or decision should be
recorded at the relevant logs.

* Required if part of the project.

© Van Haren Publishing
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& MEETINGs
STEPS

+ Before the meeting
* Plan the meeting and set the Meeting Agenda with the points to be discussed.
» Send out the Meeting Agenda in advance.
» Address logistical needs and prepare documentation or hand-outs for the meeting.
* Make sure participants will be present and fully prepared.
* During the meeting
* Introduce the meeting and participants.
* Ensure someone is designated to take the Minutes of Meeting (MoM).
» Facilitate the meeting so that everyone can participate.
* Summarise the decisions taken.
* After the meeting
» Distribute the Minutes of Meeting to the appropriate stakeholders as soon as possible (within 2
days is considered as a best practice).

e PM2 Reference: 6.1 Planning Kick-Off Meeting
Vv (OPM2-17&18.E.TPL.v3.0.1).Meetina Agenda.& Meetina of Memo

Van Haren Publishing

(?) QUESTIONS

Q25. Laia, a project manager at TRANSPOWER is about the Planning Kick-off meeting for the first project
of the bicycle sector that the organisation is facing. It's a strategic project as the organisation is aiming to
enter the bicycle sector to overcome the loss of income caused by the recession in the automobile sector.

The meeting is about to start when she receive a message from the Project Owner telling her that she
won'’t be able to attend but hoping you the best at the meeting.

How should Laia deal with this situation?

a) Conduct the meeting without the Project Owner, the project is too strategic to postpone the
meeting and all the other stakeholders have confirmed their attendance.

b) Conduct the meeting without the Project Owner, the Project Owner is not relevant as the
meeting will be focussed on the technical specifications differences between the automotive and
the bicycle sector.

c) Cancel the meeting, the Project Owner is a key participant, and her attendance is required to
engage the stakeholders to ensure alignment and understanding.

d) Cancel the meeting, the Project Owner is a key participant due the project strategic value.

aj © Van Haren Publishing 162
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©2PROJECT HANDBOOK

PURPOSE

* The basis on which the project is
managed and executed.

» Key reference for all the project
stakeholders.

» Summarises the project goal and
success criteria.

Planning Kick-
Off Meeting
Agenda

Business Case +
Project Charter

aj PM? Reference: 6.2 Project Handbook

a
A

Van Haren Publishing

]

@
[ BM ]
S

The central reference for the key elements of the project management.

STEPS

1. Search possible reusable components
from past projects.

2. Define the required customisation

based on the organisation standard

Project Handbook.

Decide the required management plans.

Elaborate the Project Handbook.

Project
Handbook

B w

©2PROJECT HANDBOOK
CONTENTS

* Project overview
* CSF & objectives
+ Stakeholders & constraints
* Project approach:
» Lifecycle & tailoring
» Conflict resolution & escalation
* Project processes
* Risk, Issue, Requirements, Change,

Deliverable Acceptance, Transition,
Business Implementation, Resource

* Project progress measurement
* Project roles & responsibilities
* RASCI. Roles & responsibilities

PM2 Reference: 6.2 Project Handbook
(OPM2-04.P.TPL.v3.0.1).Projiect Handbook

GUIDELINES

Quality, Configuration, Communication,

* Progress Measuring, Reports, Checklists

The Planning Kick-Off Meeting minutes
is a basis to define the Project Handbook.
Should be updated regularly.

The project management plans are part of
the Project Handbook.

Point of reference at the Closing Phase.

© Van Haren Publishing
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(?) QUESTIONS

Q26. Sally has just joined a social project at SCOCCERKIDS. The project is in the middle of the executing
phase, and she has already been assigned to several tasks, so she has gone through the Project Work
Plan. Once she starts working on the tasks, she identifies a relevant threat but doesn’t know how to
proceed.

Which key artefact did Sally miss to review as a newcomer?

a) Project Handbook
b) Project Charter
c) Business Case
d) Risk Management Plan
aj © Van Haren Publishing
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6. Planning Phase

(?) QUESTIONS

Q27. Deepak works at Family Foundation DNA as a project manager and has recently earned his PM?
Practitioner certification. The organisation has asked him to improve a recurrent problem, most of the high
management level stakeholders don’'t read the project documents and the risk management maturity is
quite low. As one of the first steps he decides to document the risks management processes at the Risk
Management Plan and then copy the most relevant elements at the Project Handbook.

Is Deepak’s approach at solving this problem appropriate?

a) No, duplicating information is not only unnecessary but can also lead to inconsistences over
time. Deepak should describe the detailed risk management processes only at the Risk
Management Plan.

b) Yes, tailoring the project documentation is a recommended practice to provide each stakeholder
with its reading habits preferences.

c) No, Deepak should engage the high management level to change their mind and increase their
reading habits.

d) Yes, documenting the risk management processes in both documents ensures that the
information reaches each stakeholders needs with a comprehensive coverage.

a/ Van Haren Publishing 167
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(©2EPROJECT STAKEHOLDER MATRIX

List of all the people, groups or organisations involved in the project and their roles.

PURPOSE STEPS
« Identify all the project stakeholders. 1. Identify everybody that will be in the
+ Gather all stakeholders’ information in project and assign them a role.

one unique file. 2. Fill the Data Sheet for the 3~5 most
« Support the stakeholders’ engagement. important stakeholders.

Planning Kick- Project
off Megeting Business Case + R & @ Stak e,’] older | | Stakeholders !
Project Charter 2 dah . | Checklist !
Agenda Matrix
A R S e -~ "~
a] PM2 Reference: 6.3 Project Stakeholder Matrix © Van Haren Publishing 168
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. Plming
© 2EPROJECT STAKEHOLDER MATRIX
CONTENTS GUIDELINES
» All stakeholders: + Respect privacy and personal data
* Organisation, Dept/Unit, Team, rights regulation..
Name, Notes, Impact, Roles & » Place access restrictions if needed.

Contact Info
* Key stakeholders:
» Personal information
« Communication preference
» Concerns and needs
* Involvement during phases
* Influence
* Risk Appetite

PM2 Reference: 6.3 Project Stakeholder Matrix

Van Haren Publishing

(OPM2-05.P.TPL.v3.0.1).Project Stakeholder Matrix

o e
f STAKEHOLDER INTEREST/INFLUENCE MATRIX (SIIM)

ﬁrm This technique is used to facilitate and document the analysis of the interest and influence of

—  each stakeholder in the project. It is of utmost importance to know the stakeholders and
their relevance for the project in order to identify project champions and possible
detractors. As the document makes reference to people within your organisation, care
should be used to keep the information confidential.

Interest indicates the level of interest a stakeholder has for the project. Interest is measured
as the degree of enthusiasm displayed by the stakeholder in support of the project.
Stakeholders can be positive, neutral or negative towards the project.

Influence indicates the power the stakeholder has over the planning and implementation of
activities. The higher a stakeholder’s power of decision, the higher their influence. Most often
the person(s) who can make decisions on project funding and/or resources has a high
influence.

aj PM2 Reference: Appendix C.3 Stakeholder Interest/Influence Matrix ~ © Van Haren Publishing 170
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Steps:

1. List the stakeholders for the project.

2. For each stakeholder access the
importance of the project.

3. For each stakeholder access the

influence he has on the project.

Plot the position in the matrix as

shown hereafter.

5. Read the specification for every
stakeholder.

© Van Haren Publishing

INTEREST  High

Low

Low

o P
f STAKEHOLDER INTEREST/INFLUENCE MATRIX (SIIM)

GOOD
PROTECT | pE| ATION

LOW
PRIORITY | MONITOR

INFLUENCE

High

= STAKEHOLDER INTEREST/INFLUENCE MATRIX (SIIM)

“The Grey Party” 2024 European
Parliament elections in Spain

AGB — Federal Committee
PO — European Executive Commission President
BM - European Executive Commission Secretary
BIG — European Parliament Candidates

4a Catalan-Valencia-Andalusia

4b Galizia — Euskadi — Madrid

4c Others
SP Electoral Guaranteed Commission Director
PM Electoral Guaranteed Commission PM

5
6.
7. PCT Technicians team
8
9

PO~

PST Ethical Commission
Grey Party Mayors (Barcelona, Tarragona, Valencia . . .)
. Programme Manager
. PO other countries The Grey Party
. Spain The Grey Party members & supporters
. Voters

INTEREST  High

Low

- .
00000
PROTECT @ o
@ ° @ RE(?_(ZST):::)N
Q0
@ LOW
PRIORITY MONITOR /
"% INFLUENCE 9"

© Van Haren Publishing
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e
(?) QUESTIONS

Q28. Elon is the project manager at strategic initiative to merge two main technological systems into one
at BIG. He’s a junior project manager so this project is a real challenge for him. Everything was fine and
under control until the executing phase start. Since then, he is facing a lot of issues and problems with

several stakeholders he didn’t identify as relevant at the Project Stakeholder Matrix. This is taking most of
his time.

Which is most likely to be the cause of this situation?

a) This project is a challenge for Elon as he’s a junior project manager, handling a strategic should
not be a junior project manager responsibility.

b) Due to he’s inexperience he most probable incorrectly analysed the stakeholders.

c) Elon did not consider that stakeholders at the monitor quadrant can become blockers if their
interest is activated, which has happened once work has started.

d) Elon is focusing his stakeholder management only at the stakeholders with more interest.

a/ Van Haren Publishing 173
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©2PROJECT WORK PLAN

Identifies and organizes the project work needed to achieve the project goals.

PURPOSE STEPS

« Defines what has to be done, by 1. Develop the Work Breakdown.
whom, when and how much. 2. Develop the Effort & Cost Estimates.

+ Establish a basis to estimate the project 3. Develop the Project Schedule.

duration, resources and schedule.
» Establish as a basis for the project
progress monitoring and controlling.

@
Work Breakd
. or reakdown
Business Case + OPO ® OO Project .
Project Charter P (P SEGER Work Plan Effqrt %SC%StdETtlmateS
roject scneaule
A R S !
a] PM?2 Reference: 6.4 Project Work Plan © Van Haren Publishing 174
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©2PROJECT WORK PLAN
CONTENTS

* Introduction

* Work Breakdown

+ Effort & Cost Estimates
» Estimates
* Resource needs

* Project Schedule

PM2 Reference: 6.4 Project Work Plan
(OPM2-06.P.TPL.v3.0.1).Project Work Plan

GUIDELINES

+ Break the project into smaller and more
manageable components.
+ Activities & tasks are part of the WBS.
Schedule can be:
* Done entire upfront
* Progressively developed
* Should be baselined and kept up-to-
date.

Van Haren Publishing

(?) QUESTIONS

they have recently decided to transition to

Project Handbook and the Project Work Plan

o

Q29. SCOCCERKIDS which aims to improve school attendance ratio in marginal neighborhoods through
sport activities as soccer has been using the Logical Framework Approach to manage their projects, but

PM2, Once tailored and implemented everybody is getting

confused regarding the task responsibility and assignment. They don’'t know if they have to refer to the
Consolidated Responsibilities Assignment Matrix of the Project Handbook, the Effort & Cost Estimates of
the Project Work Plan or to their department own roles and responsibility matrix.

Which would be the best way to explain the difference between the responsibilities described at the

?

a) Both the Project Handbook and the Project Work Plan are defining the same responsibilities, the
difference is that the Project Work Plan has the task detail.

b) As the project Governance Structure is unique, the defined roles and responsibilities are unique
and shared between the two documents.

c) To avoid confusion the best is to look at their department roles and responsibility matrix.

d) The Project Handbook defines the project management roles and responsibilities. and the
Project Work Plan defines the product/service task responsibility.

© Van Haren Publishing
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./~ WORK BREAKDOWN STRUCTURE

WTT A Work Breakdown Structure (WBS) is a hierarchical division of the project into

——  smaller work components that can be used to assign work or to estimate effort and

o

cost.

A well-made Work Breakdown Structure (WBS) should be easy to understand, be
complete, and should facilitate progress monitoring during execution. Commonly
used techniques include breaking down the project by phases or stages,
deliverables or outputs, by work packages, or based on the organisation, its
departments and business units.

The Work Breakdown Structure (WBS) constitutes a good basis for the Project
Manager (PM) in assigning different responsibilities to team members. Each task in
the structure can then be further defined: work can be estimated, risks and
dependencies can be identified, and resources can be mobilised.

%WORK BREAKDOWN STRUCTURE

BREAKDOWN MODEL

y gtages PROJECT 1.0
. utputs
* Work Packages
° Organisation Deliverables 1.2 l Deliverable 1.3 ‘
STEPS owmi] [oarz] [y 12 [y ]
TEP , ‘
| [ | [t |
1. Identify project goal
. -_Tas 1113
2. Determine the breakdown model
3. Divide the work components
4. Review the WBS

o

Van Haren Publishing©
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-/ WORK BREAKDOWN STRUCTURE

UPF ENGINEERING GRADE - PROJECT MANAGEMENT SUBJECT

Project Management Subject

Universitat
Pompeu Fabra
Barcelona

upf.

| INTEGRATION |

| PROJECT MANAGEMENT |

Course plan
Virtual class

E Class forum
Students grades

ues
Govemance structure

[ sessions | 7 ;
', | PROJECT 85%
p
Subject Project Charter Introduction kick-off L 1
Subject WBS Global Project Management | | PROJECT ARTIFACTS §0%
Subject Lessons leame Initiating z

Project Charter
Project Work Plan
Risk Management Plan

Planning x3
Executing

Project Stakeholder Matrix

Project Handbook Monitor & Control x2
Deliverables Acceptance Flan_| PM Methodologies |
Tempiates Closing

Project status report x2
Executing Mig Mol
Project final report

Phase Exit review checklist

L{ PRODUCT DELIVERABLES 20%
|£ Executing 1

Conference

Executing 2

© Van Haren Publishing

Case 0

Roles warkshop

Case 1 Product development workshop | "

|

Case 2

Decision making workshop

Case 3

Agile value workshop

Project closing warkshop

Challenge End Report :'

179

N —

The Grey Party - Spain
European Executive Commission

Business Case

2024 European Parliament elections

o

@WORK BREAKDOWN STRUCTURE

“The Grey Party” 2024 European Parliament elections in Spain

DEVELOP THE WORK BREAKDOWN STRUCTURE

* Use the information of the Initiating Phase as a

start point.
* Decide the WBS model/structure.
* Develop the WBS.

« Don’t forget the project management branch.

© Van Haren Publishing
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/" EFFORT AND COST ESTIMATES

m The Effort and Cost Estimates technique derives from the Work Breakdown Structure

——  (WBS): each work item (task) is estimated in terms of effort and cost. Effort is
typically measured in person days or person months. This work is done in close
cooperation with the task owners or other experts within the Project Core Team
(PCT), to ensure more precise estimates and buy-in from the team members in
charge of executing the work.

A high-quality Work Breakdown Structure (WBS) forms the basis for high-
quality estimates.

o

=D
./ EFFORT AND COST ESTIMATES
APPROACHES S+ PM coordinates
+ Expert advice.
* Historical information. w-'bﬂ + Task owner — estimates or
» Similarity to other tasks. validates

* Function Point Analysis method (IT projects).
+ Other tools.
* Resource cost information (pricelists, outsourcing contracts...).

STEPS
1. Lowest level of the WBS 5. Estimate the likely cost
2. Estimate the likely amount of effort 6. Add non people cost
3. Include contingency 7. Finalise the estimate
4. Task owner validate the effort estimate

aj © Van Haren Publishing
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for the first time, and they
need to estimate the dog

@ EFFORT AND COST ESTIMATES

A project manager working
at the City Hall needs to do
an initial cost estimate for a

Which estimation approach would you use? Challenges at the estimation ?

A contractor need to estimate
the cost of all the EV
Charging installation for the

weight. famous architect pedestrian Paris Network. Experience
bridge for the city with similar projects.
a/ © Van Haren Publishing
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(?) QUESTIONS

Q30. Laia, a project manager at TRANSPOWER, is dealing with a strategic project. It's the organisation
first project at the bicycle sector, which is similar to the automobile sector, but with substantial challenges.
As a project manager, Laia is a very suspicious and finds it difficult to delegate. Because of this, she ends
up doing all the project estimates herself. As the project manager, she claims that she is fully entitled to
make the estimates on her own and with the experience she has (more than 20 years working at
TRANSPOWER), this is not a problem.

Is this statement correct?

a) No. as a project manager she not a technical expert. All estimations should be done the project
core team, who are the technical experts.

b) Yes, based on the experience Laia is the most appropriate person to handle the estimates.
c) No, all estimation should be based on historical data and not on expert advice.

d) No, these estimates are a challenge as it's a new kind of project. The best is to seek for external
expert advice and compare it with the organisation historical information.

a/ © Van Haren Publishing
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/ THREE-POINT ESTIMATES

WTT The Three-Point Estimate is commonly used, to provide a weighted average of activity

= duration or cost. It is primarily a quantitative risk assessment technique that makes
use of a stochastic approach rather than a deterministic one (e.g. single point
estimates). The expected duration/cost and standard deviation of a project’s
duration or cost is calculated based on three data points, namely an optimistic
estimate of duration or cost, a most likely estimate and a pessimistic estimate.
These estimates are then weighed to provide a weighted average of the effort, cost or

duration.

In addition, these estimates can be used to calculate a standard deviation, to estimate
confidence levels of the weighted average per activity, and to build simple statistical
models of a task’s time and cost. This method can be applied to forecast and
mitigate risk and to assign buffers/contingencies to tasks.

L

f THREE-POINT ESTIMATES

E Expected Duration = (O Optimistic +4M Most Likely +P Pessimistic)/6
SD =(P 0] )/6¢ P

Standard Deviation™ Pessimistic ~ Optimistic Pessimistic
Optimistic value: minimum cost or effort (less than 1% Po)
Most likely value: most probable cost or effort

Pessimistic value: maximum cost or effort (less than 1% Po)

Assumption: all estimates based on the same level of effort
Standard deviation: uncertainties of the estimate variation, not risks.

aj © Van Haren Publishing
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o

o

QUESTIONS

Q31. Tariq, a project manager at BRICKS?, is working on a critical hollow brick turnkey project with a
traditional tunnel kiln. BRICKS? has recently implemented PM? Methodology and the project core team
has handled him a Three-Point Estimate of the most critical tasks to better plan and allocate resources

during the on-site work.

Based on these estimates Tarig would also like to know which task has more uncertainty. Which would be

the task with more uncertainty ?

Optimistic | Most likely | Pessimistic
a)  TaskA Task A 10 k 14 k 20 k
b) TaskB as weeks weeks weeks
c) TaskC Task B 11 weeks 16 weeks 25 weeks
d) TaskD Task C 8 weeks 13 weeks 16 weeks
Task D 8 weeks 15 weeks 24 weeks

Van Haren Publishing
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o

RESOURCE LEVELING

Resource Levelling is a technique used to analyse the unbalanced use of project
resources and to resolve conflicts related to resource allocation (i.e. human

resources, material or equipment).

Resource Levelling focuses on an efficient/optimal resource allocation in order for
the project to be completed within the defined timeline. Project Managers (PMs)
analyse dependencies between projects or activities to ensure that activities can be

executed in a timely manner.

Considering the identified constraints, Resource Levelling can be performed.
Resource Levelling can for example require the delay of specific tasks until resources

are available, via resource reallocation.

Van Haren Publishing©
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(?) QUESTIONS

Q32. Lucile has newly been assigned as project manager of a well underway software development
project. During her first days she receives continuous complains of the project core team of over-
allocation at several key resources. Given this situation, Lucile begins to analyze the current situation of
the project, and reading previous Project Status and Progress Reports, she realizes that this situation has
happened several times and that it has put at risk several times not only the quality of the work but also
on-time delivery to the client.

Given the situation, what could have been done differently in the planning phase to prevent the over-
allocation of the resources ?

a) Implement resource leveling by adjusting the tasks start and finish date based on the resource
availability.

b) Increase the outsourcing workload to balance with the project core team workload.

c) Use the organisation policy to keep activities maximum duration at 1 week.

d) Plan the activities so that all of them have the same duration, to facilitate the resource allocation.

Van Haren Publishing
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./~ GANTT CHARTS

TN

&

A Gantt Chart is a common project management tool used to represent the
schedule, phases and activities of a project in a single visual (generally a type of
horizontal bar chart). It focuses on project sequence, duration, dependencies and
status in a manner that is easy to understand.

A Gantt Chart represents the order in which activities need to be carried out and
provides an overview of the progress that has been achieved at any point in time.

A Gantt Chart is used to communicate a project schedule in a visual way but is
also used to show progress made and current schedule status by adding percent-
complete shadings and a vertical “today” line. The main strength of this technique is
the ability to clearly display the status of each activity at a glance.

Van Haren Publishing©
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/° CRITICAL PATH METHOD (CPM)

ooy
I

|l

o

The Critical Path Method (CPM) is a modelling technique that uses a mathematically
based algorithm to calculate the total duration of a project.

It calculates the longest necessary path (i.e. the longest unavoidable duration) of
planned activities from beginning to the end of the project, otherwise known as the
critical path of the project.

This technique helps to understand which activities have a critical influence on the
overall duration of the project.

Since the critical path represents the longest necessary path of activities, it also
represents the shortest possible duration of the project to completion. Based on
this information, activities can be prioritised in order to shorten the duration of the
critical path by pruning the critical path activities, performing more activities in parallel
or adding more resources.

/° CRITICAL PATH METHOD (CPM)

Early start & finish
Late start & finish

o

10weeks 15weeks 10weeks —p Critical path
10 20 20 35 35 45
B > D
10 20 | | 20 c 35 40 50
0 0 10
10weeks 10weeks 15weeks 10weeks
0 10 10 20 35 50 50 60
A > E F G
0 10 25 35 35 50 50 60
0 15 0 0
5weeks 20weeks
10 15 15 35
H > |
25 30 30 50
15 15
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4

. pamng
QUESTIONS

Q33. Celina is the project manager at COMTEK of a modular construction hospital at country GGG for the
ministry of Defence. It includes various tasks as preparation of the modular components, transportation to
GGG, site preparation, foundation laying, local staff contracting, modular construction, facilities
installation, interiors, testing . . . As part of the planning Celina has prepared a complete schedule. Once
the modular components have arrived to GGG she receives an email from the ministry of Defence
requesting to move the project deadline several weeks in advance.

Which of the following actions would be the most effective to reach this duration compression given the
fact that the project has a limited budget ?

a) Immediately send technical workers to replace the local staff, to improve the efficiency.
b) Increase the workforce of the local staff, to speed up the project completion.

c) Focus on adding resource to activities on the critical path that have potential to reduce the
project duration.

d) Focus on adding more excavators at the site preparation and cranes for the modular
construction, as these are the critical resources.

Van Haren Publishing 193
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CRITICAL CHAIN METHOD (CMM)

The Critical Chain Method (CCM) is a modelling technique used to plan and schedule a set
of activities or projects. It is similar to the Critical Path Method (CPM), but takes into
account resources and their levelling, as well as the behaviour of the Project Manager (PM)
when estimating the duration of project activities.

The technique is based on the observation that activity time estimates for projects are
close to double the time required to complete the activities. Reasons that lead to a
delay can include not taking advantage of the early finish of an activity, pacing of the team
members to fill the time available for the completion of a task, waiting until the last moment
to really focus on the task at hand, etc.

The Critical Chain Method (CCM) assumes that a Project Manager’s (PM) estimates of
duration for activities are padded, and immediately proceeds to reduce them. Additional
buffers (project buffer, feeding buffer, resource buffer) are then added to account for
the reduction in project estimates.

Van Haren Publishing©
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./ CRITICAL CHAIN METHOD (CMM)

Reasons for delay CMM avoids STEPS

* Multitasking

» Student syndrome
* Parkinson Law

« Early finish

Build a CPM network diagram
Assign resources to tasks and level
resources
Reduce activity estimates 50%
Add buffers to the schedule
» Project buffer 25%: end of the project
» Feeding buffers 25%: divided between
the non critical chains

N —

P w

© Van Haren Publishing
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./° CRITICAL CHAIN METHOD (CMM)

60 weeks CPM ABCFG 70 weeks Resource Ievellmg ABCDG
oy . TN T T T T R N A N L T i | | oy s | R [ | || e |
wks + Resource A wks

RR= s B

C 15wks + Resource B C 15wks }
a D 10wks I A D 10wks m“"“ A
& E 10wks ~Resource A E 10wks :|Resource A
[ F 15wks Resource A F 15wks

G 10wks Resource B G 10wks Resource B
2 W swks Resource A 'f o Resource A 'f

I 20wks i-Resource € 1 20wks 3 F-Resource C———

52,5 weeks PrOJect buffer 25% + Feedmg buffer
70 weeks Duratlon 50% Iower+PrOJect buffer 50% s o Ot i | 8 W M | (e e G5 e o e |
et | o[ o | X G e | o £ | e e o | o | ; B % l ‘ . »
B 5wks D vaks ‘ ’
c 7,5 wks 1 E 5 wks 1
D 5wks l gl F 7.5 wks 1 .
e swhs ] l Feeding [5whs Feeding buffer 5W
F 7,5 wks — Buffer
- , ' . %
— s | fProject buffer 35W - 1 Y \
:r:id 35 wks Feeding  10wks .
::,f:; — Feeding buffer 10W Project buffer 17,5W

[

Buffer
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aj PM? Reference: 6.5 Outsourcing Plan

©2OUTSOURCING PLAN

Defines the what and how for any outsourced products or services.

PURPOSE

» Ensures that outsourced items fulfils the

project needs.
» Ensure the contractor commitment with
the project.

Organisational Business Case +
Procurement Project Charter
Procedures m
Project Project Work S \CE
Handbook Plan A

o Jo

STEPS

1. Identify what has to be outsourced.

2. List the evaluation criteria.

3. Identify the delivery method.

4. Provide a timeline.

5. Define roles & responsibilities.

6. Identify all contractors expected
deliverables.

@ Outsourcing
sP Plan
S

Van Haren Publishing

© 2OUTSOURCING PLAN

CONTENTS

* Procurement description: procured
items, training & manuals, ownership

rights, compatibility, other requirements.

*  Procurement method: method,
schedule of delivery, quality

management and post-delivery support

» Evaluation criteria: criteria & technical
capabilities.

« Governance: contractor interface,
responsibility for signing & approval.

PM?2 Reference: 6.5 Outsourcing Plan

(OPM2-07.P.TPL.v3.0.1).Outsourcing Plan

GUIDELINES

Selecting criteria: capability,
experience, other relevant items.
The Solution Provider reviews the plan.
Must be compliant with the organisation
rules & procedures.

Confirm any constraints (pre-agreements,
preferred suppliers . . .).

Deliverables Acceptance Process
should be documented at the contract.

previous

© Van Haren Publishing
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(?) QUESTIONS

Q34. Panagiotis is the project manager at the “Develop a new website for the ESM (European Stability
Mechanism)”. He works at WASP an IT Development organisation. For the first time on a project, he must
outsource part of the work and therefore he has no previous experience in procurement.

What of the following is not a critical element that must be included or managed in the Outsourcing Plan ?

QD

O T
_ ~ = —

o

o

Identify any constraints that may affect the outsourcing process.

Detailed selection evaluation criteria for the suppliers.

An exhaustive list of potential suppliers.

Integration management to ensure that the outsourced work fits seamlessly into the project.

Van Haren Publishing
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(?) QUESTIONS

Q35. Peter is the project manager at BUFU UK Traceability System project. He has just left a meeting in
which BUFU Headquarters has shown the new production plant visualization policy. Peter is mostly
concerned about a new standard that establishes a maximum height of 1,5m in any new acquired
machine. He’s wondering whether or not to include it at the project Outsourcing Plan?

Which would be the best way to act based on this new organization standard?

o

The maximum height should be included at the evaluation criteria for contractors of the
Outsourcing Plan. But not as a mandatory requirement, as it's likely that most suppliers might
not be able to comply it.

The best Peter can do is discuss it informally with the Business Manager and then take a
decision.

All organisational standards must be met, the maximum height must be included one of the
screening system criteria, as part of the Evaluation Criteria of the Outsourcing Plan.

The standard is meaningless, suppliers cannot be asked to reduce the height of their machines
to this value. It is not necessary to add the standard at the Outsourcing Plan.

© Van Haren Publishing
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PURPOSE

* Increase the chance that the
deliverables will be accepted by the

o P
(¥ =2 DELIVERABLES ACCEPTANCE PLAN

Documents the agreed criteria and approach fore deliverables acceptance.

STEPS

1. Define the approach, schedule &
tools.

client side. 2. Define the non-acceptance process.
« Resources involved in the acceptance 3. Define the level of formality.
will be used in an efficient way. 4. Define the roles & responsibilities.
5. Tailor the Deliverables Acceptance
Checklist.
Quality Project Work
Management Plan Plan 5\ % Deliverables Deliverables
: :}.& .‘ PEm Acceptance Acceptapce
H:r:(éfg;k Project Charter A R S Plan Checklist
aj PM2 Reference: 6.6 Deliverables Acceptance Plan Van Haren Publishing
o Pamng
©E2DELIVERABLES ACCEPTANCE PLAN
CONTENTS GUIDELINES
+ Deliverables acceptance objectives Ensure there is no duplication

» Deliverables acceptance approach
+ Define acceptance criteria & activities

» Acceptance criteria
* Acceptance activities
* Processes, tools & techniques
* Resources & expertise
+ Perform acceptance activities
* Accept/Reject deliverables
* Provisional acceptance
» Deliverables acceptance note
* Final project acceptance

PM?2 Reference: 6.6 Deliveables Acceptance Plan

o

(OPM2-08.P.TPL.v3.0.1).Deliverables Acceptance Plan

information at other plans.

The deliverables acceptance activities
must be included at the Project Work
Plan.

Deliverables acceptance activities may
happen at any time of the executing
phase.

© Van Haren Publishing
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.- DELIVERABLES ACCEPTANCE PLAN

UPF ENGINEERING GRADE - PROJECT MANAGEMENT SUBJECT

Acceptance Criteria

» All deliverables: format, contents, knowledge

* Project Charter video:

Universitat
Pompeu Fabra
Barcelona

upf.

Accept/Reject deliverables

Deliverable result

Forma ||\r accept

A+(10), A (9), B(B), C+ (7). C(8), C-(5)

accept

Provisionally

D (4), D- (3)

Reject

E (less than 3)

Excellent

Good

Fair

Insufficient

Project Core Team
presentation

All PCT members are introduced.

Some PCT members are
introduced

Only one PCT member is
introduced

No presentation

Project Title

The project title is stated

The project title is no stated

Executive summary

The project is described including
scope, schedule and cost and it's
well understood.

The project is described
including scope, schedule

and cost.

The project is described
including only two: scope,
schedule or cost.

The project is described
including only one: scope,
schedule or cost.

o

Van Haren Publishing
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(?) QUESTIONS

Q36. Inma, a senior project manager at INNOVA, is the project manager of a new product development
project. The Business Implementation Group has approached her as they have identified a key
requirement related with the compliance with EU Al Act ( the first regulation on artificial intelligence),
Biometric identification and categorization of people. The requirement has gone through the requirement
management processes and has formally been accepted.

Where should Inma document the required tests to validate the requirement acceptance ?

a) The tests should be incorporated at the Quality Management Plan, as the Project Core Team
manages the requirement’s quality.

b) The tests should be incorporated at the Deliverables Acceptance Plan, as the client side is
responsible of the requirements acceptance.

c) The tests should be incorporated at the Project Final Report, as an evidence that they have
been done.

d) The tests should be incorporated at the next Project Progress Report, as an evidence that the
requirement has been implemented.

© Van Haren Publishing
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©2TRANSITION PLAN

PURPOSE

state to the new one.

during the transition.
* Ensure a smooth transition.

benefits.
Project Change Project Work
Management Plan Plan
|mp?::‘:2ﬁts:ﬁ0n Business Case &
Plan Project Charter
—

aj PM? Reference: 6.7 Transition Plan

» Define the transitioning from the old

* Minimise the impact on the business

+ Key preparation to achieve the project

A

o Jo

Defines the pre-requisites of rolling out the new solution (project outputs).

STEPS

1. Identify the transition roles &

responsibilities.
2. Document what has to be

done

before and during the transition.

3. Define and schedule the responsibility
transfer from the SP to the PO.

4. Tailor the Transition Plan Checklist.

Transition Transition
Plan Checklist
S

Van Haren Publishing

©2TRANSITION PLAN
CONTENTS

* Introduction
+ Transition goals & activities
*+ Communication
» Specific transition activities
* Required backups
Environment management
Acceptance clearance
Testing
System & data conversion
Training
* Maintenance & support
» Transfer of responsibility
* Rollback scenario & plan
» Transition Checklist

PM2 Reference: 6.7 Transition Plan
(OPM2-09.P.TPL.v3.0.1).Transition Plan

GUIDELINES

Identify potential business interruptions

Ensure operations & mainten
are defined.

Formal announcement of th
end.

© Van Haren Publishing

ance needs

e start and
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(?) QUESTIONS

outputs.

implementation?

Van Haren Publishing

Q37. Elon, the project manager of BIG strategic initiative to merge two main technological systems into
one has successfully finished the project. All requirements were achieved, and the merged system
implementation tests were completed with no issues. But the users are struggling due to insufficient
training, delays in the suggested improvements and nobody really seems to be happy with the project

Which of the following is most likely to be the main reason of the current challenges after the project

a) Clearly there was insufficient project change management, as the users are still resistant to the
new merged systems.

b) The project core team focused on the technical solution but neglected the interface usability.

c) Lack of a dedicated transition management plan to seamless integrate the merged systems into
the business operations.

d) The most likely reason is an insufficient requirements gathering as the users are struggling with
the merged systems use.

207

e —

aj PM? Reference: 6.8 Business Implementation Plan

& 2BUSINESS IMPLEMENTATION PLAN

Outlines the impact of the project & outlines the required change management

STEPS

activities.
PURPOSE
* Increase the chance of achieving the 1.
outcomes and benefits.
» Support the resistance to the status 2.
change.
* Ensure the project outputs are 3.
integrated. 4.
5.
Quality Project Handbook &
Management Plan Project Work Plan a 9 @
] D @ &
Transition Plan Project Charter A R s

© Van Haren Publishing

Analyse the project impact
(processes, cultures & peoples).
Define the change management
activities & communication strategy.
Determine training needs.

Identify the post-project activities.
Tailor the Business Implementation
Plan Checklist.

Business Business
Implementation Implementation
Plan Checklist

208
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o P
(@)= BUSINESS IMPLEMENTATION PLAN

CONTENTS GUIDELINES
* Impact on processes * Integrate business implementation
* Impact on people activities in the Project Work Plan.
* Impact on the organisational culture -+ Identify potential resistance sources to
+ Strategies & activities the desired change.
« Communications strategies + The organisation must ensure all the
* Timing & milestones project outputs are effectively integrated
* Project promotion activities into the oprganisation.

» Change activities
* Benefits tracking
+ Training needs & activities

af PM? Reference: 6.8 Business Implementation Plan

Van Haren Publishing

(OPM2-10.P.TPL.v3.0.1). Business Implementation Plan

(?) QUESTIONS

Q38. FoodFoodCoop is cooperative located in Paris that has successfully created and implemented a
member-owned and operated food store as an alternative to commercial profit-oriented business. The
project manager, planned a transition with a one month overlap between the project end and the
operations start to smoothly introduce the new status to all 700 members that contribute with their labour.

Six months after one of the key benefits, the sales ratio per member is far to be achieved. The Appropriate
Governance Body is struggling to solve, and they ask advise to Arzella, a PM? Practitioner certified
member of the cooperative as a project management expert.

Based on the best management practices which would be your first guess?

a) A change management plan to increase the chances of achieving the desired project outcomes
and benefits was not planned.

b) The benefits set by the Appropriate Governance Body were unrealistic and need to be updated.
c) The project was not aligned with the members requirements.
d) The continuity was not planned, the pre-requisites of rolling out the new solution where not set.

aj © Van Haren Publishing 210
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o P
TRANSITION vs BUSINESS IMPLEMENTATION PLAN

Business Implementation Activities
Change

~ N7\

DESIRED

Project STATE
Qg BENEFITS
OoLD NEW
Transition Activities
Continuity
a/ PM2 Reference: 6.7 Transition Plan © Van Haren Publishing 211

@ TRANSITION & BUSINESS IMPLEMENTATION PLAN

We don’t need a

rollback scenario;
nothing can go
wrong. They are
just asking one to
annoy me.

Why is the client
complaining, |
explained them how
to operate the new
system. It’s their
problem it they were
not listening.

© Van Haren Publishing

Why should | care about
the project delivering
value, I'm the project

manager.

I’'m supposed to
deliver the project as
it was requested.
Once the project
finishes, I'm not
responsible
anymore.

Van Haren Publishing©
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&) Phase Gate RfE (Ready for Executing)

Approval gates at the end of the Planning Phase to approve moving to the Executing

Phase.

PURPOSE

* Ensure the project is ready to start the Executing
Phase.

« Control the project quality.

STEPS

1. The PM assess whether is ready to commence
the Executing Phase.

2. The PM seeks the PSC to approve the phase
gate.

AllPlanning | g (&)
=R g

A R

Phase artefacts

a/ PM2 Reference: 6.9 Phase Gate RfE Van Haren Publishing

Phase Exit
Review Checklist

213

{® Phase Gate RfE (Ready for Executing)
INITIATING : -.- CLOSING ARCHIVED

RfP RfE RfC

o

Planning Phase—Exit Checks Date | d 388
% of Phase Compliance 03 (2]
D D Answer _Score [ i
LT 1|15 the Stakeholder Matris complete with all the relewant names and contact details? T, 0 7
T i 2 Are all praject. and 7 Mo [i
Project Name —I 3 |5 the project Scope bioken-d ponents that allow Gf resources, N B
- k. effort and duration?
4TS i clear the link between project soope | deliverabies and work packages | aoivities  Lasks? o
E | Are project d businezs ion activities conzidered in the Praject work Flan? o
[ Are all the sctivities ! tacks assigned to someons? o
I were all the activities f task. drelared effort validated by the rask owner f d I
“Bre 3l project o0sts | sHor estmated and detaied 4t tazk level? i
e all project work pack ages, aotivilies and tasks sohedulzd? i
Is. o
ST Are project performance indicaiars and metrice definedr o
s the Project Wark. i i approved by the Project Stesring Committes (PSS o
Are all the. itemns [eg. i it defined as well as their frequency? o
Fias 2l Separate dooument of included in the o
5 the projest approach detailed and dosumented 1 a Froject Handbook? i
Has an escalation process been documented and tallored to risk, izzues and ch o
Fiaz 3 Project Change Plan been i, a2 3 separste includedin the o
Aire the rizk azzeszment thiezhalds defined, including the rizk, appetite? o
i% 2 Fisk. Fian ‘a3 a separate document of Inciuded i the Handboks o
15 anissue Flan documented, 32 3 separate document or included inhe Handbooks i
s there s Change Log in piace? o
Were ugﬁtlﬂle uirements, assurance activities and metric= defined and ag’?mued by the Proiecl Steering o
Ly i i e T, G5 o T O T e e 01 %
Are allthe deliverabies scceptance criteria, actiuities and metrics deAned and approwed by the Project Cuner o
ases Hiaz 3 Deliverables Acteptancs . 35 3 £ep: orincluded i o
Haz a configuration management procedurs been documentad? o
TS T, hal e i LS S T e oo Core eanr e e
27 A [ q
25 | P allupes of resourses (peapie, Soitware, inhastiuolure, Fasil s, GUESOUGErS, Materials, servioes, | il D
identified and their etfort and period estimated?
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(?) QUESTIONS

Q39. According to your organisation methodology, which is based on PM?, the project Planning Phase is
completed and ready to transition to the Execution Phase. Tomiko, the project manager, realizes that due
to an external factor that has been identified in this phase there is a major deviation from the approved
Business Case.

What is the next step Tomiko has to take before moving to the Executing Phase?

a) Asses if the Planning Phase goals have been achieved with the Phase Exit Review Checklist
and request the approval of the Project Steering Committee to move to the Executing Phase.

b) Due these major deviation at the Business Case, Tomiko has to asses if the project goals have
been archived, request the approval of the Project Steering Committee and also an additional
approval from the Appropriate Governance Body.

c) Before moving to the Executing Phase the Business Case must be revised by the Project
Steering Committee. Tomiko should hold a meeting to handle this issue before assessing of the
Planning Phase goals have been archived.

d) The issue with the Business Case will be handled once the Planning Phase is accepted as part
of the Executing activities. Tomiko should asses if the Planning Phase goals have been achieve
or not.

a/ Van Haren Publishing
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%\ PLANNING PHASE

“The plan is nothing,
planning is everything”

Eisenhower

aj © Van Haren Publishing
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Il GLOSSARY

sev: Planning Phase

=rv: Planning Kick-off Meeting

«pm Project Handbook

«pv: Requirement Management Plan
=pv: Project Change Management Plan
=em: Risk Management Plan

=ev: Quality Management Plan

wpmz [ssue Management Plan

=pv: Communications Management Plan
=pm: Project Stakeholder Matrix

«rv: Project Work Plan

=pw Qutsourcing Plan

=em: Deliverables Acceptance Plan

=em: Deliverables Acceptance Plan

«rm: Deliverables Acceptance Checklist

7. EXECUTING
PHASE

zpm: Transition Plan

zpm: Transition Checklist

«pm: Business Implementation Plan
=pv: Business Implementation Checklist
wpv: Ready for Executing (RfE)

s Phase Exit Review Checklist
zev: \Work Breakdown Structure
=em: Effort and Costs Estimates
zpm: Three-Point Estimates

«pm: Resource Leveling

=emz Critical Path Method (CPM)
=em: Critical Chain Method (CMM)

a/ © Van Haren Publishing 217
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EXECUTING PHASE LANDSCAPE

Project
drivers

Project Purpose
Core Team

« Carry the project activities as defined.
Project * Produce the project deliverables & ensure
Work Plan
they are accepted.
+ Coordinate the project core team.
EXECUTING + Inform the stakeholders about the project
performance.

Phase
inputs

Project
Phase

Phase
Outputs

Project
Deliverables

Phase Gates
Approvals

a’ PM2 Reference: 3.3 PM? Phase Drivers and Key Artefacts

 Erermiiive, Bl © Van Haren Publishing 219

EXECUTING PHASE ARTIFACTS

NO mandatory artefacts E MEETING DOCS : : PROJECT REPORTS :
: Meetings : : Project Progress :

1 Agendas i Report |

. : _ H 1 N ]
Slgqed off work assignments | el | ) |

* Audit Reports { [ ] 1) | A :
» Contractor Status Report e " !
i Project Status ‘

Change i \M 1

Request Form e e :

Monitor & Control

PM?2 Guide: The PM? Artefacts Landscape

’ PM?2 Reference: Appendix E.1 PM? Artefacts & Activities
\I Summarv and Diaarams

© Van Haren Publishing
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a/ PM2 Reference: 3.2.3 Executing Phase

EXECUTING PHASE IMPORTANCE

Follow the plans but always delivering value !!!

+ The dinosaur (the project) starts walking at the executing phase, planning in advanced

is the best to keep it on the track.

* We should follow the plans, but the goal of the project is delivering value/benefit. If

required request for changes.

+ This is the most time and cost consuming phase.
+ The project manager needs to coordinates the team.

* And keep the stakeholders engaged.

+ ALL DELIVERABLES ARE PRODUCED.

Van Haren Publishing
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o

EXECUTING PHASE STEPS

RfE (Ready for Executing)

FL—| Kick-Off Meetingl

T —= 4= === S
Sl [ Conduct meetings ] \I
2 | .

E I [ Assurelquality ] :
E : [ Create project reports ] I
© |
fd |
8 I [ Distribute information ] J
O ————— _I _____ T
Ensure deliverables

T acceptance

N |

wem: Kick-Off Agenda & MoM

=rv: Meetings’ Agenda & MoM
=pv: Audit reports

zem: Project reports

zrv: Deliverables Acceptance Note

wem: Phase Exit Review Checklist

Van Haren Publishing©
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7. Executing Phase

® EXECUTING KICK-OFF MEETING

Official start of the executing phase, ensure the team is aware of the what and how.

PURPOSE STEPS
« Start the execution with the project core 1. Plan the meeting.

team. 2. Present the Project Handbook and
« Ensure the team understands what must to Project Work Plan (and all the

be delivered and at which way.

standalone plans).

3. Clarify the team expectations.

4. Agree on the team’s ground rules.
5. Distribute the MoM within 2days.

prtoctpans | | e o :
L — B B O Minutes of
Project Project Work @EER @ € | Meeting (MoM)
Handbook Plan A R S
aj PM2 Reference: 7.1 Executing Kick-Off Meeting Van Haren Publishing

®) EXECUTING KICK-OFF MEETING

CONTENTS

* No specific contents.
+ Agenda:
» Date/Time/Location/Coordinator
* Participants
» Meeting objectives
* Agenda items/Time/Owner
* Related documents
* MoM:
» Date/Time/Location/Coordinator
Attendees
Meeting Agenda/Summary
Decisions taken/To Do ltems
Proposed Agenda for Next Meeting
Related documents

Ql PM2 Reference: 7.1 Executing Kick-Off Meeting

GUIDELINES

+ Key participants: PM, PCT, PMA* &
PSO*.

* Any issue, risk or decision should be
recorded at the relevant logs.

* Required if part of the project.

© Van Haren Publishing
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€ PROJECT COORDINATION

The process of managing and directing project activities and stakeholders.

project

PURPOSE STEPS
. . ) 1. Assign tasks to the PCT.
* Keep the team involved in the project. 2 Provide information of the
+ Support the team at the completion of ' progress.
the assigned wqu. 3. \Verify tasks completion.
* Manage the project core team. 4. Accept interim work deliverables.
. . Signed-off
\\H% w l% g ﬁ% assig::ents
A R S
aj PM2 Reference: 7.2 Project Coordination © Van Haren Publishing

€ PROJECT COORDINATION
GUIDELINES

» Coordination of the team.

* Provide leadership and motivate the project core team.

+ Manage the team dynamics.

* Provide leadership and motivate the team.

* Ensure smooth collaboration among team members using conflict
resolution, negotiating and people management techniques.

aj PM2 Reference: 7.2 Project Coordination © Van Haren Publishing
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/" FSNPA Model of Team Performance (Tuckman's Model)
m—ﬁ The FSNPA model was developed by Bruce Tuckman in 1965. He stated that any
—— groups goes through five different phases of team building before it can start
performing effectively. It is important for a project manager to understand theses
stages in order to guide the group towards an improved project team performance.
Forming: team members meet each other. Y ) )
Storming: differences and conflicts arise between Adjourning
members.
Norming: Teams settle down differences and Performing
start contributing.
Performing: The team performance level is at its
peak and team members are highly motivated. Forming Norming
Adjourning: Team members separate from each
other after completion of the project
Storming
Time
a/ PM? Reference: Project Management Tools & Techniques © Van Haren Publishing 227
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f STAKEHOLDER INTEREST/INFLUENCE MATRIX (SlIiM)

Managing the stakeholders through all
the project

High

PROTECT

a) ldentify new stakeholders, analyse
them using the SIIM.

b) ldentify changes at stakeholders’
interest or influence level.

c) ldentify changes at the team members,
especially the abrupt dismissals and
resignations.

INTEREST

Low

INFLUENCE High

a/ PM? Reference: Appendix C.3 Stakeholder Interest/Influence Matrix ~ © Van Haren Publishing
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@ STAKEHOLDER INTEREST/INFLUENCE MATRIX (SIIM)

“The Grey Party” 2024 European Parliament elections in Spain

—_—
) £
e

§ —
| 00 LS00
- PROTECT / °
) GOOD
I&J : ' @ RELATION
L
|l @0
LOW

§ PRIORITY MONITOR

"%  INFLUENCE 9"

[ ]

Shortly after the project started,
manager's interest in the project begins to wane. The
project manager notices this and starts paying
attention. Speaks to him often but doesn’t realize
what’s going one until someone mentions that he has
met with a competing political party.

The project manager immediately speaks with the
Product Owner, but just a week later he resigns from
his position to join the competing political party.

Is there anything the project manager could have
done differently? How and how much will it impact
the project ?

Van Haren Publishing
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(?) QUESTIONS

Q40. FoodFoodCoop is cooperative located in Paris that has successfully created and implemented a member-
owned and operated food store as an alternative to commercial profit-oriented business. One the benefits the
cooperative wants to achieve with this project is to revitalize the surrounding old neighborhood and promote food
sovereignty by creating activities for the residents. Halfway through the project the old neighborhood community
elects a new president. The project continues as planned and ends successfully.

Despite the programming and promotion of activities for the residents, the residents don’t attend them and the
objective of revitalizing the neighborhood is not being achieved.

Is there anything the Project Manager could have done differently to anticipate the outcomes of the project bien

achieved ?

a) The PM should have focused more on marketing efforts towards the old neighborhood community.
b) Achieving the project outcomes is not the PM responsibility, the project was a success, so it was well

managed.

c) Not really, the PM has no influence over the old neighborhood community.
d) The PM should have analysed the stakeholders during all the project. And also, at the appearance of a

new stakeholder (the new community president),

expectations

o

changes.

© Van Haren Publishing
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e
7Y PROJECT COORDINATION

Analyse the team dynamics of each project and which challenges the project manager
might face.

a/ PM? Reference: 7.2 Project Coordination

© Van Haren Publishing

| beums
- PROJECT COORDINATION

Universitat
UPF ENGINEERING GRADE - PROJECT MANAGEMENT SUBJECT  |upf.| rompeu Fabra
1st Team building —
workshop 4th Team Building
A - i worksho
» ) Y
'snmalliov
Chatuage = n
2nd Team building
sove Performing
Balancing you
Project Core Team
‘ e ~Formmg
Lessons learned
Final contest
Softskills ~ 3rd Team building Norming

workshop workshop
—— e 8

Decision making

Propoct Mamagmmet 2071

|1 Storming

Decision making

Stakeholder systemic Time
constellation

© Van Haren Publishing 232

Van Haren Publishing©



Certified PM? Practitioner by PM? GROUP Courseware

(?) QUESTIONS

Q41. Deepak works at Family Foundation DNA and he’s currently managing a project to create a
Psychological care from a gender perspective online training for Universities. He’s managing a
multicultural team with a great diversity of specialist technicians (educational, psychologist, gender, Scrom

).

Which is the best way Deepak can assure that during the transition from the Planning to the Executing
Phase the team remains on track ?

a) As the project manager he should undertake the critical tasks.

b) Delegate the responsibility to assign the tasks to the educational specialist, as the project is
focused for a university, he’ll better understand the requirements.

c) Assign tasks based on the team members expertise and the project work plan, while
coordinating their execution and monitoring the progress to ensure the goals achievement.

d) Clearly explain to the team how you will monitor the completion of assigned tasks, requesting a

daily report.
a/ © Van Haren Publishing 233
| Eewing
1®) QUALITY ASSURANCE
Gathering evidence that proves the project work is following the established quality
standards.
PURPOSE GUIDELINES
» Assure the process quality. » The project quality assurance (PQA) establishes
» Verify the performance and the QA standards & reviews the project outputs.
compliance of project (and project « Main QA activities are Audits.
management) activities with the + The QA activities are part of the Project Work
defined quality requirements. Plan.

* The Project Core Team must adhere to the
quality standards.

Quality . . .
Management PFOJ?:?;r\:Vork 8 B8 9 RAud:': Pro;e:tthgs
Plan dh SR M eports (updated)
A R S
a] PM?2 Reference: 7.3 Quality Assurance © Van Haren Publishing 234
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(?) QUESTIONS

Q42. SCOCCERKIDS which aims to improve school attendance ratio in marginal neighborhoods through
sport activities is dealing with a project at Sao Paolo for the first time. Sally, the project manager, has
based the quality management plan on similar projects plans. Although this measure, the main KPIs the

Sports sessions assistants and % of girls at

Which should be the first action Sally, the pr

the sessions, are not being achieved.

oject manager, should take ?

a) Gather evidence of whether the project is following the quality management plan and other

organisation standards or not.

b) Improve the current quality management plan as its clear that the measure of using the previous

plans is not effective.

c) Ask the PQA to perform a quality audit to the related processes.
d) Carry out a quality circle, a continuous improvement activity, with the team to improve the

related processes.

Van Haren Publishing
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® PROJECT REPORTING

Document & summarise the project progress to communicate it to relevant

stakeholders.
PURPOSE

+ Communicate project performance

consolidated information to the
appropriate stakeholders.

» Input for project control and decision-

making.
Communications Project
Management Plan Handbook
Project Logs & Project Work
Checklists Plan

aj PM?2 Reference: 7.4 Project Reporting

STEPS

Project Handbook and/or

1. List all the required reports in the

Communications Management Plan.

@ N

Ensure the reports are fit for purpose .
Create Ad Hoc reports to address

specific reporting needs (crisis . . .).

Project

Reports

>0
x o
whe

© Van Haren Publishing
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® PROJECT REPORTING
REPORTS

* Project Status Report: one page report

of the project status.

* Project Progress Report: high-level

overview of the entire project.

* Quality Review Report: overview of

the quality management activities
statues.

« Contractor Status Report: status of

the contractor work and forecasts

GUIDELINES

Tailored to the stakeholders needs of

information and communication (content,

form, detail, formal/informal, . ..).

* Information: scope, schedule, effort/cost,

outsourcing.
+ May also contain indicators (EVM) and

* Custom or Ad Hoc Reports: any other
required report defined at the Planning

Phase,

a/ PM2 Reference: 7.4. Project Reporting

Van Haren Publishing

metrics.

quality, risks, issues, project changes and

® PROJECT REPORTING

Project Progress Report

TABLE OF CONTENTS
1 PROJECT OVERVIEW

1.1 Executive Summary

1.2 Project Stakehold

1.3 Milestones and Deliverables

1.5 Budget and Costs.

2 PROJECT DETAILS

2.1 Scope Changes
2.2 Major Risks and Actions Taken.

2.5 Achievement:

4

4

4

5

1.4 Project Plan (per Work Package) 5
6

7

7

7

2.3 Major Issues and Actions Taken 8
2.4 Other On-going and Planned Actions 9
9

10

APPENDIX 1: REFERENCES AND RELATED DOCUMENTS

o

Project Status Report

Project Status Report
Project:

Project phase:
Reporting period: to

wE

OVERALL STATUS: Green/

/Red

PROJECT PROGRESS.

Project Owner (PO); <Name>
Busing er (BM]; <Nar

Soluti ame>
Proiect Manager (PM): <Name>

1

Initiating_| _Pl:

nnnnn ing | Closing

TR
Menitor & Control

PROJECT INDICATORS

MILESTONES

PROJECT INDICATORS (AT CURRENT STATE)

[Red

RisKs (INPUT FROM

Status. 5
e <

Risk LOG)

fRed

ACTIVITIES PERFORMED AND PLANNED
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7. Executing Phase

(?) QUESTIONS

Q43. Vasili is the Project Manager of Project XYZ, its complex technical project with a budget of
1,500,000€ and more than 40 different stakeholders. Due to these circumstances Vasili has taken very
seriously the reporting strategy, creating ten stakeholders’ groups to address the specific reporting needs.
And has also created five different reporting categories and a specific reporting template for each.

It's been a month since the executing phase started, and the situation is chaotic. Stakeholders are
receiving reports that they don't understand, with too much detailed information and no relevant for them,
and even in different formats.

What should Vasili do to improve this situation?

a) Simplify the reporting strategy, by adopting the same project comprehensive reporting template
used at the standard projects at the firm.

b) Modify the reporting strategy, by eliminating most of the reports and increasing the number of
meetings for a better comprehension.

c) Most likely the reports were mixed up in the distribution. Make sure the PSO understands well
the strategy.

d) Simplify the reporting strategy, combining some of the categories or groups, as well as changing
the templates to focus on the essential relevant information required.

Van Haren Publishing
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f EARNED VALUE MANAGEMENT (EVM)

TN

o

Earned Value Management is a technique used to monitor and control the
performance of projects, providing an objective view of performance based on the
project financials. Both cost and value are measured in terms of cost units.
Provides relatively objective metrics—or key performance indicators—to proactively
manage project performance. Some indicators reflect on progress or deviations, while
other indicators focus on forecasting total budget deviation. or on the productivity
levels required to complete the project on schedule.

The principal metrics being used are the Planned Value, the Actual Cost, and the
Earned Value. Through the combination of the above metrics we can have various
KPIs, e.g. Schedule Variance and Schedule performance Index, Cost Variance
and Cost Performance Index or even more advanced ones for forecasting future
project performance, like the Estimate at Completion, the Estimate to Complete
and the To Complete Performance Index.

Van Haren Publishing©
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f EARNED VALUE MANAGEMENT (EVM)

Abbr. [ Name Formula Interpretation

SV Schedule Variance SV=EV-PV If SV>0 then the project is ahead of schedule
If SV=0 then the project is on schedule
If SV<0 then the project is behind schedule

SPI Schedule Performance | SPI =EV/ PV SPI<1 the project is progressing slower than forecasted.
Index SPI=1 the project is progressing accordingly
SPI>1 the project is progressing faster than forecasted.
CcVv Cost Variance CV =EV-AC If CV>0 then the project is under budget

If CV=0 then the project is on budget
If CV<0 then the project is above budget

CPI Cost Performance Index | CV =EV /AC CPI<1 the spending is over plan
CPI=1 the spending is according to plan
CPI>1 the spending is under plan

ETC Estimate to Complete 1. ETC=BAC-EV 1. Assumes that the remaining work will go as planned.
2. Assumes that the remaining work spending rate will be the same.
3. Assumes that the remaining work needs to be re-estimated.

EAC Estimate at Completion | EAC = AC + ETC Represents the forecast budget.
TCPI To complete TCPI = (BAC - EV)/ (EAC - AC) TCPI > 1 the actual performance must be improved to reach the EAC
performance index TCPI < 1 the actual performance can be lower to reach the EAC

o

| Eeowng
/ EARNED VALUE MANAGEMENT (EVM)

Your project is to develop a project training course for your organization. You have planned eight weeks of work,
with the same job load each week and of cost of 8.000€ each week ( a team of four working 20h/week * 100€/h).
Today is the end of week 4. Using the chart below, calculate the variance and performance indicators and
interpret the results.

Task Week 1 Week 2 Week 3 Week 4 Comments

Week 1 | Completed Storming phase, conflicts.
100h
Week 2 Completed Improving the conflicts.
90h
Week 3 Completed Almost as planned, the PM
85h doing a great job.

Week 4 50% Done | Team doing multitasking

60h plus several quality errors.

o

Van Haren Publishing©
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7. Executing Phase

@EARNED VALUE MANAGEMENT (EVM)

Earned Value Management CP1&SPI . Analyse the

800.000€ 140 .

700.000€ %20 d Iffe rence
120

600.000€

500.000¢€ o between eaCh
1,00

400.000€ 030 H

\/\/ project
0,70

progress.

100.000¢ 0,50

(17 040
M1 M2 M M4 M5 M M7 M8 M1 M2 M3 Ma M5 M8 M7 M8
e — = + Make a
forecast of the
Earned Value Management CPI &SPI .

final budget.

700.000€ 1.80
1,20

600.000€
1,10

500.000€ 1,00

400.000€ 0,80

300.000€ 0,80
0,70

200.000€ 050

100.000€ 0,50

[+ 0.40
M1 M2 M3 Ma M5 M8 M7 M8 M1 M2 M3 M4 M5 M6 M7 M8
— P —C —EV —CP| ——SP| =———

a/ PM2 Reference: Appendix C.12 Earned Value Management (EVM9

© Van Haren Publishing
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f EARNED VALUE MANAGEMENT (EVM)

[

© Van Haren Publishing
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o Eewig

f EARNED VALUE MANAGEMENT (EVM)

TIPS

+ SPI & SV —not expressed in time units.

* EVM does not consider qualitative elements.

* EV % complete - its accuracy is a key element, depends on the WBS detail

and the PM & PCT experience.

« EV calculation - upfront, discrete effort, apportioned effort or level of effort.

a/ © Van Haren Publishing 245
| Beang

(?) QUESTIONS

Q44. Panagiotis is the Project Manager at “Develop a new website for the ESM (European Stability
Mechanism)”. It's a six-month project with a cost baseline of 300,000€. At the fourth month of the project
the earned value management shows the following values: Planned Value (PV) 200,000€, Actual Cost
(AC) 190,000€ and Earned Value (EV) 175,000<€.

The product owner is proud of these values, as the project is performing well. The project cost is lower
than the planned one. How should Panagiotis answer to this statement ?

a) The project is behind schedule and over budget. We should be investigating the causes and
implement corrective measures.

b) The project is behind schedule but under budget. The product owner is right to be proud as cost
is the most important element at the project.

c) The project is ahead of schedule and under budget. The product owner is right to be proud.

d) The project is behind schedule and over budget. As we still have two months to go, there’s no
need to worry the product owner.

aj © Van Haren Publishing
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7. Executing Phase

(?) QUESTIONS

Q45. Panagiotis is the Project Manager at “Develop a new website for the ESM (European Stability
Mechanism)”. It's a six-month project with a cost baseline of 300,000€. At the fourth month of the project
the earned value management shows the following values: Planned Value (PV) 200,000€, Actual Cost
(AC) 190,000€ and Earned Value (EV) 175,000€.

The product owner asks Panagiotis to provide him with the required TCPI to finish the project as planned.
Which statement would be correct?

a) The required TCPI is 0,88. The project should meaningfully increase its efficiency.
b) The required TCPIl is 0,97. . The project should slightly increase its efficiency.
c) The required TCPI is 1,13. The project should slightly increase its efficiency.
d) The required TCPI is 1,5. The project should meaningfully increase its efficiency.
a/ Van Haren Publishing 247

| B
&) INFORMATION DISTRIBUTION
Keep project stakeholders informed about relevant project details.
GUIDELINES STEPS
* Relevant information should be 1. Carry out the tasks & send out the
communicated at the right time and Projects Reports as detailed at the
appropriate format. Communications Management Plan.
* Ensure meetings are frequent enough to 2. Inform & communicate updates at key
distribute information. documents.
» Project Support Office (PSO) manages 3. Send of reports.
internal communication.
. Communications
Project Logs =
—— Management Plan a 5} F%jﬁ . o -
D & <?;J§f> Information Distribution
Proje:\:/ltolgi ports Project Work Plan A R \H/
J
a] PM2 Reference: 7.5 Information Distribution © Van Haren Publishing
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| ey
Q46. The Solution Provider of the UPF Engineering Grade Project Management Subject receives a
complain of one of the team members, Viktor. The team member claims that he is not receiving updates of
the project. The Solution Provider discusses it with Chen, the Project Manager, who explains that all
Minutes of Meetings (MoM) are sent to all the team members.
Which is most likely to be the root-cause of this issue ?
a) Viktor should be discussing this issue with Chen, the project manager.
b) The team is holding informal meetings during class time, which Viktor is not attending.
c) The meetings frequency should be increased so that all members are well informed.
d) The team is using English as the base language for the project.
a/ Van Haren Publishing 249
rore| =
1® Phase Gate RfC (Ready for Closing)
Approval gates at the end of the Executingg Phase to approve moving to the Closing
Phase.
PURPOSE
* Assess that the Executing Phase goals are achieved, all planned activities carried
out, all requirements have been met and all the project outputs delivered.
+ Control the project quality.
STEPS
1. The PM assess whether is ready to commence the Closing Phase.
2. The PM ensures the PO has accepted all the deliverables or at least temporary.
3. The PM seeks the PSC to approve the last phase gate.
AlE i ™ Phase Exit
xecuting S % Review
Phase Plans "SColl Checklist
A R
a/ PM2 Reference: 7.6 Phase Gate RfC © Van Haren Publishing 250
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7. Executing Phase

&) Phase Gate RfC (Ready for Closing)

RfP RfE

“Answier re ‘Comments

fect Woik Plari?

TIaFOT
e 3

GEEE

olzizz = ZEzzz =
o|aicizi o claas o

(?) QUESTIONS

o

Q47. Elon, the project manager of BIG strategic initiative to merge two main technological systems into
one has reached the end of the executing phase. Elon has verified that all planned activities have been
carried out, that all requirements have been met and that the project’s outputs have been fully delivered.
But he is struggling with ensuring that all the deliverables have been accepted. The Appropriate
Governance Body (AGB) is pushing him to accelerate as much as possible the phase closing.

What would be Elon’s best option to move on to the Closing Phase ?

a) Ask the Project Steering Committee to authorize the Executing Phase closing, even if not all
deliverables have been accepted.

b) Explain the Appropriate Governance Body (AGB) that it's not possible to move on to the Closing
Phase until all the deliverables are accepted.

c) Obtain a commitment from the PO to provisionally accept the deliverables pending to accept.
d) Ask the Appropriate Governance Body (AGB) to accepted the pending deliverables.

© Van Haren Publishing
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Il GLOSSARY

wem: Executing Phase

=ew: Executing Kick-off Meeting
=em: Project Coordination

=em: Signed-off work assignments
=em: Quality Assurance

=ev: Audit Reports

«pm Project Reporting

«pv Project Status Report

«pv: Project Progress Report

=pm: Quality Review Report

=ew: Contractor Status Report

=pm: Information Distribution

=pw Phase Gate RfC (Ready for Closing)

e/ © Van Haren Publishing
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8. CLOSING PHASE

COU: SEWARE
©2023 - All training materials are sole property of Van Haren Publishing BV

and are not to be reproduced in any form or shape without written permission.
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8. Closing Phase

CLOSING PHASE LANDSCAPE

Project Project Objectives
drivers Stakeholders

evaluate

+ Formal closure of the project.

De';\:giret; * Project deliverables transfer to the Project
apies Owner.

+ Confirm the project success.

+ Celebrate the project ending.

Project
Phase

Phase
Outputs

Project-End
Report

Phase Gates
Approvals

a, PM2 Reference: 3.3 PM? Phase Drivers and Key Artefacts

3 Closing Phase © Van Haren Publishing 255

CLOSING PHASE ARTIFACTS

No mandatory artefacts

Project-End ‘
Report

» Project Acceptance Note (if required)

Initiating, Planning Executing
Monitor & Control

PM?2 Guide: The PM? Artefacts Landscape

‘ PM?2 Reference: Appendix E.1 PM? Artefacts & Activities
\l Summarv and Diaarams

© Van Haren Publishing
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Closing

CLOSING PHASE IMPORTANCE

Creating knowledge for future projects.

» Final project performance review.

» Knowledge for future projects is captured.

» Ensure the finished deliverables are transferred to the Project Owner (care, custody
and control).

» All documentation and records are available for future projects. :

* Formal closing. ¥ s ¥

4‘-.:_.;»'
.

LI4 p 9y,

”“ﬁ;“

This Photo by Unknown Author is licensed under CC BY-NC
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o

Closing

CLOSING PHASE STEPS

RfC (Ready for Closing)

Project-End = Project-End Review Agenda & MoM
Review Meeting

1
Capture lessons learned &
post-project recommendations
1
Final project
acceptance
1
Release resources
1
Archive project =rv: Project Archive

IPM2

r2pM2

End of project = Phase Exit Review Checklist

Van Haren Publishing©
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Closing

©® PROJECT-END REVIEW MEETING

Final meeting to discuss how the project has gone.

PURPOSE PARTICIPANTS

* Ensure project members discuss their
experience of the project so that Lessons
Learned and best practices can be
captured.

» Evaluate team and contractor performance.

* Evaluate team and contractor ideas and

Organizes: project manager
Required attendance: project core team,
product owner, business manager

* Optional: other stakeholders

recommendations.
All project Business Case & - e == ~
| Project Charter . ] _

plans j 8s 5 % Project-End Lessons Legrned 1
SER G | Reviow (Mot | | &PostProect |
Project Logs Project Project Handbook & R S view ( ) I Recommendations ]

Reports Project Work Plan A N e e e e - =

J
aj PM2 Reference: 8.1 Project-End Review Meeting Van Haren Publishing

Closing

® PROJECT-END REVIEW MEETING
STEPS

Plan the meeting.

PO expresses appreciation.

Show the project performance & achievements.

Discuss the project experience, problems and challenges.
Discuss lessons learned & best practices.

arwbd~

After the meeting:
1. Compile Lessons Learned and Post-Project Recommendations.
2. Produce the Project-End Report.

aj PM2 Reference: 8.1 Project-End Review Meeting © Van Haren Publishing
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We gave up Project-
End Review project
meetings, they were a
complete disaster.
Only arguments and
complaints.

As the PM | don't like
to waste time, so at
the Project-End
Review meeting |
present the results
and at the end we talk

@ PROJECT-END REVIEW MEETING

After all the pain during
the project execution is
time for pleasure. The
Project-End Review
Meeting is party time for
us.

The Project-End
Review Meeting is
vital, so we invite all
the stakeholders and

Q)

PURPOSE

been closed.

o

Recommendations

PM?2 Reference: 8.2 Lessons Learned and Post-Project

for about 10 minutes Spendd?” the.
about lessons mornlllntg lstﬁussmg
learned. all together.
Van Haren Publishing 261
Closing

» Avoid possible mistakes and to repeat
positive actions in future projects.

» Suggest courses of action to improve
project deliverables after the project has

> lgbg
x o
wjo

—~ LESSONS LEARNED AND POST-PROJECT
RECOMMENDATIONS

Benefit from the experience acquired during the project.

PARTICIPANTS

* Organizes: project manager
* Required attendance: project core team,
business manager.

* Invited:
provider.

project

owner &

* Optional: other stakeholders

© Van Haren Publishing
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Closing

5 LESSONS LEARNED AND POST-PROJECT
¢ RECOMMENDATIONS

GUIDELINES

» Should be part of the Project-End Review Meeting, but multiple sessions could be
held by areas.

+ The facilitation should be done by somebody external; the Project Manager should
contribute as a participant.

» The discussion should be structured and go through all the project aspects.

Lessons Learned, improvement opportunities and Post-Project
Recommendations should be captured as they come up during the project.
Optionally: at the end of project phases or major milestones.

. PM2 Reference: 8.2 Lessons Learned and Post-Project
\I Recommendations

© Van Haren Publishing

Closing
— LESSONS LEARNED Universitat
upf Pompeu Fabra
Barcelona
UPF ENGINEERING GRADE - PROJECT MANAGEMENT SUBJECT
4 2018419 l 2022-23
™ ) 7. Support the PO & BM at the PIR
® Z0 Positive presential or semi presential mode © 10 More challenges & more detaded
‘w 0 15Too many people st tne prasentizimoze 1, Teams no bigger than 6 | ®15No mandatory assistance
sy W ©4Demotmewasrotcontreled 2 Strict demo time control PROJECT { © 20 Technical project
@ 12nenecnnicproee - 3. Change to technical projects :
£ - - iooso \ © 12Real project
‘<. @ 5 Real project | e
‘u‘ © 24 Autonemy .'-M
H posmverzznaack |o—| @8 Lovetnecandies. . | H posmvereEosack Jo—{ @11 Lovethecandies ... |
- wosksHoes Jo—| @12Nsusers | 4. Optional H work swops Jo—| @everyuset | g, Working sessions
- REsOURCEs |o—| @2Netenoushspaczzcas: | 5. Classroom capacity control + RESOURCES |o—{ ©20Tuesday ciass finishing time at 20:30h |
{Lcasts Jo—{ @ 14Need o expisin how o prapare s case | | cases || @2tam=ien | 9. Update cases
6. Additional class “how to prepare a case”

© Van Haren Publishing

’ PM2 Reference: 8.2 Lessons Learned and Post-Project
V. Recommendations
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Closing

T)YLESSONS LEARNED
LESSONS LEARNED GRID

A Success

« Based on your own projects identify
lessons learned for each quadrant:

i

* Success planned

» Success unplanned
* Failure planned

* Failure unplanned

Ll

V Failure

a/ © Van Haren Publishing
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Closing

(?) QUESTIONS

Q48. Inma, a senior project manager at INNOVA, is the project manager of a new product development
project. It's the organization first multicultural project and after facing a lot of communications issues they
have established two rules for the project core team:

» Establish a project glossary with all them main elements in order to avoid misunderstandings.

* Establish English as the standard language for all written communications (e-mails, reports,
documents . . .) and keep local languages for verbal communications.

The rules were effective and solved all the communications issues. What’s the most important thing Inma
should do with these tow rules ?

a) Include them as lessons learned as soon as she organizes a lesson learned meeting.
b) As it has become global knowledge at the organisation, she doesn’t need to do anything.
c) Send an email to all the Project Support Office sharing this information.
d) Explain the rules at the next Project Manager’s meeting.
aj © Van Haren Publishing
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8. Closing Phase

Closing

©® PROJECT-END REPORT

Report describing how the project has gone and what has been learnt.

PURPOSE GUIDELINES

* Produce a well-rounded and comprehensive

» Gather the project experience, :
project assessment.

performance, lessons learned and
post-project recommendations. PARTICIPANTS
* Be part of the organisation

knowledge. * Writer: Project Manager

* Provides input & assistance: Project Core
Team & Project Quality Assurance

Quality Assurance

& Control outputs Project-End B & 9 Project-End
Review (MoM) ‘? ? ﬁgl Report

Project Reports
.

aj PM? Reference: 8.3 Project-End Report Van Haren Publishing

Closing

® PROJECT-END REPORT
CONTENTS

* Introduction
* Project Success
» Effectiveness & Project Evaluation
* Project Management Evaluation
*  Overall
* Risk Management/ Stakeholder Management / Project Communications
» Issues and Conflict Resolution / Deliverables Acceptance
* Project Transition
* Business Implementation
* Governance and Team Evaluation
» Performance of the Participating Organisation and the Project Core Team
* Lessons Learned and Best Practices
* Post Project Recommendations

' PM2 Reference: 8.3 Project-End Report
Vv (OPM2-33.C.TPL.v3.0.1).Proiect End Report.

© Van Haren Publishing
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(?) QUESTIONS

Closing

Q49. Tarig, a project manager at BRICKS?, is working on a critical hollow brick turnkey project with a
traditional tunnel kiln. The project is almost completed, in fact, he has just left the Project-End Review
meeting that has ended successfully. Some hours later the company owner approaches him and starts
explaining him that some key requirements are still pending and that they should be completed before the

projects finishes.

What should Tariq do?

a) Explain the company owner that the project has officially concluded so no further changes can
be made. That any additional job should be addressed through a new project.

b) It's the company owner, so Tariq should start working on the issue as soon as possible going
back to the executing phase.

c) Recall the Project-End Review meeting and discuss this issue between all the team members.

d) Analyse the stakeholder issues, assess its impact and discuss it with the Project Owner to
determine the best course of action.

Van Haren Publishing 269

Closing

©® ADMINISTRATIVE CLOSURE

Formal project closure.

PURPOSE

» Ensure all project activities are
concluded before officially closing the

STEPS

1. List all the required reports in the
Project Handbook and/or

project. Communications Management Plan.
» Formal transfer of the project outputs to 2. Ensure the reports are fit for purpose .
the Product owner. 3. Create Ad Hoc reports to address
* Project documentation available for specific reporting needs (crisis . . .).
future projects.
All other plans & Project Project
documents Handbook .% g PSO Acceptance Project Archive
ManaQuaIity Project Work A R s Note (if required) (updated)
gement Plan Plan

a] PM?2 Reference: 8.4 Administrative

© Van Haren Publishing
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©® ADMINISTRATIVE CLOSURE

PARTICIPANTS

* Project Manager: oversees the closure
and releases the resources.

* Product Owner: approves and accepts
the project.

* Project Support Office: assists in
reviewing, organising and archiving the
project documentation.

Closing

GUIDELINES

* Projects cannot be reopened.

+ The administrative closure shouldn’t be
postponed.

» All projects need to be formally closed.

* Documentation should be organized and
securely archived (backups and access
control).

a/ PM2 Reference: 8.4 Administrative Van Haren Publishing

(?) QUESTIONS

almost non-existent.

that their complains are not appropriate.

Manager Assistant.

Closing

Q50. Marina is the Project Support Office manager at BUFU UK. She’s receiving a lot of complains
regarding the project’'s managed by Peter. The other project managers comment that when they must
have to refer to projects managed by him, they are unable to find the documentation or if there is any, it is

What should Marina do considering that Peter is one of your best project managers?

a) Suggest the other project managers that the Administrative Closure is not really relevant and
b) Explain Peter the importance of completing the Administrative Closure correctly, highlighting that
it has a high impact on the future projects are his colleague's job.

c) Acknowledge that Peter is not good at Administrative Closure and delegate it to the Project

d) Support Peter at his project’s Administrative Closure-

aj © Van Haren Publishing 272
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Closing

(?) QUESTIONS

Q51. Deepak, a project manager at Family Foundation DNA, has completed the project Psychological
care from a gender perspective online training for Universities. The project was completed one month ago
and approved and transferred to the Project Owner. Since the project was moved to operations the users
started complaining about issues with the access of the student's performance. The project owner
contacts you and suggests you reopen the project and correct these issues.

How should Deepak deal with this critical situation ?

a) Agree with the project owner and reopen the project to correct the issue.

b) Tell the project owner that the project has been officially closed and the issue is out of your
responsibility. A new project should be started, or the operations team should deal with it.

c) Suggest a meeting with the users and the project owner to analyse the issue and decide how to
proceed.

d) Log the issue at the project issue log and proceed as described at the project handbook.

a/ Van Haren Publishing

Closing

®) Closing Checklist

RfP RfE RfC

Closing Phase-Exit Checks Date:]

% of Phase Compliance

o%
# Description Answer Score
No

1_|Did a Project End Review Meeting take place?

losed?

Total score for compliance o [

Van Haren Publishing©
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9. Monitor and control activities

Closing

Il GLOSSARY

= Closing Phase

«pv: Project-End Review Meeting
«rm | essons Learned

wem: Post-Project Recommendations
«pv Project-End Report

«pv: Administrative Closure

«pm Project Acceptance Note

«pm: Projects Archive

«pm: Closing Checklist

a/ © Van Haren Publishing 275
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L

MONITOR & CONTROL LANDSCAPE

Purpose

» Execute the management processes.
MONITOR & CONTROL: track the project progress against the baseline and control

Project B’Ojr?:t Project Project St:ﬁzfdters
: wner i
drivers Initiates Manager LS ioam evaluzte

Project Initiation
Request

Phase Business Project Project Project
inputs Charter Work Plan Deliverables
Project \ PLANNING EXECUTING

Phase

Project Handbook
& .
Outputs Charter Project Work Plan Deliverables

Phase Project Project

Phase Gates

Approvals

PM2 Reference: 3.3 PM? Phase Drivers and Key Artefacts
9 Monitor & Control

© Van Haren Publishing 277

LV

MONITOR & CONTROL ARTIFACTS

No mandatory artefacts _
* Audit Reports

* Requirements Document * Quality Review Reports
« Change Request Form » Deliverables Acceptance Note

Initiating Planning Executing

Monitor & Control
- / : | ........... X
PROJECT LOGS : CHECKLISTS

Phese-ext Quanity Stakenckders

Change Log ‘ Risk Log ‘ Pl fxiotes) | o e | R Covcit | Chocit
e ) _— B g e
Iisoe Log ‘ “"“““’“‘ Aeceprce il | e
L —L _— ' Checkst Checkist

PM?2 Guide: The PM? Artefacts Landscape

PM?2 Reference: Appendix E.1 PM? Artefacts & Activities

Evtratarmn sl Dot © Van Haren Publishing
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 MONTOR&.CONTROL -
MONITOR & CONTROL IMPORTANCE

Monitor if you follow the plans and take corrective actions to take control !!!

+ Executing the management plans from the point of view of the project manager.

* Links the management plans and keeps them integrated in a whole.

» Provides information on the project performance against the baselines towards be able to
monitor and decide on corrective actions for any deviations from the plan.

« Controls the project management quality.

» Create records of the project information.

“You cannot manage what you cannot
measure...and what gets measured gets

done.”
Bill Hewlett, Hewlett Packard

a/ PM2 Reference: 3.2.5 Monitor & Control © Van Haren Publishing

| MONTORCONTROL
MONITOR & CONTROL ACTIVITIES

MANAGE MONITOR CONTROL

Manage Stakeholders

N

Control Schedule ]

[ Monitor project ]

Manage Requirements performance

Manage Project Change [ Control Cost ]

s Project Work Plan
(tracked)

)
)
)
Manage Risk ]
Manage Issues & Decisions |
Manage Quality ]
Manage Deliverables ]
)

)

zrvt Project Logs
(updated)

wn: Project Work Plan
L — — —(pdated) _ _ _ _

Acceptance
Manage Transition

Manage Business
Implementation

Manage Outsourcing

Ir—,ﬁr—/—\f_\f—f—f—'_\'_\

a] PM2 Reference: 9. Monitor & Control © Van Haren Publishing
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MANAGE ACTIVITIES

seve Stakeholder Matrix (updated)
sew: Stakeholder Checklist / Issue & Decision Logs

s Requirements Document
sew Project Work Plan (updated) / Project Logs (updated)

=pw Change Request Form
zem: Project Work Plan (updated) / Change Log (updated)

= Risk Log (updated)

=rw Decision & Issue Log (updated)

asem Phase Exit Review & Quality Review Checklist

M lit
anage Quality sew Audit & Quality Review Reports

wew Deliverables Acceptance Checklist & Note

Manage Deliverables ]
=eve Decision Log (updated)

Acceptance

af PM? Reference: 9. Monitor & Control © Van Haren Publishing

~ MONTOR&CONTROL
e
¥ MONITOR PROJECT PERFORMANCE
Collect information about the state of the project’s progress
PURPOSE STEPS
« Gather information on: 1. Use the baselined Project Work Plan
e Tasks as a reference.
« Key outputs 2. Exchange information about the
» Resource utilisation project current status and next steps
* Logs with the PCT.
+ People 3. Gather information.
4. Use the EVM Technique.
Quality Checklist Pr:"je"t '
LT e g g [PRSTRR
Project Reports Project Work o I (tracked)
& MoM Plan (baselined) A R
J

af PM?2 Reference: 9.1 Monitor Project Performance © Van Haren Publishing
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| MONTOR& CONTROL
R\ —
) MONITOR PROJECT PERFORMANCE )
< (A
. . . . [ I
“The Grey Party” 2024 European Parliament elections in Spain l@_}& .&—/ﬁ
SRR . .
\x=/ Which key performance index would you sue to track the
o project progress during the second executing phase:
European Executive Commission CAM PAIGN ?
:l:ih:m( Jan 15t Feb 19t Mar 25t Jun 17t ~ Jun 29t
-
W“ Election Campaign starts Apr 17‘“AEIection's Day Jun 9th A

Success criteria:
achieve a minimum
of 6 seats

a/ © Van Haren Publishing 283

| MONITOR& CONTROL
1§) CONTROL SCHEDULE
Track the project tasks and ensure the deadlines are met.
PURPOSE STEPS
* Ensure that project 1. Track the evolution of project tasks.
tasks are carried out 2. Update the project schedule to reflect the actual status.
as scheduled and 3. Review the PWP to identify potential sources of delays.
that project 4. Track project changes, issues and risks, and monitor their impact
deadlines are met. on the project schedule.
5. Implement corrective actions if the schedule status has significant
deviations.

6. Inform affected project stakeholders about changes to the project
schedule and/or tasks.

Change Log Project
Handbook
_____—'L_ — 8 * Project Work Project Logs
Project Reports Project Work m - Plan (updated) (updated)
& MoM Plan A R
J

&

Van Haren Publishing©
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&) CONTROL COST

Manage the costs so that they conform on the cost baseline.

PURPOSE STEPS
* Ensure that project 1. Track the evolution of project overall budget.
tasks are carried out 2. Review the project budget and seek approval for significant
as scheduled and differences with the Project Owner.
that project 3. Evaluate differences between budgeted and actual project costs.
deadlines are met. Implement corrective actions to keep the budget on track.

4. Any considerably change at the budget must be justified &
documented.

5. Inform affected project stakeholders about changes to the project
schedule and/or tasks.

. Project
Outsourcing Plan Handbook

Project Work Project Logs

o

Project Reports Project Work
Change Log & MoM Plan A R
J J

L — L — @ ®
2 dh Plan (updated)

(updated)

(?) QUESTIONS

Q52. Lucile is the project manager at a software development project with a duration of 8 months and a
planned budget of 1,5M€. The project has been facing a lot of technical and stakeholder complexity that
has led to over costs. After 4 months these are the EVM values: PV=800,000€ AC=1,2M€ EV=750,000€.

Being the project critical for the organisation, what should Lucile do?

a)

o

Review the project planned budget and re-evaluate the business case with the Project Owner.
Prepare a revised project budget and business case.

Explore ways to increase the project budget with the Business Manager, as the project criticality
justifies the additional expenditure.

Propose to temporary pause all non-critical project tasks to reduce costs in a short term, while
reviewing the planned budget.

Explore ways to increase the project budget with the Power Steering Committee, as the project
criticality justifies the additional expenditure.

© Van Haren Publishing 286
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RISK vs ISSUE
RISK

Arisk is an uncertain event or set of
events (positive or negative) that,
should it occur, will have an effect
on the achievement of project
objectives.

e] PM?2 Reference: Appendix G: Glossary

© Van Haren Publishing

ISSUE

An issue is any unplanned event
related to the project that has
already happened and requires the
intervention of the Project Manager
or higher management.

287

RISKS

+ Affinity with the party's program
of highly recognized/popular
experts, chance to attract some
as candidate and increase the
spectrum of voters.

a/ © Van Haren Publishing

| MONTOR&CONTROL

- RISKS vs ISSUES PN
22 )

“The Grey Party” 2024 European Parliament elections in Spain \ E=E f@

ISSUES

* The Business Manager is
resigning to join a competing
party.

-

This Photo by Unknown Author is
licensed under CC BY-SA-NC

Van Haren Publishing©
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©® MANAGE RISK

Continuous, proactive and systematic approach to conform risks to the organisations’s

accepted risk attitude.
PURPOSE

* Provide reasonable assurance to
achieve the project objectives.

» Improve the project team confidence

managing proactively the risks.

» Align the risk response strategies with

the stakeholders’ risk appetite and
approved risk level thresholds.

Business Case &
Project Charter

Risk Log Risk M:?agement
an
—

aj PM? Reference: 9.7 Manage Risks

%
A

x o

GUIDELINES

* Follow the risk management processes.
+ Complete risk description:
+ Condition, event, impact.

e Attributes

+ Define the escalation process.
* PSC monitors projects with high levels of

risk exposure.

() Risk Log
[BM ] (updated)
S

© Van Haren Publishing
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& RISK PROCESS

Continuously throughout the project
lifecycle.

Based on likelihood of occurrence &
the impact in project objectives.

Based on the risk level, risk type,
effects on the overall project objectives
& the strategy cost/benefit.

M&C the risk response activities
implementation & continuously
monitoring for new risks or changes.

a/ PM?2 Reference: (OPM2-13.P.TPL.v3.0.1).Risk_Management_Plan  © Van Haren Publishing

Project Initiation

v

1. Risk Identification

\ 4

2. Risk Assessment

v

3. Risk Response

Development

4. Risk Control

Project End

b}
k4

arw: Risk Log

armw: Risk Log

arw: Risk Log
arw: Project Work Plan

ww Risk Log
=rm Project Reports

Van Haren Publishing©
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RISK LOG

Risk Identification and Description Risk Assessment Risk Response.
D Category Title Description status Identified By identification | Likelihood (L) | impact (1) | Risk Level | Risk Owner | Escalation |Risk Response Action Details Target Date | Traceability/Comments
Date ) strategy (effort & responsible)

RisKLSE 4. Risk Control » Project Work Plan, issue log

<Project Name>

<The name of the

<A num

<Risks can be  {<Short title for the <Descriprion

<A numericai | <Product of <N
risk: v

ified the risic

I-veryLows

1. Risk Identification 2. Risk Assessment 3. Risk Response Development
- ID * Likehood * Risk Response Strategy
+ Category * Impact « Action Details
+ Title * Risk Level + Target Date
» Description * Risk Owner + Traceability/Comments
» Status: proposed, assessing, awaiting for + Escalation
approval, approved, rejected, closed
+ Identified by Risk status: Proposed, Assessing, Awaiting for
« Identification date Approval, Approved, Rejected, Closed
aj PM2 Reference: (OPM2-23.MC.Log.v3.0.1).Risk_Log Van Haren Publishing

(?) QUESTIONS

Q53. Laia, a project manager at TRANSPOWER, is reviewing a risk log a team member has just updated.

» Risk Description: supplier with no prior experience that might delay the delivery of the machine
more than a month which would result in a minimum delay of two weeks in the project.

» Likelihood: 3 — based on past experience with new suppliers

* Impact: 4 — Considering the potential delay

* Risk Level: 12

» [Escalation: Yes — due to the potential delay the risk should be reviewed by the PSC.

Is this an appropriate entry considering the PM? risk assessment criteria ?

a) No, the risk level is not necessary as the Likelihood and Impact values are already provided.
b) Yes, the risk includes a description, likelihood, impact, risk level and the escalation decision.
c) No, arisk assessment should always include a risk owner.
d) No, any risk should include the financial impact.
aj © Van Haren Publishing 292
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-/~ RISK RESPONSE STRATEGIES

+ Avoid: changes to achieve « Exploit: changes so that
L=0% or I=0. the risk occurs L=100%.

* Reduce: mitigate the L or | * Enhance: increase the L
» Transfer: to a third party. or l.

Creates secondary or

residual risks

Accept: passive action or active response, develop a contingency plan. Opportunities are
always passive.
Share: “pain/gain” formula, both parties share the loss (threat) or the gains (opportunity).

a/ PM? Reference: Appendix G: Glossary © Van Haren Publishing 293

- RISKS STRATEGIES

Afternoon of games with the family STRATEGIES

Risk source: Pierre studies at a military

Avoid: spill coffee on the game and
academy and plays Risk with his friends every P 9

make it unusable.

afternoon. ] g .
Condition: Risk is in the pile of games. Reduce: deploy specific distraction
Event: select Risk to play. tactics for Pierre, offering him

Impact: being defeated mercilessly. chocolate

: Accept: resign to a mercilessly defeat
Share: one game of Risk, one game
of Memory.
Transfer: ask Gabriel, the board
game expert, to take your place in the
game.

© Van Haren Publishing 294
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 MONTOR&.CONTROL -
/ RISK LIKELIHOOD/IMPACT MATRIX

flili The Risk Likelihood/Impact Matrix is used in the qualitative assessment of risks, after the
— project risks have been identified. The matrix is designed as a tool to supplement the risk log
or risk register.

The Risk Likelihood/Impact Matrix is based on two criteria: the likelihood that a risk will
materialise and the potential impact caused by the risk event. Most commonly five bands are
used for each of the dimensions of the matrix.

The two factors are then combined by multiplying their values, resulting in the Risk Level.
The Risk Level will trigger different risk response strategies.

Based on the risk appetite of the organisation, adequate risk-response strategies can be
developed for each identified risk.

o

% RISK LIKELIHOOD/IMPACT MATRIX

Risks can be accepted, contingency plans may
be developed.

Risks cannot be accepted, a risk response
strategy should be developed.

Unacceptable — immediate risk reduction or
avoidance response.

mm Risk appetite

Potential Impact
w

1 2 3 4 5
Risk Likehood

Likelihood and Impact scale:
5=Very high, 4=High, 3=Medium, 2=Low, 1=Very low

o

Van Haren Publishing©
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 MONTOR&.CONTROL -
7/~ PARETO ANALYSIS
[l The Pareto Analysis is a formal technique to [ o
— identify those issues that cause the majority of = Eeei i
problems in a project. The Pareto principle states = [

that generally 80% of the effects come from .
20% of the causes (e.g. 80% of costs may be .

attributed to 20% of activities or 80% of risk . _ o
effects may arise from just 20% of identified risks). i | -

By focusing on these top issues (the 20%), the
Pareto Analysis can be useful for risk or quality
management as it helps to focus on those risks or
quality issues with the highest impact on a
project, therefore facilitating the prioritisation of
necessary mitigation or contingency actions..

Histogram organized by
frequency

a/ PM?2 Reference: Appendix C.16 Pareto Anaylsis Van Haren Publishing

 wowroRscowTroL
./~ DECISION TREES

W:IIIT The decision tree is a visual decision support tool, consisting of nodes and branches that
— helps us describe possible alternatives By representing choices, and events with different
likelihood of occurrence. It uses three types of nodes:

(a) Decision nodes (represented by squares)
(b) Chance nodes (represented by circles)
(c¢) End nodes (represented by triangles).

In decision tree analysis (primarily being performed during project risk management), the
decision tree is principally used in conjunction with the Expected Monetary Value (EMV)
where we compute the EMV of each alternative (branch) and thus select the most
favourable one.

The decision tree analysis can also be performed by creating a stochastically determined
structure and then simulate the outcome, in order to derive to probability-based decisions.

aj PM?2 Reference: Appendix C.9 Decision Trees © Van Haren Publishing 298
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/" DECISION TREES

Which decision has a higher cost risk? ETNE = %

90.000

142.000€ [ o 5

60.000€

[ Low bidder but risky ].

50% 130.000€
100.000€ 1 r._ _4‘
30.000€
10% 100.000€
Contractor selection Hll Lontme Jo——
o€

156.000€ [meee Jo- 20% © 180.000€

( Reliable high bidder . —

80% ©  150.000€
0€

30.000€ penalty at each month delay.

a/ PM? Reference: Appendix C.9 Decision Trees © Van Haren Publishing

@RISKS RESPONSE STRATEGY

Remember that high impact risk you
didn’t identify.

Or that one you rejected, and that finally
happened, and the impact was very high.

If you could go back in the past, which
risk response strategy would you decide ?

This Photo by Unknown Author is licensed under CC
BY-NC

Q/ © Van Haren Publishing 300
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(?) QUESTIONS

Q54. Several project core team members at FoodFoodCoop, the cooperative supermarket project have
identified a new risk midway of the project. The risk is related with the ambiguous food regulation and an
open false ceiling that could be considered as a source of dirt. The roof should only be closed if an
inspector visits the supermarket and decides that it must be closed. So, the likelihood is very low.

The members have been discussing for more than one month about how to close the roof, but all
alternative’s cost represent an additional cost of almost 50% the project total budget.

How should Arzella, the project manager, manage this situation ?

a) Accept the risk, the probability is very low, and the project cannot meet the cost of any of the
alternatives proposed

b) Consult with subject matter experts to ensure the likelihood of the risk.

c) Ask the team members to keep looking for an alternative that could fit within the project planned
budget.

d) Escalate the risk to the PSC or AGB, as due to the high impact the risk should be avoided or
implementing an immediate reduction, and non of the alternatives are feasible.

a/ Van Haren Publishing 301

| MONTOR& CONTROL
® MANAGE ISSUES AND DECISIONS

Identify, evaluate and manage issues for resolution by Project Stakeholders.

PURPOSE GUIDELINES

« Ensure that issues that have a potential * Escalate largest/highest-impact issues to
impact on project scope, time, cost, the PSC or follow the escalation process.
quality, risk, or stakeholder satisfaction ~ * Regularly report on issues status.
are assessed and acted upon. + Be proactive and limit the open issues.

« Document the project decisions. * Document decisions and link them to other

logs (traceability).

Issue
Management Plan . .
¢ [ & 9 Issue Log Decision Log
& dEh D (updated) (updated)
L_m_' Project Logs A R S
J
a/ PM2 Reference: 9.8 Manage Issues and Decisions © Van Haren Publishing
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® ISSUE PROCESS

Identification & documentation of
issues.

Assess the urgency and impact of the
issue and decide on a priority for its
resolution. Can generate a change.

Incorporate the remediation actions
into the Project Work Plan and other
documents.

Monitor and control the issues.

o

Project Initiation
i

v

1. Issue ldentification

_| 2. Issue Assessment and
Action Recommendation

3. Actions
Implementation

\ 4

seve [ssue Log

arw |ssue Log
aev: Decision Log

arw [ssue Log
sev: Project Work Plan
zew: Project Document (updated)

4. Issue Control

A

Project End

wrw Risk Log
zew Project Reports

2 ISSUE LOG

I _Issue Identification and Description

Issue Log
< Project Name>

Issue

 and Action D

Action Details
[sffort& responsible)

Urgency

Impact Issue | Escalati | TraceabilitfCom

ments

e stateg 67 e e

D | Category Title Description T Status  Jidentfi |identificati
edBy | onDate

Visears The Lzt wdemrn
canbe | thege e Gnead | mamest
omansed dhe preyee) ety | the
2 uifanans ceakans Foanaon adanmifiad k! i
atagies - e wir catdtmmig s | -
sk a5 s A~
Beesinass. - ARk e

S | Sating. - Gioseds e
Lanwacor.
Lol

rimarabi andoosts:
v

Owner on

1. Issue ldentification

- ID
+ Category
+ Title

+ Description

» Status: open, postponed, resolved,
incorporate these actions into the Project
Work Plan and closed

* ldentified by

+ ldentification date

a] PM?2 Reference: (OPM2-24.MC.Log.v3.0.1).Issue_Log.

2. Issue Assessment and
Action Recommendation

* Actions details

* Urgency/Impact/Size

+ Target date
Issue owner
Escalation
Traceability/Comments

Issue status: Open, Postponed, Resolved, Closed

© Van Haren Publishing

Van Haren Publishing©




Certified PM? Practitioner by PM? GROUP Courseware

169

DECISION LOG

Decision Log
< Project Name>

Decision ificati Ownership Decision Impl
1D Category Title Description Identified by People present ‘Comments Decision Decision Date i licati Decision i to:
Owner Date
<Decisionscanbe  |<Short title for the <Description of the decision details <Thenameof  iclogthe namesof i<-iD for related changesin the change log. |<The nameof i<Dateon <Should the i<Date onwhich j<The groups, teams and
organised in decision> and impact, if applicabie.> the person who ithe, ple present - 1D for the related risk the person which the decision be  ithe decision individuais to whom the
different cotegories identified the when the decision - 1D for the related tasks inthe Project Plan  |accountable for decisionwas escalated to |becomes decision needs to be
g irelated to the area need for a was made.> - 1D for related Issues.> the decision.>  itoken.> the applicable.> communicated. >
£ laffected by the decision. > Directing or
2 idecision fsuch as Steering
9 | gusiness, Staffing, Layers?
Contractor, Legal <Yessor
= <No=>
1. Decision Identification 2. Ownership 3. Decision
Implementation
- ID * Decision owner . .
.. * Application date
+ Category + Decision date . .
. . + Decision communicated to
+ Title * Escalation

+ Description
* Identified by
* People present

+ Comments: ID for related change log, Decision status: Open, Postponed, Resolved, Closed
risk, tasks in the Project Plan, Issues.

aj PM? Reference: (OPM2-25.MC.Log.v3.0.1).Decision_Log. Van Haren Publishing

o

- MANAGE ISSUES

< 5 "2
“The Grey Party” 2024 European Parliament elections in Spain B
The Business Manager is resigning to join a competing party. 1. Issue Identification
Urgency 5/ Impact 4 / Size 4 I
Request a Candidates List change 2. Issue Assessment and
. Action Recommendation
Recommend actions - Issue Log

Incorporate the remediation actions into the Project Work Plan:
new deliverables (press release & conference). Issue a change for

3. Actions

the modified deliverables (candidates list). Implementation
Changes at the governance model: assign a new Business
Manager 4
Monitor and control the issue > mainly the new Business Manager 4. Issue Control
© Van Haren Publishing 306
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- MANAGE ISSUES

“The Grey Party” 2024 European Parliament elections in Spain

P e
BG yD@

7
S

—
il
o —

Choosing a new BM - Appropriate Governance Body
Updated list of candidates - Project Owner
Dismissal of the BM from the party - The Grey Party President

Owner

Issue Identification and Description
ID Category Title Description Status Identified | Identification
By Date
IL0O1 CANDIDATE BM The Business Manager is resigning to join a |Open Project  01/04/2024
resignation competing party. Manager
Issue Assessment and Action Description
Action Details Urgency | Impact | Size |Target Date| Issue Escalation | Traceability/Comments
(effort & responsible) Owner
Press release and press conference - Social media techinician 5 4 4 15/04/2024 Project Yes Risk ID33

Deliverables D24, D30

o

Van Haren Publishing

307

o

a) Add more resources at the project core team as they are obviously overallocated.

(?) QUESTIONS

How should the issue process be change to improve this situation?

Q55. Celina is the project manager at COMTEK of a modular construction hospital at country GGG for the
ministry of Defense. At COMTEK they have recently implemented a project management methodology based
on PM?2, which describes that the Project Manger and the Project Core Team are responsible of handling all
issues.

Several months into the modular construction project Celina and the PCT can’t keep up with the work. All the
issues in the project are requiring all her attention and the PCT spends most of their time in meetings
discussing and trying to gather all possible data to take the correct answers and the decision-making.

b) Conduct several decision-making workshops to improve the Project Core Team efficiency at
decision-making.
c) Include an escalation procedure in the issue management plan to classify the issues within the ones

that can be managed by the Project Core Team, the Project Manager and the Project Steering
Committee.

d) Include a process to limit incidents that can be handled simultaneously. With the current delay in
their resolution, it is clear that most of them are not urgent.

© Van Haren Publishing
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PURPOSE

Project Change

Business Case &

aj PM2 Reference: 9.6 Manage Project Change

Management Plan Project Charter
Communications Project Work
Management Plan Plan

* Bring transparency, accountability and
traceability to all project changes
implemented after the project scope and
project plans have been baselined.

> ;3.:;
7]

) Change Change Log Proit;tlzt Work
I | Request Form (updated) an
S (updated

©® MANAGE PROJECT CHANGE

Identify, document, assess, approve, prioritise, planning and controlling project
changes, and communicating them to all relevant stakeholders.

GUIDELINES

+ Changes can be requested
throughout the project lifecycle by any
project stakeholder.

+ Changes related to project scope,
requirements, deliverables and
features, or quality characteristics of

the project.

Van Haren Publishing

not.

Project Plans.

o

Requested, identified or raised, formally or

Assess the change: options, size, impact &
priority, and recommended actions.

Decision on approving or not the change,
according the escalation procedure.

Incorporate the change actions into the

Monitor & control project changes.

& CHANGE PROCESS

RfP (Ready for Planning)

\ 4

1. Change ldentification

\ 4

2. Change Assessment &
Action Recommendations

a

\ 4

3. Change Approval

NO
YES

4. Change Implementation

3

5. Change Control

RfC (Ready for Closing)

s Change Request Form
zpw: Change Log

st Change Log

b}
: 4

uw Change Log

wem Project Logs
=pv: Project Work Plan
zr: Other Project Plans

b

2pM: Change Log
arv Project Reports

Van Haren Publishing©
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" wowroRa contRoL
CHANGE LOG

<Project Name>

Change Identification and Description Change Ass and Action Des Change Approval 1 Change Implementation

ID | Category Title Description Status Reguested Date Action Details Size (Effort) | Priority Target Escalation | Decision | Decided |Decision Date |  Actual Traceability and Comments
by Identified (effort & responsible) Delivery Date by Delivery Date

<Changes can <5

<The nome of (<7 <A <A

numerical

<Dote on
which the
decision wos

change> requested the iehan,

change.>

made.
<dd/mm/y>>

<gd/mm/yy>>

item int
decision
fog.> change >

Guidelines

Business,
Technoiogy - Postponed

1. Change Identification 2. Change Assessment & 3. Change Approval | |4. Change Implementation
Action Recommendations
- ID +  Actions Details * Evaluation * Actual Delivery
+ Category . Size (Effort) + Decision Date
- Title - + Decided by + Traceability &
L. * Priority .
+ Description * Decision Date Comments

« Status: * Target Delivery Date

* Requested by

Change status: Submitted, Assessing, Approved,
* Date identified

Rejected, Postponed, Implemented

aj PM?2 Reference: (OPM2-26.MC.Log.v3.0.1).Change_Log. Van Haren Publishing

(?) QUESTIONS

Q56. Miguel is the Project Manager of “The Grey Party 2024 Parliament Elections in Spain”. Just a month
before the electoral campaign starts the Ministry of Equality approves the Organic Law for the equality of
LGTBI people and for non-discrimination based on sexual orientation, gender identity, gender expression

or sexual characteristics. This requirement was not included as the law was expected to be approved in
2025.

Once received this information, how should Miguel manage the change request ?

a) Contact with equality subject matter experts to estimate the impact this new law might have at
the project.

b) Announce the new Organic Law to the key stakeholders and the project core team and propose
an immediate meeting to brainstorm for to integrate the law requirements at the electoral
program.

c) Document the change request in a Change Request Form and follow the Project Change
Process.

d) Immediately analyse whether among the list of candidates there is anyone who is part of the
group that regulates the new law. This way you will be able to know whether or not it should be
applied in the project.

aj © Van Haren Publishing 312
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® MANAGE QUALITY

PURPOSE

desired level of excellence.

Ensure that the project will achieve the expected results in the most efficient way
and that deliverables will be accepted by the relevant stakeholders.

GUIDELINES

* Oversee all activities needed to maintain a .

* Includes performing quality planning, quality  °
assurance, quality control and quality

Actively involve the project core team
and relevant stakeholders.

Identify opportunities to improve the
process & deliverables.

© QUALITY PROCESS

RfP (Ready for Planning)

Identify objectives, approach,
requirements, activities &
responsibilities.

1. Quality Characteristics

Definition

Verify the performance & compliance
with the defined quality requirements.

2. Quality Assurance

Monitor and consolidate results from
the quality assurance activities.

3. Quality Control

Obtain formal approval from the

Project Owner (PO) for each project

4. Deliverables Acceptance

deliverable.

Manage the final acceptance of the project.

5. Final Acceptance

Project End

[

1 °
improvement. Phase-exit Quality
Review Review
Deliverables Acceptance Project Checklist Reports

Management Plan Handbook o & 3 i
SR gh Quality
Quality Management Project Work A R S Review Audit Reports
Plan Plan Checklist
/
e] PM? Reference: 9.9 Manage Quality © Van Haren Publishing 313

wew: Quality Mgt & Deliverables Acceptance Mgt Plan
wew Quality/Deliverables/Phase-exit Checklists

sew Audit reports
zrw Project documents update

zemt Quality Review Reports
wrw Quality/Deliverables/Phase-exit Checklists
=rm: Project documents update

zew Deliverables Acceptance Note
semt Deliverables Acceptance Checklist

sem: Project-End Report
set Project Repository
seu: Project Acceptance Note

Van Haren Publishing©
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P
© QUALITY PROCESS
RiP (Ready for Planning) ACCOUNTABILITY PROCESS
1. Quality Characteristics ] 6.2 Project Handbook
Definition Requestor Provider (Quality Management Plan)
|
2. Quality Assurance Provider 7.3 Quality Assurance
|
3. Quality Control Provider 9.9 Manage Quality
|
4. Deliverables Acceptance | Requestor 9.9 Manage Deliverables
| Acceptance
5. Final Acceptance Requestor 8.4 Administrative Closure
v
Project End

a/ Reference: (OPM215.P.TPL.v3.0.1).Quality_Management_Plan. Van Haren Publishing

(?) QUESTIONS

Q57. Inma is a senior project manager working at INNOVA that is pushing to implement PM2. Meanwhile
is has become the unofficial project management consultant. A junior project manager approaches her to
ask advice regarding quality management. He’s willing to improve the quality control of the project
management, but he hasn’t been to convince his boss yet. So, he’s interested in implementing a good
practice with a high effort/benefit ratio, but also allowing him to manage quality at a global level.

Which is most surely to be Inma’s answer based on the PM? best practices ?

a) Start with the Phase-Exit Review Checklist, as it will show the global quality status of each
phase and check the main project management activities to be done.

b) The best thing you can do is implement monthly quality reports. This way you can report on the
quality status in a detailed and structured way.

c) PM?Zis an integrated methodology, you should first convince your boss to start using it. All quality
processes and artefacts are rellevant and none can be eliminated.

d) Start with the Quality Review Checklist, which overlaps Phase-Exit Review Checklist information
and additionally checks all the management activities.

aj © Van Haren Publishing 316
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€ MANAGE REQUIREMENTS

Gathering, documenting, validating requirements and managing their implementation

and change.
GUIDELINES

High-level requirements, specified at the Initiating Phase artefacts. Low-level requirements, described

in several formats (text, user stories . . .) usually at the Requirements Document.
+ Agreed & approved requirements constitute the project’s scope baseline.
+ Each requirement should correspond to a test to validate the acceptance.

* Requirements should describe the need, not the solution.

»  Crucial to identify and specify as many of the requirements as possible during planning.
* Formal approval of the requirements documentation is logged in the Decision log.
+ Implemented requirements, the URs validate the deliverables are implemented, the deliverable is

validated by the User Representatives (URs).

aj PM?2 Reference: 9.5 Manage Requirements

© Van Haren Publishing

Requirements Business Case &
Management Plan Project Charter - Project Project
® & @om | Requirements | | o0 Logs
Project Project Work (Po I W Document (update (update
Stakeholder Matric Plan A R S
J

317

€ REQUIREMENTS PROCESS

o

)
=

= Requirements Management Plan
s Stakeholder Matrix
s Change Log

T 3
2 =

PM

Project Initiation

1. Requirements
specification
1
2. Requirements
evaluation
1

3. Requirements approval
1

4. Requirements
implementation

]
Y

wew Deliverables Acceptance Plan

5. Requirements validation

Project End

zew MoM
spve Decision Log

arw Project Work Plan

s Requirements documents
arw Traceability matrix

arw Requirements documents
zpu: Traceability matrix

Requirements status:

Specified, Proposed, Approved,
Incorporated, Implemented,
Validated, For Fixing & Rejected.

Van Haren Publishing©
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(?) QUESTIONS

Q58. Elon, the project manager of BIG strategic initiative to merge two main technological systems into
one has reached the end of the executing phase. The project has more 1.000 specified requirements and
the management has been quite complicated. A key stakeholder reaches Elon claiming that several
critical requirements he specified at the beginning of the project have not been implemented.

Which is most likely to be Elon’s answer to this claim?

a) Elon apologizes that with more than 1.000 requirements there most likely has been a mistake.
That you will review the requirements traceability matrix and fix it as soon as possible.

b) Elon answers the key stakeholder that he’ll open an issue and assign the highest urgency,

c) Elon answers that the requirements were rejected, but as being critical they have been
postponed to a later project that we’ll start once this is finished.
d) Elon answers that the requirements will be implemented at the Closing Phase as agreed with
the Project Owner.

Van Haren Publishing
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® MANAGE DELIVERABLES ACCEPTANCE

Official start of the executing phase, ensure the team is aware of the what and how.

PURPOSE

GUIDELINES

» Deliverables acceptance aims to * Project Steering Committee provides the
general Project acceptance strategy.
accepted by the requestor side within » Domain specific acceptance should be

ensure that deliverables will be

an agreed timeframe and that

resources involved in deliverables expert/representative.
acceptance will be used in the most * Rejected deliverables
efficient way. project issue.
Quality Deliverables
Management Plan Acceptance Plan P Deliverables
J
: .% g ﬁ‘l'l Acceptance
Outsourcing Plan Project Work S Checklist Note
(if applicable) Plan A R

a] PM2 Reference: 9.10 Manage Deliverables Acceptance

reviewed by a subject

matter

are considered as a

© Van Haren Publishing

Deliverables
Acceptance

Decision

Log (update)

320
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©® DELIVERABLES ACCEPTANCE PROCESS

Planning Phase

Define the acceptance criteria )
for each one of Fhe roiect 1. Define Acceptance «pw Deliverables Acceptance Criteria*
, proj Criteria & Activities arw Deliverables Acceptance Activities*
deliverables |
julpportt;[lh e VerIfIC?tlon of ith th 2. Perform Acceptance wme Reports  Deliverables Acceptance
eliverables compliance wi e Activities wew ¥ L ogs  Activities results
acceptance criteria. |
Obtain (form.allﬂngl) approval 3. Acce;pt or Reject wpvt Deliverables Acceptance Note
from the project client for each Deliverables
project deliverable. (provisional/final)
Close Phase * Not a PM? artefact.

o

(?) QUESTIONS

Q59. SCOCCERKIDS which aims to improve school attendance ratio in marginal neighborhoods through
sport activities is dealing with a project at Sao Paolo for the first time. Sally, the project manager, is
reviewing the Deliverables Acceptance Plan when she comes across with the following statement at the
acceptance criteria: “Happy kids enjoying the sports activities”.

Would this statement be suitable as an acceptance criteria?

a) Yes, the statement captures the purpose of the project, and it can be better described at the
Executing phase.

b) No, the acceptance criteria should be documented at the Quality Management Plan.
c) Yes, the statement describes the essence of the project purpose.
d) No, the statement fails to provide a concrete criteria that can be measured.

aj © Van Haren Publishing

Van Haren Publishing©

322




178
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 MONTOR&.CONTROL -
® QUALITY & DELIVERABLES ACCEPTANCE PROCESS

RfP (Ready for Planning) ARTEFACTS

_____________________ 1
v Quality Mgt & Deliverables Acceptance Mgt Plan |

= Quality/Deliverables/Phase-exit Checklists

1. Quality Characteristics
Definition
|

2. Quality Assurance

3. Quality Control

sew: Audit reports
w»v Project documents update

zr: Quality Review Reports
wpw: Quality/Deliverables/Phase-exit Checklists

| =#v Deliverables Acceptance Note

4. Deliverables Acceptance

sei Deliverables Acceptance Checklist

=ev: Validated Deliverables
=rv: Accepted Deliverables

|
|
|
|
|
|
|
=ev: Project documents update I
|
|
|
|
|
|
|

I : sei Project-End Report
5. Final Acceptance | @ Project Repository
‘ L™ Project Acceptance Note

Validated Deliverables — by the URs
Accepted Deliverables — formal acceptation as described at the Deliverables Acceptance Plan

Project End

a/ Reference: (OPM215.P.TPL.v3.0.1).Quality_Management_Plan.

Van Haren Publishing

| MONTOR8.CONTROL
{€) REQUIREMENTS — DELIVERABLES ACCEPTANCE

10 Document identification Requirements Documents
Zw
Z 2 Acceptance criteria Requirements Acceptance Deliverables Acceptance
ZT Criteria Criteria
Sa
o Approval Decision Log Project Work Plan
3 o o Test & Validation > Test plans (URs)
ws <
4 :
ﬁ = E Acceptance > Deliverables Acceptance (PO)

Once the approved requirements have been approved and baselined, any new or changed requirement
should go through the Project Change process. If approved the requirements are directly implemented to
the Project Work Plan.

a] PM?2 Reference: 9.10 Manage Deliverables Acceptance © Van Haren Publishing 324
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-/ MANAGE REQUIREMENTS

“The Grey Party” 2024 European Parliament elections in Spain \E=

User story: as a member of the regional party with co-official languages | 1. Requirements
want to be able to read the project documentation with any of 4 official -specification
languages in Spain. |
Proposal: release external documents with the 4 official languages and the 2. Requirements
internal documents in Spanish. evaluation

|
Approval: the proposal is approved by the Project Owner and registered at 3. Requirements approval
the Decision Log. '

|
Implementation: ensure the requirement is included as a deliverables’ 4. Requirements
acceptance criteria to all the related deliverables. implementation

v

Validation: a group of 4 URs will confirm that the deliverables includes the
four languages.

5. Requirements validation

a/ Van Haren Publishing 325

| MONITOR& CONTROL
1®) MANAGE STAKEHOLDERS
Effectively engage with the project stakeholders to adhere them to the project.
PURPOSE GUIDELINES
 Identify project stakeholders. * Business Manager supports on the
» Capture stakeholder’s project expectations requestor side stakeholders.
and requirements. + Align the Communication
» Engage with projects stakeholders Management Plan with the
throughout project lifecycle. stakeholders needs.
» Capture stakeholders' overall project + Continually monitor stakeholders'
experience and satisfaction. reactions or changing attitudes.
" Project Deliverables
Transition Plan Handbook Acceptance Plan Issue &
- - a 5} 9 Decisions Stakeholder Stakeholder
Communications Stakeholder |mp?::‘llgﬁtsasﬁon PO ) dh N Logs Checklist Matrix (update)
Mng Plan Matrix Plan A R S
a] PM2 Reference: 9.4 Manage Stakeholers © Van Haren Publishing
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=/ COMMUNICATIONS MANAGEMENT PLAN

Ensure that all project stakeholders have the information they need.

PURPOSE GUIDELINES

« Communicate most efficiently and » Avoid duplications, reference between
effectively to the stakeholders. documents.

« Communicate the project status and job + ldentify stakeholders target groups
assignment. and determine the required

+ Define a communication strategy for each information and purpose.
stakeholder target group. + Define the communication artefacts,

aj PM2 Reference: Appendix B.6 Communications Management Plan © Van Haren Publishing

frequency, format. media &
responsible.

= MANAGE STAKEHOLDERS

UPF ENGINEERING GRADE - PROJECT
MANAGEMENT SUBJECT

Universitat

W INCASOL
/N upf. Pompeu Fabra

g‘;tglgt\ Catala Barcelona

PO — INCASOL Sustainable Innovation Manager
BM - INCASOL Inspector of Bonds

SP — UPF faculty

PM — UPF Student

PCT — UPF Student

UPF Head of the Engineering School

UPF Head of the Department of Information and
Communication Technologies

Noghkwh=

* Negotiate a partnership with Incasol.

aj © Van Haren Publishing
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T
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E § Bk ° RELATION
wi row
E | PriORITY ©| wonror
3
L2 P«

Low High

INFLUENCE

Actions to improve stakeholders 6&7 interest at the project:

+ Invite them to attend the final project presentation and speak.

Van Haren Publishing©
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@\ STAKEHOLDER MANAGEMENT ()
“The Grey Party” 2024 European Parliament elections in Spain \ =
Issue Assessment and Action Description
Action Details Urgency lmpact‘ Size |Target Date| Issue Escalation | Traceability/Comments
(effort & responsible) Owner
Press release and press conference - Social media techinician 5 4 4 15/04/2024 Project Yes Risk ID33
Choosing a new BM - Appropriate Governance Body Owner Deliverables D24, D30
Updated list of candidates - Project Owner
Dismissal of the BM from the party - The Grey Party President
Are these actions enough to deal with this issue ?
Would you add any additional actions ?
a/ Van Haren Publishing 329
- Gvmor
Q60. FoodFoodCoop is a cooperative located in Paris that has successfully created and implemented a
member-owned and operated food store as an alternative to commercial profit-oriented business with
more than 700 members and 100 as part of the Project Core Team.
Arzella receives an email from Eyra, a project manager who oversees a similar project in Oslo. Eyra is
overwhelmed by the large number of stakeholders and is struggling with the communication plan. Eyra
has heard that FoodFoodCoop has been a success, so she’s asking Arzella advise.
Which would be the best advise Arzella can give Eyra to develop a communication plan for a project with
this high amount of members?
a) Just keep it as simple as possible.
b) Don’'t worry, it's a cooperative project, everybody understands that at this type of projects,
information will be generated and transmitted between members in a natural way.
c) You must personalize the information according to the needs of each stakeholder, this is the
most important thing to keep in mind.
d) Use the Stakeholder Interest/Influence Matrix (SIIM) to create target groups and then develop a
communication plan taking into account the specific needs of each group.
aj © Van Haren Publishing 330

Van Haren Publishing©



182

9. Monitor and control activities

L

PURPOSE

€ MANAGE TRANSITION

To ensure a controlled and smooth transition from the old state to the new
state, in which the new product/service developed by the project is put in

place.

Management of any relevant communication activities.
Ensure close cooperation between the Project Manager (PM) and the
Business Manager (BM).

Transition
Plan

Communications
Management
Plan

J

Stakeholder
Matrix

J

Business

Project

Implementation
Plan

J

Work Plan
J

%
A

Transition
g Checklist
R

&

PURPOSE

©® MANAGE BUSINESS IMPLEMENTATION

The effective execution of all business implementation activities that are
critical for smooth operations, even after the project’s outputs have been

delivered to the stakeholder/user community.

It's good practice to also define some post-project change activities,
however, their implementation falls outside the domain of responsibilities of

the project

Transition Plan

J

Project
Handbook

J

Business
Implementation

Plan
J

Project

Work Plan
J

>H0
o o
o o

Business Project
Implementation Work Plan
Checklist (update

Van Haren Publishing©
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€ MANAGE OUTSOURCING

PURPOSE

» To ensure with the Contractor's Project Manager (CPM) that the Contractor
delivers acceptable quality of work as defined in the Outsourcing Plan.

Note that the EC procurement process supersedes this guideline.

Signed Status &
Purchase Progess
Project \ow_ \Rw—_
Business Case & w 88 2 % Signed Signed
Project Charter : FAGE ) @ P contract(s) Timesheet(s)
Outsourcing
Plan A R S e
J
LV
| MONITOR& CONTROL
1l GLOSSARY
=ev: Monitor & Control =pm Risk Response Strategies
wem: Manage Stakeholders =pv: Risk Likelihood/Impact Matrix
«em: Manage Requirements «pm: Decision Trees
«pv: Manage Project Change «pv> Communication Management Plan
=pv: Manage Risk =pm: Change Log
=pm: Manage Issues & Decisions wpve |ssue Log
= Manage Quality wpm Risk Log
=pm: Manage Deliverables Acceptance  =rw Decision Log
=pm: Manage Transition =pv: Phase-Exit Review Checklist
=pv: Manage Business Implementation = Quality Review Checklist
«pv: Manage Outsourcing «pv Stakeholders Checklist
«ew: Monitor Project Performance «pv Deliverables Acceptance Checklist
=em: Control Schedule =pv: Transition Checklist
=em: Control Cost =pv: Business Implementation Checklist
aj © Van Haren Publishing 334
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* Kk 2
PM
*GROUP

k¥ GROUP

10. CERTIFICATION
PROCESS

COUSEWARE
©2023 - All training materials are sole property of Van Haren Publishing BV

and are not to be reproduced in any form or shape without written permission.

CERTIFICATION GUIDELINES

¥ NCoEPM?

‘. ' European Commission

Exam requirements

Required level of understanding
Number of questions
Passing score
I
I
© Van Haren Publishing 336
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o

CERTIFICATION GUIDELINES

Examination
An exam equivalent to the one
delivered to European Institution Staff.

Redeem Social Badge
Showcase your knowledge and
achievements on your CV and
social media.

Accreditation of

Education Partners

Carefully selected trainers and a quality
process to ensure the best training
experience possible.

Learning Materials

Packaged high quality materials
available for trainers and trainees with
links to European Commission originals.

o

PM2 FOUNDATION vs PRACTITIONER CERTIFICATION

BN [0 (e[S 38 KNOWLEDGE + EXPERIENCE

Practitioner level delves deeper into the application, tailoring, and

integration of the PM? methodology into real-world project environments.
Bloom level: 1 ~ 4 (knowledge, comprehension, application and analysis)

KNOWLEDGE

The certification qualification is aimed at project managers and aspiring

project managers that want to enhance their Project Management

comprehension with PM? methodology.

Bloom level: 1 & 2 (knowledge and comprehension)

© Van Haren Publishing
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10. Certification process

CERTIFICATION REQUIREMENTS

Material
allowed

Exam
duration

Number of
marks

Pass mark

Level of
thinking

Question
types

a}‘ 2 Reference

Open book
120 minutes
60

65%

Bloom level 1~4

Multiple choice

case-based

the candidate will be provided with a digital file of the Project
Management Methodology, Guide 3.01 during the exam

There are 60 questions, each worth 1 mark. There is no negative
marking.

You will need to get 39 questions correct (65%) to pass the exam.

‘Bloom’s level' describes the type of thinking needed to answer

the questions.

The questions are all ‘multiple choice’ case-based. Each case
environment is described at the question statement.

Van Haren Publishing
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CERTIFICATION REQUIREMENTS

PM? Foundation Certificate (*1)
Accredited Course Completion

swbnp -

PM?2 Practitioner Exam

(*1) Alternative certifications:

+  PMI: CAPM® or PMP®

+  OMIMO: P3.Express Practitioner®

1Y Project Management Experience

« AXELOS: Prince2 Foundation® or Practitioner® (6! o 7t Ed)
- |IPMA: level A®, B®, C® or D®
+  PM2 Alliance: Essentials®, Advanced®, Expert® or Trainer®

'\; 2 Reference

© Van Haren Publishing

Van Haren Publishing©
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EXAM GUIDELINES

@ English cert/\/ Elisabet Duocastela Pla (&)

PM? Practitioner PM? Foundation

Voucher:
* 1 main exam attempt
» 12 Practice exams attempts

Redeem voucher

(activate a new exam)

Certification validity: 3 Years

a,,“ 2 Reference © Van Haren Publishing
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11. NEXT STEPS &
WRAP UP

COUISEWARE

©2023 - All training materials are sole property of Van Haren Publishing BV

and are not to be reproduced in any form or shape without written permission.
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11. Next steps & Wrap Up

STUDYING STEPS

1. Register at CERTN webpage & enter
the voucher.

2. Download all the PM? documents:
* Project Management Methodology

Guide

*  Templates

* Checklists

* Project Management Tools &
Techniques

3. Define your certification project
* Plan the exam date
* Plan the resources: when, how and
how much we’ll | study.
* Plan the work: follow the course

Study
* Study with the training and PM?
material
+ Test your level with a practice
exam

* Analyse & check your gap
* Re-study, test & check your gap
* Repeat until you reach the
required level
Ready to go - choose the exam
data.
TAKE THE EXAM !
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THE EXAM DAY
Before the exam During the exam
1. Sleep well 1. Track your time progress.
2. Online proctored: 2. Always answer.

+ Computer: confirm your personal 3. Read the questions carefully.
computer has a reliable webcam and 4. Answer as PM? best practices
ilrjte;pet connec.tion.f_ " . and mindest.

esting space. contirm the room 15 5. Mark the questions if you are not
distraction-free.
sure.
6. Remove incorrect answers.
7. Strong statements are usually
incorrect.
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AFTER THE EXAM

1. ID verification call: show your
government-issued identification.
Wait for the exam results (email).
Download the badge and certificate.
Feedback - trainer

abkownN

a/ Van Haren Publishing

This Photo by Unknown Author is licensed under CC BY-NC-ND

345

WRAP UP

e

Success

-

Unplanned

J

—

Planned

-
11
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Let's finish the course gathering the
lessons learned:

* Success planned

« Success unplanned
* Failure planned

* Failure unplanned

Van Haren Publishing©

346




190 11. Next steps & Wrap Up

READY TO FINISH YOUR PM? PRACTITIONER JOURNEY

Follow the path !

THANK-YOU !

x0T 2
x
* *

o xX GROUP
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Practice Questions

Question 1:

After successfully closing your project, you have compiled the final project-end report.
According to PM? methodology, where is the best place to store it?

A. Keep a printed copy of the report in the Project Manager's office for easy access
by the project management team.

B. Send the report via email to all project stakeholders and team members, advising
them to save it for future reference.

C. Upload the report to the company's intranet or a designated project management
information system, tagging it for easy retrieval and ensuring controlled access.

D. Store the report on a personal USB drive or external hard disk to protect sensitive
information and hand it over to the department head.

Question 2:

A junior project manager has documented a riskin the risk log with the following
description: “There might be some delays in the supply of hardware which can impact
the project deadline significantly.”

Considering best practices in risk management, what feedback would you give to the
junior project manager?

A. Therisk description is precise enough since it highlights a potential delay and its
impact; however, adding the likely causes of the delay would make it easier to
formulate a mitigation plan.

B. Clarify the risk by specifying the conditions leading to the hardware supply delay,
detailing the events that might occur due to these conditions, and describing the
precise impact on the project deadline.

C. Suggest generalizing the risk to include all possible delays in project tasks, not
only hardware supply, and indicate that any delay could affect the project
deadline.

D. Explain that the risk of hardware delay is covered by contingency planning, and
only significant unforeseen risks should be recorded; therefore, no action is
needed for the risk log entry.
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Question 3:

As the Project Manager for Novalech Solutions' software development project, you've
encountered unexpected complexities that have led to a doubling of the project's costs.
In fact, the budget for the entire project is already fully spent and there are six more
months to go before completion. You are convinced that the project is essential for the
company's strategy and survival.

As Project Manager; what should you do?

A. Immediately halt all project activities and cut losses to prevent further financial
drain; doubling the project cost invalidates the original business case.

B. Review the project's financials and re-evaluate the business case in consultation
with the Project Owner (PO) and key stakeholders. Prepare a revised project
budget and business case.

C. Initiate a discussion with the Project Owner (PO) to explore ways to increase the
project budget, as the project's strategic importance justifies the additional
expenditure.

D. Propose to temporarily pause project activities not directly related to the core
functionality of the software, reducing costs in the short term while evaluating
the project's long-term viability and alignment with the business case.
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Practice Questions

Question 4:

Following the departure of the previous Project Manager from Company XYZ due to
issues in developing an effective Work Breakdown Structure (WBS) for an advanced
healthcare management system project, you are attending an interview for the vacant
PM position. During the interview, you are asked about your technical skills and whether
you can handle the project without subject matter experts, given their limited
availability. You don't have deep technical expertise in healthcare management
systems.

How do you respond to the interviewer's question regarding managing the project
without direct access to subject matter experts?

A. State thata PM's role is to manage the project, not to be a subject matter expert.
Explain that you will utilize project management skills to facilitate effective
communication, organize brainstorming sessions, and use other strategies to
gather necessary input from all stakeholders. Stress that access to subject
matter experts will be crucial for the success of the project.

B. Assert that technical skills are not necessary for a project manager and that you
can independently develop the WBS based on online research and general
project management principles, without needing input from doctors or nurses.

C. Propose leveraging advanced project management software tools to
automatically generate a WBS and explain that this will reduce the need for the
involvement of subject matter experts.

D. Suggest that detailed documentation and previous project reports in the
healthcare management system domain can adequately replace the need for
direct input from subject matter experts when developing the WBS.
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Question 5:

You're consulting for a multinational corporation that has recently experienced several
project failures. After a preliminary review, you've identified that many projects lacked
clear alignment with the organization's strategic goals and failed to demonstrate their
expected value and feasibility. The executive team is concerned that the current project
initiation process does not adequately ensure that projects are thoroughly vetted before
approval. They have tasked you with refining the process to prevent future
misalignments and failures.

Based on the identified issues, which artefact would you prioritize for improvement to
address the lack of strategic alighment and justification in the project initiation process?

A. Project Initiation Requests: Refine the templates and criteria for initiation
requests to include more detailed information on project alighment with strategic
goals.

B. Business Cases: Focus on enhancing the development process for business
cases, ensuring they provide a detailed analysis of the project's alignment with
strategic objectives, as well as thorough benefit, cost, risk assessments, and
feasibility studies.

C. Project Charters: Revamp the project charter templates to include more
comprehensive information on project objectives, scope, and stakeholder roles
and responsibilities.

D. Risk Registers: Develop more detailed risk register templates that encourage
early identification and analysis of potential project risks.
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Practice Questions

Question 6:

In a large financial institution, a project has been initiated to develop a new online
banking platform aimed at improving customer experience and expanding the range of
digital services offered. The Project Owner has outlined ambitious business objectives
for the project, including significant enhancements to security and usability, and the
introduction of innovative financial tools. As the project progresses a number of
challenges arise, including technological complexities, regulatory compliance issues,
and shifting customer expectations. Despite these challenges, the project team, led by
the Project Manager, has been proactive in adjusting the project plan, engaging
stakeholders, and seeking innovative solutions. However, the project is at risk of missing
its original objectives and timelines due to unforeseen challenges.

As the CEO of the company, who will you hold accountable if this project misses its
original objectives?

A. The Project Manager, because they are responsible for the day-to-day
management of the project and must navigate the project through challenges to
meet the objectives.

B. The Solution Provider, as they are responsible for delivering the technical solution
and should ensure that the technology meets the business needs and objectives.

C. The Project Owner, because they set out the business objectives, accept the
Business Case, and are the owner of the project’s outputs.

D. The Business Manager, because they are tasked with providing leadership and
strategic direction alongside the PO and ensuring that business needs are met.
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Question 7:

Turi manages a small software development team that is starting a project to update an
existing application for a municipality. The update is expected to take three weeks and
involves two team members.

Should Turi use the whole PM? methodology to manage this project? Select the most
correct answer.

A. Yes, because all projects benefit from PM?s structured approach and
governance.

B. No, because the project's duration and team size do not align with PM*'s
applicability criteria, she can use SCRUM or micro.P3.express.

C. Yes, because projects for public bodies are best managed with PM2.

D. No, because PM*'s governance and documentation requirements are best not
used for software projects.

Question 8:

Your organization has recently decided to implement a new software system to enhance
operational efficiency. As part of this initiative, you are tasked with overseeing the
transition from the old system to the new one.

Which of the following scenarios best represents this situation as a project rather than
business as usual?

A. The IT department performs regular system maintenance and updates on the
new software system to ensure it runs smoothly.

B. The organization conducts ongoing training for all staff to familiarize them with
the new system as part of their daily work routine.

C. Atemporary, cross-functional team is formed to manage the selection,
implementation, and transition phases, including a defined start and end date for
this transition.

D. The customer service team uses the new software system to manage client
inquiries as part of their standard operational procedures.
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Practice Questions — Answers & Feedback
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Question 1:

After successfully closing your project, you have compiled the final project-end report.
According to PM? methodology, where is the best place to store it?

A.

Keep a printed copy of the report in the Project Manager's office for easy access
by the project management team.

Send the report via email to all project stakeholders and team members, advising
them to save it for future reference.

Upload the report to the company's intranet or a designated project
management information system, tagging it for easy retrieval and ensuring
controlled access.

Store the report on a personal USB drive or external hard disk to protect sensitive
information and hand it over to the department head.

Correct Answer: C

Feedback:

Storing the final project-end report on the company's intranet or a designated project

management information system ensures it is centrally accessible and securely

available to authorized stakeholders. This approach facilitates easy retrieval and

knowledge sharing, allowing future projects to benefit from past insights and lessons

learned. Controlled access also helps maintain confidentiality and data integrity,

aligning with best practices in organizational knowledge management.
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Practice Questions — Answers & Feedback

Question 2:

Ajunior project manager has documented a risk in the risk log with the following
description: “There might be some delays in the supply of hardware which can impact
the project deadline significantly.”

Considering best practices in risk management, what feedback would you give to the
junior project manager?

A. Therisk description is precise enough since it highlights a potential delay and its
impact; however, adding the likely causes of the delay would make it easier to
formulate a mitigation plan.

B. Clarify the risk by specifying the conditions leading to the hardware supply
delay, detailing the events that might occur due to these conditions, and
describing the precise impact on the project deadline.

C. Suggest generalizing the risk to include all possible delays in project tasks, not
only hardware supply, and indicate that any delay could affect the project
deadline.

D. Explain that the risk of hardware delay is covered by contingency planning, and
only significant unforeseen risks should be recorded; therefore, no action is
needed for the risk log entry.

Correct Answer: B
Feedback:

The risk should be structured to articulate the condition that could cause the delay (e.g.,
“Because of global supply chain disruptions”), the event that might occur (“it might be
that the delivery of critical hardware components is delayed”), and the impact on the
project (“which will lead to a potential project delay of up to three weeks, affecting the
planned launch date”).
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Question 3:

As the Project Manager for Novalech Solutions' software development project, you've
encountered unexpected complexities that have led to a doubling of the project's costs.
In fact, the budget for the entire project is already fully spent and there are six more
months to go before completion. You are convinced that the project is essential for the
company's strategy and survival.

As Project Manager; what should you do?

A. Immediately halt all project activities and cut losses to prevent further financial
drain; doubling the project cost invalidates the original business case.

B. Review the project's financials and re-evaluate the business case in
consultation with the Project Owner (PO) and key stakeholders. Prepare a
revised project budget and business case.

C. Initiate a discussion with the Project Owner (PO) to explore ways to increase the
project budget, as the project's strategic importance justifies the additional
expenditure.

D. Propose to temporarily pause project activities not directly related to the core
functionality of the software, reducing costs in the short term while evaluating
the project's long-term viability and alignment with the business case.

Correct Answer: B
Feedback:

By reviewing the financials and re-evaluating the business case, you are taking a
structured approach to addressing the budget overrun issue. In consultation with the
Project Owner and key stakeholders, this approach ensures that any decision made is
informed, transparent, and aligns with the organization's strategic objectives. Preparing
arevised project budget and business case allows for a re-assessment of the project's
value proposition and ensures that it continues to meet the company's strategic needs
despite the cost overruns. This process may also identify opportunities for cost
optimization or scope adjustment to align the project with the available budget or justify
the need for additional resources.
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Practice Questions — Answers & Feedback

Question 4:

Following the departure of the previous Project Manager from Company XYZ due to
issues in developing an effective Work Breakdown Structure (WBS) for an advanced
healthcare management system project, you are attending an interview for the vacant
PM position. During the interview, you are asked about your technical skills and whether
you can handle the project without subject matter experts, given their limited
availability. You don't have deep technical expertise in healthcare management
systems.

How do you respond to the interviewer's question regarding managing the project
without direct access to subject matter experts?

A. State that a PM's role is to manage the project, not to be a subject matter
expert. Explain that you will utilize project management skills to facilitate
effective communication, organize brainstorming sessions, and use other
strategies to gather necessary input from all stakeholders. Stress that
access to subject matter experts will be crucial for the success of the
project.

B. Assert that technical skills are not necessary for a project manager and that you
can independently develop the WBS based on online research and general
project management principles, without needing input from doctors or nurses.

C. Propose leveraging advanced project management software tools to
automatically generate a WBS and explain that this will reduce the need for the
involvement of subject matter experts.

D. Suggest that detailed documentation and previous project reports in the
healthcare management system domain can adequately replace the need for
direct input from subject matter experts when developing the WBS.

Correct Answer: A
Feedback:

A Project Manager's core competencies include organizing, planning, and leading the
project team, rather than having deep technical expertise in every aspect of the project’s
content.
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Question 5:

You're consulting for a multinational corporation that has recently experienced several
project failures. After a preliminary review, you've identified that many projects lacked
clear alignment with the organization's strategic goals and failed to demonstrate their
expected value and feasibility. The executive team is concerned that the current project
initiation process does not adequately ensure that projects are thoroughly vetted before
approval. They have tasked you with refining the process to prevent future
misalignments and failures.

Based on the identified issues, which artefact would you prioritize for improvement to
address the lack of strategic alighment and justification in the project initiation process?

A. Project Initiation Requests: Refine the templates and criteria for initiation
requests to include more detailed information on project alighment with strategic
goals.

B. Business Cases: Focus on enhancing the development process for business
cases, ensuring they provide a detailed analysis of the project's alignhment
with strategic objectives, as well as thorough benefit, cost, risk
assessments, and feasibility studies.

C. Project Charters: Revamp the project charter templates to include more
comprehensive information on project objectives, scope, and stakeholder roles
and responsibilities.

D. Risk Registers: Develop more detailed risk register templates that encourage
early identification and analysis of potential project risks.

Correct Answer: B
Feedback:

Focussing on the Business Case is the most effective approach to addressing the core
issue of projects not being adequately alighed with the organization's strategic goals or
failing to demonstrate their expected value and feasibility. By prioritizing the
improvement of the Business Case artefact, you ensure that each projectis evaluated in
terms of its strategic fit, benefits, costs, risks, and overall feasibility before any decision
is made regarding its initiation. This artefact is critical in the project initiation phase as it
provides the necessary justification for the project, helping decision-makers assess
whether the project aligns with strategic objectives and is worth the investment.
Improving how business cases are developed and assessed can significantly reduce the
likelihood of initiating projects that are not viable or strategically aligned.
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Practice Questions — Answers & Feedback

Question 6:

In a large financial institution, a project has been initiated to develop a new online
banking platform aimed at improving customer experience and expanding the range of
digital services offered. The Project Owner has outlined ambitious business objectives
for the project, including significant enhancements to security and usability, and the
introduction of innovative financial tools. As the project progresses a number of
challenges arise, including technological complexities, regulatory compliance issues,
and shifting customer expectations. Despite these challenges, the project team, led by
the Project Manager, has been proactive in adjusting the project plan, engaging
stakeholders, and seeking innovative solutions. However, the project is at risk of missing
its original objectives and timelines due to unforeseen challenges.

As the CEO of the company, who will you hold accountable if this project misses its
original objectives?

A. The Project Manager, because they are responsible for the day-to-day
management of the project and must navigate the project through challenges to
meet the objectives.

B. The Solution Provider, as they are responsible for delivering the technical solution
and should ensure that the technology meets the business needs and objectives.

C. The Project Owner, because they set out the business objectives, accept the
Business Case, and are the owner of the project’s outputs.

D. The Business Manager, because they are tasked with providing leadership and
strategic direction alongside the PO and ensuring that business needs are met.

Correct Answer: C
Feedback:

In PM? methodology, the Project Owner (PO) is ultimately responsible for the project.
This role involves not just setting the project's objectives but also owning the project's
outputs and ensuring that these outputs achieve the intended business outcomes.
While the Project Manager (PM) is responsible for the operational management of the
project and ensuring that project activities are executed within the constraints of scope,
time, and budget, the PO has the ultimate responsibility for the project's success in
terms of meeting its business objectives.
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Question 7:

Turi manages a small software development team that is starting a project to update an
existing application for a municipality. The update is expected to take three weeks and
involves two team members.

Should Turi use the whole PM? methodology to manage this project? Select the most
correct answer.

A. Yes, because all projects benefit from PM?s structured approach and
governance.

B. No, because the project's duration and team size do not align with PM”'s
applicability criteria, she can use SCRUM or micro.P3.express.

C. Yes, because projects for public bodies are best managed with PM2.

D. No, because PM*'s governance and documentation requirements are best not
used for software projects.

Correct Answer: B
Feedback:

To be able to apply the whole PM? methodology, a project must have certain
characteristics. The project:

o Is(above all) a project (i.e. not operations, not a work activity, not a programme,
etc.).

e Has aduration of more than 4-5 weeks and involves more than 2-3 people.

¢ Runs within an organization and can be subject to internal or external audits.

e Requires a clearly defined governance structure and clearly assigned roles and
responsibilities.

e Requires approval of its budget and scope.

¢ Includes more than just construction/delivery activities.

¢ Includes transition and business implementation activities.

¢ Requires a certain level of documentation, transparency and reporting.

¢ Requires a certain level of control and traceability.

¢ Has abroad base of internal (and external) stakeholders.

e Mayrequire the collaboration of several organizations or organizational units

Contributes to raising the organization’s project management maturity.
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Practice Questions — Answers & Feedback

Question 8:

Your organization has recently decided to implement a new software system to enhance
operational efficiency. As part of this initiative, you are tasked with overseeing the
transition from the old system to the new one.

Which of the following scenarios best represents this situation as a project rather than
business as usual?

A. The IT department performs regular system maintenance and updates on the
new software system to ensure it runs smoothly.

B. The organization conducts ongoing training for all staff to familiarize them with
the new system as part of their daily work routine.

C. Atemporary, cross-functional team is formed to manage the selection,
implementation, and transition phases, including a defined start and end
date for this transition.

D. The customer service team uses the new software system to manage client
inquiries as part of their standard operational procedures.

Correct Answer: C
Feedback:

A projectis temporary (with specific start and end dates) and cross-functional, involving
team members from different departments. This contrasts with business as usual,
which involves ongoing, repetitive processes to maintain the organization's day-to-day
operations, as illustrated in the other options.
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1 An Introduction to the PM? Guide
1.1 Objectives

This guide sets out to provide an introduction to the PM? Project Management Methodology. It has been
kept as lean as possible, while still providing enough information to allow for an effective understanding of
the PM? Methodology as practitioners start to use it.

1.2 Intended Audience
e Entry-level Project Managers (PMs) and project teams wishing to learn more about project
management and the PM? Methodology.
e Experienced Project Managers (PMs) and team members who wish to learn more about the PM?
Methodology.
e Project teams that wish to start using the PM? Methodology in their projects.

This guide provides:

e acommon vocabulary (glossary) which makes it easier for project teams to communicate and
apply project management concepts

e best practices—it is up to the Project Managers (PMs) and project teams to choose the PM?
practices that will bring most value to their projects

e links to PM? resources (online resources, Artefact templates and examples)

e anintroduction to other PM? models, such as PM?-Agile, PM?-PgM (for Programme Management)
and PM2-PfM (for Portfolio Management).

This guide can be read from beginning to end, to learn about the methodology, or it can be used as a
reference, to help you as you practise PM?2,

1.3 About the PM? Methodology

PM? is a Project Management Methodology developed by the European Commission. Its purpose is to
enable Project Managers (PMs) to deliver solutions and benefits to their organisations by effectively
managing the entire lifecycle of their project. PM? has been created with the needs of European Union
Institutions and projects in mind, however, the best practices described in PM? are applicable to projects in
any organisation.

PM?2 is a light and easy-to-implement methodology which project teams can tailor to their specific needs.
PM? is fully supported by a comprehensive training programme (including workshops and coaching
sessions), online documentation and an active Community of Practice (currently only available within the
European Commission and to a number of affiliate European Institutions).

PM?2 incorporates elements from a wide range of globally accepted project management best practices,
captured in standards and methodologies. Its development has also been influenced by operational
experience on various projects both within European Union Institutions and external bodies.

The PM? Methodology provides:
e a project governance structure
e process guidelines
e artefact templates
e guidelines for using the artefacts
e aset of effective mindsets.

PM? improves the effectiveness of project management by:
e improving communication and the dissemination of information
clarifying expectations as early as possible in the project lifecycle
defining the project lifecycle (from Initiating to Closing)
providing guidelines for project planning
introducing monitor and control activities
proposing management activities and outputs (plans, meetings, decisions)
providing a link to agile practices.
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1.4 The Centre of Excellence in PM? (COEPM?)

The purpose of the Centre of Excellence in PM? (CoEPM?) is to provide the European Commission and
European Union Institutions with high-quality project management infrastructure, support and consulting
services. The CoEPM? supports the PM? Methodology internally, coordinates an inter-institutional Project
Support Network, and promotes the wider adoption and use of PM? beyond the European Union
Institutions through the Open PM? initiative and the Digital Europe Programme.

1.5 The Open PM? Initiative

Open PM? is a European Commission initiative, which brings the PM? Methodology and its benefits closer
to its broader stakeholders and user community.

The Open PM? Initiative provides European Union institutions, contractors and public administrations, as
well as broader stakeholders, with open access to the PM? publications and associated resources. Its goal is
to enable increased effectiveness in the management of projects, programmes, and portfolios and thus to
serve the objectives of the European Union and the needs of member states and citizens.

One common PM Methodology open to all EU Institutions,
Member States, Contractors, and EU Citizens.

i

EU Institutions

= (’2 PM2> 3

© Ny S

M

Service Member
providers states

Fig 1.1 Open PM? Synergies

The Initiative also seeks to rectify mistakes of the past, when efforts were duplicated and divergent project
management approaches were sponsored rather than promoting convergent approaches based on
similarities and the common interest of the broader European community.

By opening PM?, the Initiative aims to enhance project management competency within Europe, leading to
increased project efficiency and success.

Opening PM? does this by:
e rationalising project management approaches across European Union Institutions and beyond
e establishing a common language and processes, resulting in effective project communication
e providing a common set of productive mindsets
e enabling transparency and visibility for cross-organisational project collaborations
e enabling better project management, leading to improved cost/effort efficiency
e enabling the improved monitor and control of European Union-funded projects and grants
e applying the European Commission decision of 12 December 2011 (2011/833/EU) on the reuse of
Commission documents to promote accessibility and reuse.
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1.5.1 PM? Publications

The Centre of Excellence in PM? (CoEPM?) provides a central online location for all PM? information, and

resources.
e PM? website https://pm2.europa.eu
e Contact https://pm2.europa.eu/contact-us en

You can also download directly all PM? Guides from the Publications Office of the European Union.

1.5.2 Project Support Network

The PM? Project Support Network is an EU Institutions wide network of Local Project Support Offices
(LPSOs) which are coordinated and supported by the Centre of Excellence in PM? (CoEPM?). The PM?
Project Support Network (PSN) aims to become a decentralised project management support network
which provides guidance and support to PM? users on both the PM? Methodology and the effective use of
project management tools & techniques more broadly.

The Project Support Network:

e promotes the exchange and sharing of knowledge, experiences and best practices

e makes it possible to collect feedback to continuously improve and build on the PM? Methodology
enables the Local Project Support Offices (LPSOs) to support each other as a community
depends on the contributions of PM? champions (individuals and organisations).
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2. Project Management

2 Project Management

This section introduces basic project management concepts and provides the context for a better
understanding of the PM? Methodology.

2.1 About Projects
2.1.1 Whatis a project?

A project is a temporary organisational structure set up to create a unique product or service (output)
within certain constraints such as time, cost, and quality.
e Temporary means that the project has a well-defined start and end.
e Unique output means that the project’s product or service has not been created before. It may be
similar to another product, but there will always be a degree of uniqueness.
e A project’s output may be a product (e.g. a new application) or a service (e.g. a consulting service,
a conference or a training programme).
The project is defined, planned, and executed under certain external (or self-imposed) constraints. These
can relate to scheduling, budgeting, quality, but also to the project’s organisational environment (e.g. risk
attitude, capabilities, available capacity, etc.).

Temporary @ Unique o Output Ij-,’ Constraints ¥/\¢
+

Start & End Non routine Product or Service Scheduling, Budgeting,
Quality...

Fig 2.1 Key project characteristics

A successful project ends when its scope objective has been achieved and all deliverables have been
produced and accepted by the organisation or person that requested the project (the client). The
deliverables are then handed over to the client and the project team is disbanded.

Projects are different from normal day-to-day work (operations) and are best managed with a special
temporary organisational structure in order to:

e define the project scope and its deliverables (products or services)

e create a business justification for the investment (by defining the project’s value for the

organisation, outlining the business context, listing alternative solutions, etc.)

e identify project stakeholders and define a project core team

e create the project plans to help guide and manage the project

e assign and coordinate project work to teams

e monitor and control the project daily (progress, changes, risks, issues, quality, etc.)

e hand over the deliverables and administratively close the project.

Organisational and

,,,»/’ﬁésources Stakeholders
\\;1/ l EnViroan]\(l-)nts
""""""""""""" J‘,‘/:-b Out;but > Outgg?nes
Inputs . PROJECT —a P

Fig 2.2 A project as a transformational process which turns ideas into reality
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2.1.2 Why we do projects

Every project aims to introduce a new product/service or to improve an existing one. Achieving the goal is
expected to bring about benefits to the organisation (e.g. a new organisation-wide document management
system can increase productivity by introducing a new way of searching, reading and filing documents). A
project can also be seen as a transformational process, which turns ideas into reality.

Projects may be carried out to maintain current business operations (e.g. sustain the current level of
service), to transform business operations, or to improve the way of working so the organisation can be
more efficient in the future.

Projects start for many different reasons:
e Inresponse to a client request for a new product or service.
e Inresponse to a market demand or opportunity for a new product or service.
e Inresponse to a change in legislation or organisational needs.
e In response to an audit which outlines improvements that should be made.
e Inresponse to a new product or service from a competitor.
e To make use of a new technology.
e Tointegrate processes in the light of the merger of two or more departments or organisations.
e To update an existing process.
e To relocate to new premises.
e To raise awareness on a topic.
e To provide a proof-of-concept.
e To migrate information to a new document management system.
e Toimprove an existing service.

2.1.3 Project outputs, outcomes, benefits

Although project teams tend to focus their efforts on producing deliverables, it should be remembered that
project deliverables are merely a means to an end. The real purpose of a project is to achieve given
outcomes that will yield measurable benefits.

Therefore, it is important for everyone involved in managing and executing a project (managers and team
members) to understand the relationship between project outputs, outcomes and benefits. They must be
able to identify the outputs, outcomes and benefits of their projects. Without this understanding, the
project participants can lose sight of the project’s original purpose and produce deliverables, which are of
little (or no) value to the organisation. Thus:

e Project outputs (deliverables) are products/services, which introduce something new (a change).

e The change results in an outcome.

e The benefits are the measurable improvements resulting from this outcome.

o OB oues R ouemes B st

Fig 2.3 Project outputs, outcomes and benefits
Note that project outcomes and benefits are often realised only after the project has closed.

The table below illustrates this with a simple example:

Example of outputs, outcomes and benefits.

Project Output Adoption of the PM? Methodology within an organisation.

e Increased project quality.
Project Outcomes e Improved visibility of project objectives, status and forecasts.
e Capability to have better control over contractor work and deliverables.

e Project cost overruns decreased by 30%

Project Benefits e Productivity increased by 30%.
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2.2 About Project Management
2.2.1 What is Project Management?

Project Management can be described as the activities of planning, organising, securing, monitoring and
managing the resources and work necessary to deliver specific project goals and objectives in an effective
and efficient way.

The project management approach used should always be tailored to the needs of the project. When using
PM?2, a Project Manager (PM) should use (and if needed after tailoring) only those parts that contribute to
the effective management of their project.

2.2.2 Project Documentation

Project documentation is a key activity in project management. It carries through from the start of a project
to its completion. Project documentation:

e sharpens thinking by forcing people to put vague thoughts and plans into words

e crystallises planning

o defines the project scope for approval, ensuring that all project stakeholders and project team
members share the same expectations on what is to be delivered and when

provides all stakeholders with a clear picture of the project requirements

facilitates communication with internal and external groups

provides a baseline for monitoring and controlling a project’s progress

provides a record of important decisions

provides the information required by official audits

supports organisational memory and acts as a historical reference, which can be used to increase
the chances of success of future projects.

e o o o o o

Project documentation should of course, adhere to the quality standards of the organisation and the
project regarding format, style, etc. However, above all, it should add value fulfilling its purpose and be
clear and easy to understand.

2.2.3 The Project Support Office (PSO)

A Project Support Office (PSO) is an organisational body (or entity) that provides services, which support
project management. These can range from providing simple support functions to helping link projects to
strategic goals. Not all organisations have a Project Support Office (PSO).A Project Support Office (PSO) can:

e offer administrative support, assistance and training to Project Managers (PMs) and other staff

e collect, analyse and report on project progress data and information

e assist with project scheduling, resource planning, coordination and Project Management
Information System (PMIS) use

e maintain a central project repository (of Project Documents, Risks, Lessons Learned)

e coordinate configuration management and quality assurance activities

e monitor adherence to methodology guidelines and other organisational standards

e tailor the project management methodology to new best practices and help project teams
implement the updated methodology effectively.

2.2.4 Programme Management

A programme is a set of related projects and activities managed in a coordinated way to achieve strategic
objectives and benefits that could not be obtained if they were managed individually. The projects within a
programme all contribute to the common programme goals and are interdependent. In addition to
projects, a programme often includes elements of related work (programme-level activities) outside the
scope of its projects.

Programme management is different from multi-project management (managing many projects in parallel).
Thus, while a Programme Manager (PgM) coordinates efforts between projects, s/he does not directly
manage the individual projects.

2.2.5 Project Portfolio Management

A project portfolio is a collection of projects, programmes and other activities, which are grouped together
to allow better control over their financial and other resources and to facilitate their effective management
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in terms of meeting strategic objectives. The projects or programmes in a portfolio are not necessarily
inter-dependent on inter-related. From a strategic point of view, portfolios are higher-level components
than programmes and projects. It is at the portfolio level that investment decisions are made, resources
allocated, and priorities identified.

It is very important for people involved in project definition and management to understand the
differences between—and specific management requirements of—projects, programmes and portfolios.
They should also be able to define or position their work at the right level (i.e. know if their work would be
better managed as a programme or a network of projects), while always being aware of the management
and organisational context of their work (see Appendix D).

{ Strategic Planning

Strategic Objectives

!

(Evg:);::w:rk] """ Portfolio Management

( Programme Management

Project Management ]

Fig 2.4 Relationships between strategy, project, programme, portfolio and operations
2.2.6 Projects vs Operations

Projects are temporary and should therefore have a definite start and end. A project should be considered
complete when it is determined that its goals and objectives have been accomplished. Once this happens,
the project team should be disbanded.

Operations, on the other hand, comprises the ongoing day-to-day activities undertaken by a permanent
organisation to deliver services or products.

However, people often find themselves involved in so-called projects that have been going on for years,
working with moving targets or a continuously expanded scope, which sometimes includes activities that
should be classified as maintenance or operations. These are situations where the projects have been
allowed to either become uncontrollable, or to move into operations (maintenance) mode.

In most projects, the operations period begins after the project’s main products have been produced and
accepted by the client.

How do you recognise that a project has slipped into operations mode?
e The main project deliverables have been produced and the client has accepted them.
e The main project output (deliverable) is in use.
e Support is provided to users.
e Maintenance activities are undertaken.
e Minor updates (improvements) are planned and implemented over time.
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2.3 Project Environment
2.3.1 Project Organisation

It would be convenient to assume that all PM? Project Managers (PMs) operate within their organisations
in a homogenous environment and with consistent levels of authority and responsibility. This is generally
not the case, however.

There are typically several ways of organising projects within an organisation, which utilise one of the
following structures or a combination of them.

The Functional Structure

In a functional organisational structure, project work is integrated into the work performed by the
permanent organisation. Project members and other resources are borrowed from multiple sections of the
functional organisation. The Project Manager (PM) tends to have limited authority and needs to involve
senior management in the management of important project issues. Project work is often viewed as having
lower priority than everyday work.

The Projectized Structure

On the other end of the spectrum, in a projectized organisation, there is only a basic permanent
(functional) hierarchy, and all work is organised and performed within temporary project organisations.
Project resources are brought together specifically for the purpose of a project and work more or less
exclusively for the project. At the end of the project, resources are either reassigned to another project or
returned to a resource pool.

The Matrix Structure

A matrix organisation is a blended organisational structure. Additional temporary project organisations are
created alongside the functional hierarchy to achieve specific project goals and work. The role of the
Project Manager (PM) is recognised as central and key to the project’s success, and the Project Steering
Committee (PSC) typically delegates enough authority and responsibility to the Project Manager (PM) and
the Business Manager (BM) for them to manage the project and its resources. Matrix organisations can be
further categorised as weak, balanced and strong matrix organisations, the difference being the level of
authority and autonomy given to the project organisation.

2.3.2 Developing Project Management Competences

Project management involves much more than creating schedules and budgets, and Project Managers
(PMs) must have a wide range of technical and behavioural skills at their disposal.

To develop the competences required to manage projects effectively. Project Managers (PMs) need to:
e understand how projects are handled within the organisation (talk to colleagues)
e review any project methodologies, standards and frameworks that exist in the organisation
e follow a project management course (e.g. a course offered by a recognised PM? training provider)
o reflect on their project management—what is successful, what could be improved?
e become an active member of the PM? Community—participate in forum discussions and learn
from questions asked by other Project Managers (PMs)
e talk to more experienced Project Managers (PMs) about how they run their projects.

It is up to the Project Manager (PM) to acquire these skills and invest in their project management skills set.
Project management knowledge comes from study and practice, from discussing, sharing experiences and
reflecting on what went well and what can be improved.
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2. Project Management

Best Practices

Fig 2.5 What Project Managers (PMs) need to understand.
2.3.3 Project Management Competences

Project Managers (PMs) need to:
e understand the project management methodology used in their organisation (e.g. PM?)
e have the technical competences required to effectively manage the initiation, planning, execution,
monitoring, controlling, and closing of a project.

On top of this, the role requires skills to work effectively with people and within the broader organisational
context. These include the contextual and behavioural skills necessary to manage complex projects with
diverse teams and stakeholder groups that have pluralistic and conflicting priorities.

Project Managers (PMs) thus also need to know/understand:
e how to communicate, lead, motivate, negotiate, solve problems and deal with issues, conduct
meetings and workshops, report project status, etc.
e the business context and the general project environment (i.e. sociocultural, political, physical, etc.)
e organisational policies and standards (e.g. security, organisational architecture, audits, etc.)
e how the end-product or service will be maintained after it is delivered.

Additionally, subject-specific knowledge (e.g. IT, policy, etc.) is often relevant and useful to a Project
Manager’s (PM) role.

Most, if not all, of the above-mentioned points are also required of Business Managers (BM).

The table below lists the main competences for Projects Managers (PMs) and Business Managers (BMs):

The PM? Methodology Guide v3.1

People Competences

Perspective Competences

Self-reflection and self-management
Personal integrity and reliability
Personal communication
Relationships and engagement
Leadership

Teamwork

Conflict and crisis management
Resourcefulness

Negotiation

Results orientation

Strategy

Governance, structures and processes
Compliance, standards and regulations
Power and interest

Change and transformation

Culture and values

Source: IPMA-ICB (adapted)
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The above competences may not necessarily be independent and each can have an impact on others.
However, the filter that determines what is more important (e.g. self or common interest, time or quality,
results or balance, etc.) lies in our values and ethics. Therefore, competences related to the appreciation of
values and ethics have a prominent position compared to the rest because it is our ethical profile that
guides us on how we should apply our competencies, and determines what we consider good or bad, right
or wrong, in any given situation, decision and action.

Note that Project Managers (PMs) and Business Managers (BMs) should demonstrate these competencies
effectively, consistently and appropriately to the given situation, while remaining aligned with
organisational and professional values and ethics. The aim is to achieve the project goals by making (and
acting on) the right decisions, at the right time, in the right way and for the right reasons. This can be a
challenge for Project Managers (PMs), who often face tensions between making decisions based on goals
and values, and meeting the needs of various stakeholders.

Such decisions and tensions become easier to manage when Project Managers (PMs) have developed an
ethical disposition, which involves the balancing of goals and skills, personal integrity and moral virtue.

Although all virtues (logical and moral) affect all competences, the virtues of judgment, prudence and
insightfulness are (comparatively) more related to demonstrating the perspective competencies, while the
moral virtues of honesty, fairness, friendliness, generosity, temperance, courage, humour, and
magnanimity and magnificence, are (comparatively) more related to demonstrating people competences
(see Appendix F).




Certified PM? Practitioner by PM? GROUP Courseware 225

This page is intentionally left blank




226 Project Management Methodology Guide 3.1

3 Overview of the PM? Methodology
3.1 The House of PM?

The PM? Methodology is built on Project Management best practices and is supported by four pillars:

a project governance model (i.e. Roles & Responsibilities)
a project lifecycle (i.e. Project Phases)

a set of processes (i.e. project management activities)

Ll

a set of project Artefacts (i.e. documentation templates and guidelines).

Effective
Solutions & Benefits
Delivery

Control & Agility

{pni Mindsets
g R l
%

GOVERNANCE
LIFECYCLE
PROCESSES
ARTEFACTS

The PM? Methodology Guide
Project Management Best Practices

Fig 3.1 The House of PM?

The spirit of the PM? Methodology is further defined by the PM? Mindsets, which provide the glue that
holds together the PM? practices and provide a common set of beliefs and values for PM? project teams.

3.2 The PM? Lifecycle

The PM? project lifecycle has four sequential and non-overlapping phases with a different type of activity
predominant in each phase (i.e. initiating activities are predominant in the Initiating Phase, etc.). However,
while phase-related activities peak in terms of effort during a specific phase, activities of this type can also
be executed during neighbouring phase(s) (e.g. planning activities are also repeated in the Executing
Phase).

A project moves on to the next phase when the goals of its current phase have been deemed achieved as
the results of a formal (or less formal) phase-exit review.

Effort

/

Initiating Time
Monitor & Control

Fig 3.2 The PM? project lifecycle: indicative overlap of phase activities and cumulative effort
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The focus of a project shifts from initiating and planning activities in the beginning to executing, monitoring
and controlling activities in the middle and acceptance, transitioning and closing activities at the end.

Inexperienced project teams sometimes underestimate the importance of the work done in the initial
project phases and start working on deliverables that are inadequately defined or planned. This results in
the delivery of outputs, which are of poor quality and of little value to end-users. This is a common and
costly mistake, which is often the root cause of overall project failure and the failure to realise the project’s
intended benefits. It is therefore important to invest adequate time during the Initiating Phase to define
the desired outcomes by engaging a broad spectrum of stakeholders.

Project Phase Description
Define the desired outcomes. Create a Business Case. Define the project scope. Get
the project off to a good start.

1. Initiating

2. Planning Assign the Project Core Team (PCT). Elaborate the project scope. Plan the work.
3. Executing Coordinate the execution of project plans. Produce deliverables.

Coordinate formal acceptance of the project. Report on project performance.
4. Closing Capture Lessons Learned and post-project recommendations. Close the project

administratively.

Monitor Oversee all project work and management activities over the duration of the project:
& monitor project performance, measure progress, manage changes, address risks and
Control issues, identify corrective actions etc.

3.2.1 Initiating Phase

S nitatng > Planning
Monitor & Control

The first phase of a PM? project is the Initiating Phase. During this phase, the people involved formulate the
project’s objective(s), ensure the project’s alignment to the organisation’s strategic objectives, undertake
some initial planning to get the project off to a good start, and put together the information required to
gain approval to continue to the Planning Phase. The main input of this phase is a (client) request to
address a need, problem or opportunity.

The following activities are part of the Initiating Phase:

e Creation of the Project Initiation Request which contains information about the requestor,
business needs and the desired project outcomes.

e Creation of the Business Case, which provides a business justification, defines the project’s
budgetary requirements, and outlines the business context, problem and project descriptions,
alternative solutions, and a high-level roadmap.

e Creation of the Project Charter, which provides more details on the project definition in terms of
scope, cost, time and risk. It also defines milestones, deliverables, project organisation, etc.

@ ¥ o  —— —
()
Client need Project Initiation Request Business Case Project Charter

Fig 3.3 Overview of the Initiating Phase

The Business Case and Project Charter define the project’s scope and direction. The Project Manager (PM)
and the Project Core Team (PCT) reference and use both throughout the project.

At the end of the Initiating Phase, the Project Steering Committee (PSC) or other Appropriate Governance
Body (AGB) reviews the above documents and decides whether to allow the project to move forward.

The PM? Methodology Guide v3.1 14




228 Project Management Methodology Guide 3.1

3.2.2 Planning Phase

Initiating
Monitor & Control

The second phase of a PM? project is the Planning Phase. During the Planning Phase, the project’s objective
is developed into a specific and workable plan ready to be executed. The Project Work Plan specifies the
project scope and appropriate approach, decides on a schedule for the tasks involved, estimates the
necessary resources and develops the detail of the project plans. Several times during the Planning Phase,
the Project Work Plan can be updated. Once agreed and finalised it is baselined and signed off.

The following activities are part of the Planning Phase:

e Running the Planning Kick-off Meeting to officially start the Planning Phase.

e (Creating the Project Handbook, which defines the project’s management approach.

e Developing the Project Work Plan (Work Breakdown, Effort and Costs, Schedule).

e Updating the Project Stakeholder Matrix, which identifies all project stakeholders.

e Creating other important plans such as the Communications Management Plan, the Transition Plan
and the Business Implementation Plan.

& — [ — — B
biae \é— A i A ;ﬁ%} B _N w
-~ - _" . - S— -
=€
Planning Kick-off Project Handbook Project Work Plan Stakeholder Matrix Plans

Meeting

Fig 3.4 Overview of the Planning Phase

The Project Manager (PM) uses the outputs of the Planning Phase to request approval to move on to the
Executing Phase. This decision to move on is taken by the Project Steering Committee (PSC).

3.2.3 Executing Phase

iniiatng
Monitor & Control

The third phase of a PM? project is the Executing Phase. During the Executing Phase the project team
produces the project deliverables (outputs) as outlined in the Project Work Plan. This is typically the stage
of the project lifecycle that involves the most resources and requires the most monitoring.

The following activities are part of the Executing Phase:

e Running the Executing Kick-off Meeting.

e Distributing information based on the Communications Management Plan.

e Performing Quality Assurance (QA) activities as defined in the Quality Management Plan
e Coordinating project, work people and resources, and resolving conflicts and issues.

e Producing the project deliverables in accordance with the project plans.

e Handing over the deliverables as described in the Deliverables Acceptance Plan.
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Fig 3.5 Overview of the Executing Phase

Once the project deliverables have been accepted by the Project Owner (PO), the Project Manager (PM)
can request approval to move on to the Closing Phase. This decision to move on is taken by the Project
Steering Committee (PSC).

3.2.4 Closing Phase

Initiating

Monitor & Control

The final phase of a PM? project is the Closing Phase.

During a project’s Closing Phase, the finished deliverables are officially transferred into the care, custody
and control of the Project Owner (PO) and the project is administratively closed. Information on overall
project performance and Lessons Learned is captured in the Project-End Report. The Project Manager (PM)
ensures that the deliverables produced are accepted, all project documents are correctly filed and
archived, and that all resources used by the project are formally released.

The following activities are part of the Closing Phase:

e Finalising all activities in order to formally close the project.

e Discussing the overall project experience and Lessons Learned with the project team.
e Documenting Lessons Learned and best practices for future projects.

e Closing the project administratively and archiving all project documents.

ik s =

Project-End Review Lessons Learned Best Practices Administrative Closure
Meeting

Fig 3.6 Overview of the Closing Phase
3.2.5 Monitor & Control

Initiating Executing

Monitor & Control activities run throughout the project’s lifecycle. During Monitor & Control, all work is
observed from the point of view of the Project Manager (PM). Monitoring is about measuring ongoing
activities and assessing project performance against project plans. Controlling is about identifying and
taking corrective action to address deviations from plans and to address issues and risks.
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Fig 3.7 Monitor & Control activities

3.2.6 Phase Gates and Approvals

At the end of each phase, the project passes through a review and approval gate. This ensures that the
project is reviewed by the appropriate people (i.e. the Project Manager (PM), Project Owner (PO), the
Project Steering Committee (PSC) or other delegated role) before it moves on to the next phase. These
checkpoints contribute to the overall project management quality and allow the project to proceed in a
more controlled way.

The three PM? phase gates are:

e RfP (Ready for Planning): at the end of the Initiating Phase
o RfE (Ready for Executing): at the end of the Planning Phase
e RfC (Ready for Closing): at the end of the Executing Phase.

3.3 PM? Phase Drivers and Key Artefacts

Projects depend on people to define, plan and execute them. These project drivers change from phase to
phase in a PM? project.

During the Initiating Phase, the Project Owner (PO) is the main driver, initiating the project and being
accountable for all documentation.

In the Planning Phase, the main driver is the Project Manager (PM), who is responsible for coordinating the
delivery of all project plans.

The carrying out of the Project Work Plan and creation of the project deliverables in the Executing Phase is
driven by the Project Core Team (PCT).

Finally, the Closing Phase is driven by the stakeholders who evaluate the project’s overall performance.
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Fig 3.8 PM? Swimlane Diagram

Key Phase Input/Output Description

Formalises the commitment to explore a problem, need or
opportunity further and captures the context.

Captures the reasoning behind the project, provides justification and
establishes the budgetary constraints.

Builds on the Business Case and defines the project scope, high-level
requirements and deliverables.

Presents the project management objectives and overall management
approach. Documents the roles & responsibilities.

Includes a breakdown of the work to be carried out, estimates of the
effort and costs involved, and the project schedule.

Lists the complete set of project deliverables as defined in the Project
Charter and Project Work Plan.

Summarises the project experience, project performance and Lessons
Learned (successful project practices and potential pitfalls).

3.4 What is a PM? Project

Many PM? best practices can be applied to any type of project or work activity. However, to be able to
apply the whole PM? Methodology, a project must have certain characteristics.

Project Initiation Request

Business Case

Project Charter

Project Handbook

Project Work Plan

Project Deliverables

Project-End Report

Thus, a PM? project:
e s (above all) a project (i.e. not operations, not a work activity, not a programme, etc.)
has a duration of more than 4-5 weeks and involves more than 2—-3 people
runs within an organisation and can be subject to internal or external audits
requires a clearly defined governance structure and clearly assigned roles and responsibilities
requires approval of its budget and scope
includes more than just construction/delivery activities
includes transition and business implementation activities
requires a certain level of documentation, transparency and reporting
requires a certain level of control and traceability
has a broad base of internal (and external) stakeholders
may require the collaboration of several organisations or organisational units
contributes to raising the organisation’s project management maturity.
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The number of the above characteristics, apparent in a project, drive the tailoring and customization that
will have to be applied to the PM? methodology.

3.5 PM? Mindsets

The PM? processes, artefacts, tools and techniques help project teams make decisions on trade-offs
between a project’s time, cost, scope and quality dimensions.

The PM? Mindsets are the attitudes and behaviours that help project teams focus on what is crucial to
achieving their project’s goals. They help project teams navigate the complexities of managing projects in
organisations and make the PM? Methodology both more effective and complete.

Thus, Project Managers (PMs) and project teams that practise PM?:

1.
2.

Noukw

8.
9.

10.

Apply PM? best practices to manage their projects.

Remain mindful that project management methodologies are there to serve projects and not the
other way around.

Maintain an outcomes orientation in relation to all projects and project management activities.
Are committed to delivering project results with maximum value rather than just following plans.
Foster a project culture of collaboration, clear communication and accountability.

Assign project roles to the most appropriate people for the benefit of the project.

Balance in the most productive way the often-conflicting project management “Ps” of product,
purpose, process, plan, planet, people, pleasure/pain, participation, perception and politics.

Invest in developing technical and behavioural competences to become better project contributors.
Involve project stakeholders in the organisational change needed to maximise project benefits.
Share knowledge, actively manage Lessons Learned, and contribute to the improvement of project
management within their organisations.

11. Draw inspiration from the PM? Guidelines on Ethics and Professional Virtues (see Appendix F).

To remain mindful of the PM? Mindsets, Project Managers (PMs) and project teams that practise PM?
should ask themselves the following important Infrequently Asked Questions (IAQs):

Do we know what we are doing? Tip: Develop a clear and shared project vision. Manage the
project using a holistic approach and optimise the whole project, not just parts of it. Follow a
process but stay Agile and try to regularly remind yourself why you are doing something.

Do we know why we are doing it? Does anyone really care? Tip: Make sure your project matters.
Understand its goals, value and impact, and how it relates to the organisational strategy. Define
upfront what project success is and deliver maximum value and real benefits, not just outputs.

Are the right people involved? Tip: People make projects work. The primary criterion for involving
people and assigning project roles should be to serve the needs and objectives of the project, and
not politics, friendship, functional hierarchy, proximity or convenience.

Do we know who is doing what? Tip: Know what you should be doing, and make sure others know
what they should be doing. Is it clear to everyone? Clearly define and understand roles,
responsibilities and accountabilities.

Deliver at any cost or risk? Tip: Show respect for people’s work and organisational funds and avoid
high-risk behaviour and tactics. Always keep in mind that it is not just about the end result - how
you get there also matters. Manage your projects based on positive values and principles.

Is this important? Tip: Everything is NOT equally important. Identify, and agree on, the project’s
Critical Success Criteria (CSC), Minimum Viable Product (MVP), and Critical Success Factors (CSFs),
and allocate effort and attention both tactically and strategically for the benefit of both the project
and project management goals.

Is this a task for “them” or for “us”? Tip: Make sure that client and provider groups work as one
team towards a common goal. Real teamwork really works; so foster clear, effective and frequent
communication.

Should | be involved? Tip: Contribute from any position. Be proud of the skills, value and positive
attitude you bring to the project. Help everyone who needs to be involved get involved. Promote
and facilitate the contributions of all stakeholders.
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e Have we improved? Tip: Commit to ongoing self- and organisational improvement by gathering
and sharing knowledge. Project teams should reflect on how they can become more effective and
adjust their behaviour accordingly.

e s there life after the project? Tip: The product (or service) lifecycle has just begun! Make sure you
have contributed to its success.

The PM? Mindsets are the glue that holds the PM? processes and practices together. They provide a
common set of beliefs and values for all PM? practitioners.

The PM? Mindsets:
e help project teams navigate through the complexities of project realities.
e help project teams (re)position project management goals in a wider organisational context.
e remind project teams what is important for project success.
e are useful reminders of effective attitudes and behaviours.

3.6 Tailoring and Customisation

To ensure that the PM? Methodology effectively serves an organisation’s and a project’s needs, some level
of tailoring or/and customisation may be required.

Tailoring refers to changing specific parts of the methodology, such as process steps, the content of
artefacts, the distribution of responsibilities amongst the various roles, etc. Organisations do this to adapt
the methodology to the specific needs of their structure and culture, and to align the methodology to
organisational processes, policies, etc.

Tailoring makes more sense at the organisation/departmental level, but some tailoring can also take place
at the project level, based, for instance, on the complexity, size or type of a project. In addition to any
tailoring, further customisation may also be required at the project level to reflect the project’s specific
management needs. Examples of such customisations are the definition of decision thresholds for
escalation, risk tolerances based on the risk appetite of the stakeholders, etc.

All tailoring and customisations should be documented in the Project Handbook.
The following guidelines should be considered when tailoring or customising the PM? Methodology:

e First, understand the purpose and value of the methodology element to be tailored, and then
proceed with its tailoring.

e Avoid simplifying the methodology by eliminating whole chunks (e.g. a phase, a role, an activity or
an artefact), but rather scale down (or up) the scope of that element.

e Balance the level of control a project needs against the extra effort such control requires.

e Eliminate waste (lean approach) but remain aligned with the spirit of the PM? Methodology as this
is reflected by its four pillars and mindsets.

e Remember that the methodology was designed as an integrated whole, so avoid unnecessary
deviations.

3.7 PM?and Agile Management

PM? recognises the complex and uncertain nature of many types of project and the positive contribution of
the Agile way of thinking to their effective management.

Agile approaches meet various challenges, which often grow with the size of the organisations in which
they are applied. These challenges may include coordination between Agile and non-Agile teams,
compliance with various organisational governance and audit requirements, and organisational
architecture and interoperability constraints.

What is Agile?

Agile is an approach to managing projects based on a specific set of principles and practices, which
promote adaptive planning, evolutionary development, early incremental delivery and continuous
improvement. It encourages rapid and flexible responses to change.

Agile takes into account the inherent uncertainty of the project environment and creates an organisation
that is highly adaptive. It uses short feedback loops to allow for rapid responses to changes in product
requirements and for ongoing improvements to processes.
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Agile’s key characteristics are:

a focus on delivering value early on and frequently throughout a project
decisions made based on what is known

close cooperation among all parties involved

continuous stakeholder involvement at all levels

involving team members in planning

incremental development with short cycles

scope management through the continuous (re)prioritisation of tasks
embracing change, continuous learning and improvement

just enough documentation and control.

PM? provides a structure that helps Agile teams achieve the desired agility while still accommodating tight
procurement and audit requirements, good coordination with programme and portfolio levels, and
collaboration with other projects, contractors, other organisational units and external organisations (see
Appendix D).
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4 Project Organisation and Roles
4.1 Project Stakeholders

Project stakeholders are people (or groups) who can affect, be affected by, or believe to be affected by the
activities carried out during a project’s lifecycle and/or by its output(s) and outcome(s). Stakeholders can
be directly involved in a project’s work, members of other internal organisations or external to the
organisation (e.g. contractors, suppliers, users or the general public).

The number of stakeholders depends on the complexity and scope of a project. However, the more people
the project has an impact on, the more likely it is that it will affect people who have some power or
influence over the project. Given that stakeholders can be useful supporters of the project or may choose
to block it, the effective management and involvement of them is crucial for its success.

4.2 Project Organisation: Layers and Roles

The diagram below provides an overview of the layers and main roles in project organisation from a project
management point of view.

Business
Governing Appropriate Governance Body (AGB)
Layer

Steering

Layer Project Steering Committee (PSC)

Requestor side Provider side

Directing Project Owner Solution Provider
Layer (PO) (SP)

=
o -
&b
Managing Business Manager Collaboration & Project Manager 2
Layer (BM) Communication (PM) o E
L9
\ o -
5
o
Business Implementation
Performing Group (BIG) Project Core Team (PCT)
Layer (User & Business Representatives)
. Governance - Operational - Some decision power Project Team

- Advises & Decides . Supports (optional) . Acts
Fig 4.1 Project organisation

Note that there is only one project team, which is composed of the people assuming the roles defined in
the Performing, Managing and Directing layers. For the project to succeed, these people need to work
together as a team.

Business Governing Layer

The Business Governing Layer determines the vision and strategy for the organisation as a whole. It consists
of one or more management committees operating at a high or the highest management level. It is here
that priorities are defined, investment decisions are made, and resources are allocated.

Steering Layer

The Steering Layer provides general project direction and guidance. It keeps the project focused on its
objectives. It reports to the Appropriate Governance Body (AGB). The Steering Layer is composed of the
roles defined in the Directing and Management Layers plus other optional roles.

Directing Layer
The Directing Layer champions the project and owns its Business Case. It mobilises the necessary resources

and monitors the project’s performance in order to realise the project’s objectives. The Directing Layer
comprises the roles of Project Owner (PO) and Solution Provider (SP).
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Managing Layer

The Managing Layer focuses on day-to-day project management. It organises, monitors and controls work
to produce the intended deliverables and implement them in the business organisation. Members of the
Managing Layer report to the Directing Layer. The Managing Layer comprises the roles of Business
Manager (BM) and Project Manager (PM). It is of utmost importance for the success of the project that
there is close collaboration and good communication between these two roles.

Performing Layer

The Performing Layer carries out the project work. It produces the deliverables and implements them in
the business organisation. Members of the Performing Layer report to the Managing Layer. The Performing
Layer comprises the roles of the Business Implementation Group (BIG) and the Project Core Team (PCT).

4.3 Appropriate Governance Body (AGB)

The Appropriate Governance Body (AGB) is the entity responsible for the strategic planning and portfolio
management. In terms of projects, this is the body with the authority to approve a project, agree its stated
objective and release the funding required to implement it. As a key decision-making body, this role
comprises members from the requestor and provider side of the project.

Responsibilities:
o Defines the corporate and business domain strategy.
e Agrees to and implements a portfolio management framework to achieve the strategic objectives.
e |dentifies, evaluates and authorises programmes and projects for implementation.
e Monitors and controls portfolio delivery performance.
e Optimises and manages portfolio resources and benefits.

4.4 Project Steering Committee (PSC)

The Project Steering Committee (PSC) comprises at least the four roles in the Managing and Directing
Layers, providing a balanced mix of requestor- and provider-side representatives. Other roles can also
participate as per the project’s needs.

Ve Project Steering Committee (PSC) ~

Document Architecture
Management Office
Officer (DMO) (PO) (SP) A0)

Project Owner Solution Provider

Data Protection Business Manager Project Manager Project Support
Coordinator (BM) (PM) Office
(DPC) (PSO)

Local

Inf i User/Business Contractor's Programme Project Quality
Serc‘u?irtryni)lfzger Representatives Project Manager Manager PEITEINGD
(PgM)
(L1s0) (URs) (cPm) (PaA)
AN /

Fig 4.2 The Project Steering Committee (PSC): Permanent and indicative optional roles

The Project Steering Committee (PSC) is chaired by the Project Owner (PO) and is the key decision-making
and issue-resolution body for the project. Any significant decisions that may affect the project or the
team’s ability to deliver on the objectives will be escalated to the Project Steering Committee (PSC).
Approval of key documents, resolution of important project issues or significant change requests will be
discussed and decided upon here.
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Responsibilities:

Champions the project and raises awareness of it at a senior level.

Guides and promotes the successful execution of the project at a strategic level, keeping the
project focused on its objectives.

Ensures adherence to the organisation’s policies and rules (e.g. IT governance, data protection,
information security, document management, etc.).

Provides high-level monitoring and control of the project.

Authorises transition between Phases unless this is performed by the Appropriate Governance
Body (AGB).

Authorises deviations and scope changes with a high project impact and has the final say on decisions.
Deals with escalated issues and conflicts.

Approves key project artefacts (e.g. Project Charter, Project Work Plan).

Optional Project Steering Committee (PSC) members:

People with other roles can also participate in the Project Steering Committee (PSC) as per the project’s
needs. Some indicative roles are listed in the table below.

Roles

Description

User Representative (UR)

Represents the interests of the project’s users, ensuring that
project deliverables are fit-for-purpose.

Contractor’s Project Manager (CPM) Responsible for the outsourced parts of the project.

Architecture Office (AO) Plays an advisory role on architectural aspects of IT projects.

Project Support Office (PSO) project documentation. Produces consolidated reports for

Administers Project Steering Committee (PSC) meetings and

large projects.

Project Quality Assurance (PQA) Responsible for quality assurance and auditing.

Document Management Officer (DMO)

Ensures the coherent implementation of document
management roles.

Data Protection Coordinator (DPC) Consults and advises on data protection issues.

Local Information Security Officer (LISO) Consults and advises on security issues.

4.5 Project Owner (PO)

The Project Owner (PO) is the client of the project, and as such sets the business objectives and ensures
that project outcomes are in line with business objectives and priorities. As the key Directing Layer role
from the requestor side, the Project Owner (PO) is accountable for the overall project’s success, and later
becomes the owner of the project’s outputs (product or service).

Responsibilities:

Acts as the project champion, promoting the project’s success.

Chairs the Project Steering Committee (PSC).

Provides leadership and strategic direction to the Business Manager (BM) and Project Manager (PM).
Sets the business objectives and accepts the Business Case for the project.

Owns the business risks and ensures that project outcomes are in line with business objectives and
priorities.

Mobilises the resources necessary for the project, in accordance with the agreed budget.
Regularly monitors project progress.

Coordinates the resolution of escalated issues and conflicts.

Drives organisational change and monitors proper evolution and change implementation.
Approves key project artefacts (Business Case, Project Charter, Project Handbook, Work Plan,
Deliverables Acceptance Plan, Transition Plan, Business Implementation Plan).

4.6 Solution Provider (SP)

The Solution Provider (SP) assumes overall accountability for project deliverables and represents the
interests of those who design, manage and implement (or outsource) the project’s deliverables.
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As the key Directing Layer role from the provider side, the Solution Provider (SP) usually has a management
position in the functional hierarchy of the organisation undertaking the project, and therefore often works
with the Project Owner (PO) in defining the project’s business objectives.

Responsibilities:

Assumes overall accountability for the project deliverables and services requested by the Project
Owner (PO).

Mobilises the required resources from the provider side and appoints the Project Manager (PM).
Approves the objectives of any outsourced activities and deliverables and becomes accountable
for the contractor’s performance.

4.7 Business Manager (BM)

The Business Manager (BM) represents the Project Owner (PO) on a daily basis within the project and helps
in defining the project’s business objectives via the Project Initiation Request, Business Case and Business
Implementation Plan. The Business Manager (BM) collaborates closely with the Project Manager (PM) and
coordinates client-side activities and roles (e.g. user and business representatives), ensuring that the
project’s deliverables fulfil the business and user needs.

Responsibilities:

Guarantees cooperation and an efficient communication channel with the Project Manager (PM).
Coordinates the Business Implementation Group (BIG) and acts as a liaison between the User
Representatives (URs) and the provider organisation.

Ensures that the products delivered by the project fulfil the user’s needs.

Manages the activities on the business side of the project and ensures that the required business
resources are made available.

Decides on the best way to introduce business change or re-engineering actions, when needed.
Ensures that the business organisation is ready to accommodate the project’s deliverables when
they are made available by the Solution Provider (SP).

Leads the implementation of the business changes within the user community.

Coordinates the schedule and delivery of any user training (and production of related material).

4.8 Project Manager (PM)

The Project Manager (PM) oversees the project on a daily basis and is responsible for delivering high-
quality results within the identified objectives and constraints, ensuring the effective use of the allocated
resources. More widely, the Project Manager’'s (PM) responsibility also includes risk and issue
management, project communication and stakeholder management.

Responsibilities:

Executes the project plans as approved by the Project Steering Committee (PSC).

Coordinates the Project Core Team (PCT), ensuring the effective use of the allocated resources.
Ensures that project objectives are achieved within the identified constraints, taking preventive or
corrective measures where necessary.

Manages stakeholder expectations.

Oversees the creation of all management artefacts (except the Project Initiation Request, Business
Case and Business Implementation Plan) and secures approval from the Project Owner (PO) or the
Project Steering Committee (PSC).

Ensures the controlled evolution, of products delivered, through proper change management.
Performs risk management activities for project-related risks.

Monitors project status and reports to the Project Steering Committee (PSC) on project progress at
regular predefined intervals.

Escalates unresolvable project issues to the Project Steering Committee (PSC).

Liaises between the Directing and Performing Layers of the project.
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4.9 Business Implementation Group (BIG)

The Business Implementation Group (BIG) sits on the requestor side and consists of representatives of
business and user groups. Coordinated by the Business Manager (BM), it is responsible for planning and
implementing the business changes that need to be made for the organisation to effectively integrate the
project deliverables into its everyday work.

Responsibilities:

e Analyses the impact of the project’s implementation on ongoing operations, existing business
processes, staff and organisational culture.

e Participates in the design and updating of affected business processes.

e Prepares the affected business area for the upcoming change.

e Advises the Business Manager (BM) on the organisation’s readiness for change.

e Embeds the project deliverables into business operations and implements the organisational
change activities that fall within the project’s scope.

User Representatives (URs)

User Representatives (URs) represent the interests of the project’s end-users and are part of the Business
Implementation Group (BIG). It is important to designate User Representatives (URs) and involve them
throughout the project, keep them up to date with developments and provide them with a sense of
ownership. User Representatives (URs) help define project requirements and validate them at regular
intervals, ensuring that the final deliverables are fit for the business purpose.

Responsibilities:

e Help define the business needs and requirements.

e Ensure that the project specifications and deliverables meet the needs of all users.

e Review the project specification and acceptance criteria on behalf of the users.

e Communicate and prioritise user opinions in the Project Steering Committee (PSC) and ensure that
these opinions are taken into consideration when decisions are made whether or not to implement
a proposed change.

e Participate in demonstrations and pilot phases as needed.

e Perform user acceptance tests.

e Sign off on user-related documents (requirements document, deliverable acceptance testing, etc.).

e Guarantee business stability during the transition towards the new operational state.

4.10 Project Core Team (PCT)

The Project Core Team (PCT) comprises the specialist roles responsible for creating the project deliverables.
Its composition and structure depend on the project size and type (e.g. IT project, policy development
project, etc.) and is defined by the Project Manager (PM) based on the project’s needs.

Responsibilities:
Coordinated by the Project Manager (PM), the Project Core Team (PCT):
e Participates in developing the project scope and planning project activities.
e Carries out project activities based on the Project Work Plan and schedule.
e Produces project deliverables.
e  Provides the Project Manager (PM) with information on the progress of activities.
e  Participates in project meetings as needed and helps resolve issues.
e Participates in the Project-End Review Meeting during the collection of Lessons Learned.
Aside from the specialist roles that create the project deliverables, there are two specific Project Core

Team (PCT) roles that deserve to be discussed in more detail from a project management point of view: the
Contractor’s Project Manager (CPM) and the Project Manager Assistant (PMA).

Contractor’s Project Manager (CPM)

The Contractor’s Project Manager (CPM) leads the contractor’s staff working on the project, planning
controlling and reporting on the production of outsourced deliverables. Working closely with the Project
Manager (PM), the Contractor’s Project Manager (CPM) ensures that all work is carried out on time and to
the agreed standards, guaranteeing the successful completion and delivery of subcontracted activities.
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Project Management Assistant (PMA)

For large projects, the Project Manager (PM) might find it useful to delegate some management tasks to an
assistant. This Project Management Assistant (PMA) can work on a range of coordination and supportive
tasks as assigned by the Project Manager (PM), and acts as the Project Manager’s (PM) backup in meetings,
etc. However, the Project Manager (PM) remains the person responsible for all project management tasks
and deliverables.

The Project Management Assistant (PMA) may also be part of a Project Support Team (PST) and assigned to
the project.

4.11 Project Support Team (PST)

The Project Support Team (PST) is an optional role that consists of the people responsible for providing
support to the project. Its composition and structure depend on the needs of the project. The Project
Support Team (PST) is often composed of representatives from various horizontal services or units.

Responsibilities:
e Provides administrative support to the project.
e Defines requirements for reporting and communication.
e Administers Project Steering Committee (PSC) meetings and drafts related reports.
e Supports the Project Manager (PM) in planning, monitoring and controlling the project.
e Advises on project management tools and administrative services.
e Manages the project documentation (versioning, archiving, etc.).

Project Support Office (PSO)

The Project Support Office (PSO), also called Project Management Office or Project Office, is an optional
structure that can provide services to project teams such as the application of the methodology and use of
the artefacts, information systems, governance, logistics and various support.

Project Quality Assurance (PQA)

Assigned by the Project Steering Committee (PSC) and working independently of the Project Manager (PM),
the Project Quality Assurance (PQA) ensures the high quality of the project and its deliverables, by
reviewing processes and artefacts, identifying non-conformities with the set quality standards and
recommending corrective actions. This is an optional role in an organisation, reporting directly to the
Project Steering Committee (PSC), and may take the form of either a group or individual staff member.

Other

Depending on the project’s nature and characteristics, the Project Support Team (PST) can be further
extended and include representatives from other departments/units, e.g. Legal, Procurement, Data
Protection, etc.
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4.12 RAM (RASCI) — Documenting Responsibility Assignments

The Responsibility Assignment Matrix (RAM) is a way of representing and clarifying the roles and
responsibilities for a given activity. The RAM is also known as a RASCI table (pronounced rasky), which

stands for:
RASCI Description
. Does the work. Others can be asked to assist in a supporting role. There is just
R | Responsible . .
one responsible person for any given task.
Ultimately answerable for the correct and thorough completion of the work.
A | Accountable . A
There is just one accountable person for any given task.
S | Suoports As part of a team, roles with a support function work with the person
PP responsible. The support role helps complete the task.
Those whose opinions are requested and with whom there is two-way
C | Consulted -
communication. The consulted role does not help complete the task.
I | Informed Those who are kept informed of progress.

Stakeholders should be reminded of their roles and responsibilities during the project. This Open PM? guide
includes a RAM (RASCI) table for each artefact in the Initiating, Planning and Closing Phases and for each of
the activities in the Executing Phase and in Monitor & Control (see Appendix E).

Example: The RAM for the Standard PM? roles involved in creating the Business Case document.

RAM (RASCI) AGB PSC PO BM BIG SP PM PCT
Business Case | C A R C S S n.a.
Notes:

Accountable: The Project Owner (PO) is accountable (S/he provide adequate resources).
Responsible: The Business Manager (BM) is responsible for creating the Business Case.

Supports: The Solution Provider (SP) and the Project Manager (PM) work with the Business
Manager (BM) to develop the Business Case. The final responsibility, however, lies with the
Business Manager (BM).

Consulted: The Project Steering Committee (PSC) and User Representatives (URs) are consulted.
Informed: The Appropriate Governance Body (AGB) will be informed about the outputs or status of
the task (it will be provided with information).
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5

Initiating Phase
The first phase of a PM? project is the Initiating Phase. It begins with the identification of a need, problem
or opportunity, and ends with the establishment of the plans and processes needed to take the project
forward. Proper project initiation is critical for successful project planning and execution. It involves
defining project objectives and constraints, and receiving formal organisational sponsorship for the project.

Idea / Need

Document the
idea/need

!

Identify key stakeholders

(and their needs)

|

p
Create a business justification

for the project

|

Define the project scope
& organisation

I

RfP (Ready for Planning)

Fig 5.1 Initiating Phase activities and main outputs

>
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Project Initiation

Request

Business Case

I

Project Charter

R

5. Initiating Phase

Three key project artefacts are created during the Initiating Phase: the Project Initiation Request, the
Business Case and the Project Charter. Some of the Project Logs are also set up (i.e. Risk Log, Issue Log,
Decision Log) while the Change Log is typically set up during the Planning Phase.

Artefacts

oooo

Project Initiation Request
Business Case

Project Charter

Project Logs (setup)

Ready for Planning

Monitor & Control }

5.1

Fig 5.2 Initiating Phase artefacts

Initiating Meeting
This is an informal meeting, usually between the project initiator and the Project Owner (PO), and others
who could potentially contribute to the creation of the Initiating Phase documents. The goal of this meeting
is to introduce any pre-project information and discuss the next steps.

The result of this meeting is a better understanding of the context of the (future) project, as well as a
decision to move forward with the creation of the Project Initiation Request. Documentation and lessons
learned from previous similar projects can also be used as input to this meeting.

The PM? Methodology Guide v3.1
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5.2 Project Initiation Request

The Project Initiation Request is a project’s starting point and formalises its initiation. By creating a Project
Initiation Request, the project initiator ensures that the current context/situation (i.e. problem, need or
opportunity) and the project’s desired outcomes are formally captured and can be used as a basis for
further exploration and elaboration.

The Project Initiation Request contains basic information about the estimated effort and cost of
undertaking the project as well as the timeframe for its completion and the type of delivery. Specifically,
the document describes the impact the project is expected to bring and summarises the success criteria
against which it will be evaluated. Additionally, the Project Initiation Request outlines the project’s
relevance to the organisation’s strategic direction and highlights the key assumptions, constraints and risks
as assessed at this stage.

Key Participants Description

Initiator Anyone can introduce a Project Initiation Request.

Project Owner (PO) The main beneficiary of the project’s outputs usually nominates a Project
Owner (PO).

Solution Provider (SP) The organisational unit that will carry out the project work nominates a

Solution Provider (SP).

Approver Depending on the project, the Project Owner (PO) or a higher-level
Appropriate Governance Body (AGB) can accept the Project Initiation
Request and authorise work on a more elaborate Business Case.

Input
e Aproblem, a need or an opportunity expressed by the initiator.

Guidelines

e Note that though anyone can initiate a Project Initiation Request, in many cases the Project Owner
(PO) delegates its creation to the Business Manager (BM).

e Know your audience: Depending on the project size and the organisation’s approval process,
approval can be informal (i.e. the Project Owner (PO) accepts it), or formal (i.e. an Appropriate
Governance Body (AGB) reviews and approves it).

e Ensure all the relevant information is included, but at this point limit details to high-level
information—finer points will be added in the form of the Business Case and other Project
artefacts.

Steps (for a project’s initiation)

1. The Project Initiation Request is drafted.

2. The Project Initiation Request is submitted for approval to the relevant Governing or Steering Level
role.

3. Once the Project Initiation Request is approved, the project is defined in more detail with a
preliminary project scope description in the Business Case and further elaborated in the Project
Charter.

4. The Solution Provider (SP) assigns the Project Manager (PM) and the Project Core Team (PCT). The
Project Manager (PM) is typically assigned after the Business Case is approved (or at the latest
before the completion of the Project Charter), while the Project Core Team (PCT) is typically
assigned before the Planning Kick-off Meeting.

The lifecycle of the Project Initiating Request ends with the creation of the Business Case and Project
Charter. All the information included in the Project Initiation Request is copied over, updated and further
elaborated in these two documents, which remain “live” until the end of the project.
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Initiating

Project
Initiation
Request

Business Case

Domain
specific content

Fig 5.3 Relationship between the artefacts created during the Initiating Phase

RAM (RASCI) AGB PSC PO BM BIG SP PM PCT
Project Initiation Request | n.a. A/S R S/C | n.a. n.a.
0
A: PO
Problem, need g @ Project Initiation
or opportunity ‘\ K(,\\‘ Request
S: PO, UR

Fig 5.4 Project Initiation Request inputs and main roles

Outputs PM? Template?
e Project Initiation Request 4]
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5.3 Business Case

The purpose of the Business Case is to capture the reasoning behind the project, to describe the project’s
alignment with the organisation’s strategic objectives, to provide a justification for the investment in time
and effort, and to set out the budgetary needs. For larger strategic projects, the Business Case may also
include an assessment of impact and risks along with a more detailed cost-benefit analysis.

The Business Case provides decision-makers with the information they need to determine whether the
project is worth doing. The Business Case is a living document and therefore should be re-examined at
critical project milestones to check that the expected benefits are still achievable, the costs/schedule fall
within the budget/timeline, and the project is still relevant to the organisation and should be continued.

Key Participants Description

Project Owner (PO) Accountable for the Business Case.

Business Manager (BM) Creates the Business Case, supported by the Solution Provider (SP) and
the Project Manager (PM) (if known).

Other project stakeholders Consulted in defining the project’s Business Case

Approver A preliminary Project Steering Committee (PSC) or a higher-level

Appropriate Governance Body (AGB)

Inputs
e Project Initiation Request

Guidelines

e Note that the form and depth of analysis required for this artefact depends on the level of
investment required for the project.

e Consider several solutions that fulfil this business need and recommend one of these.

e Describe the overall approach to how the project will be executed (project strategy).

e |dentify measurable criteria that will be used to determine the success of the project.

e For projects carried out under contract (e.g. as a result of a bid award), create the Business Case
based on the Request for Proposal, the response to this request, and the contract itself.

1. The Business Manager (BM) drafts the Business Case based on the information captured in the
Project Initiation Request. The main project aspects to be analysed and presented are:
e the project’s justification and impact
e the project’s positioning in the overall organisational strategy
e an assessment of Strengths, Weaknesses, Opportunities and Threats (SWOT Analysis) of several
solutions, one of which is proposed for implementation
e a cost benefit analysis, per identified solution, detailed to the extend required
e synergies and interdependencies with other projects and initiatives
e high-level project roadmap, including major milestones.
2. The Project Owner (PO) evaluates the Business Case and decides to approve or reject it.
3. The Project Owner (PO) sends the Business Case to the Appropriate Governance Body (AGB) if
needed for corporate approval.
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5. Initiating Phase

RAM (RASCI) AGB PSC PO BM BIG SP PM PCT
Business Case | C A R C S S n.a.
Project Initiation Business Case

Request
Fig 5.5 Business Case inputs and main roles
Related Artefacts Planning Executing Monitor & Control Closing
Benefits Business Project Business . Project-End
Management Implementation Plan Reports Implementation Report
8 P P Checklist P
Outputs PM? Template?
e Business Case 4]
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5.4 Project Charter

The Project Charter provides a basis for the more detailed project planning. It defines the project’s
objectives (i.e. scope, time, cost, quality), high-level requirements, risks and constraints, as well as the
project milestones and deliverable(s).

The charter is a key element of the project approval process (along with the Business Case). It includes the
what, how and when fundamentals of the project and provides a baseline against which progress can be
measured. Although the Project Charter can be initiated by the Business Manager (BM), it is ultimately the
responsibility of the Project Manager (PM) to complete it and submit it for approval.

Key Participants Description

Develops the Project Charter. Should be assisted by the Business Manager
(BM) and the Solution Provider (SP).

Project Owner (PO) Reviews and approves the Project Charter.

Project Manager (PM)

The Appropriate Governance Body (AGB) provides the corporate-level

Decision-making Body approval of the Project Charter.

Inputs
e  Project Initiation Request
e Business Case

Guidelines

e The Project Charter should be brief so that it can be sent to project stakeholders as soon as
possible, and so that it is easy for them to review and understand.

e Avoid presenting detailed requirements. Instead present high-level needs and features.

e Detailed requirements may be captured in other artefacts (e.g. in a Requirements Document), or in
an appendix to the Project Charter to be elaborated during the planning phase.

e Ensure that input from all concerned project stakeholders is considered.

e Ensure that once created, the Project Charter is updated and distributed as required.

1. The Business Manager (BM) will first consult the main project stakeholders and takes part in
drafting the Project Charter.

2. The Project Manager (PM) is responsible for delivering the document.

3. The main project stakeholders review the Project Charter and the Project Steering Committee (PSC) accepts it.

4. The Project Owner (PO) sends the Business Case and Project Charter to the appropriate decision-making
body for additional approval, if needed.

5. The appropriate decision-making body evaluates and accepts or rejects the Project Charter.

RAM (RASCI) AGB PSC PO BM BIG SP PM PCT
Project Charter I A C S C S R C
Project Initiation %.O
Request @8 %
—___/_
A: PSC
- @ g -
Business Case AV 3 Project Charter
3 )
- — R PM S: SP, BM

Fig 5.6 Project Charter inputs and main roles

Related Artefacts Initiating Planning Executing Monitor & Control Closing
Scope Business Project Change Requests Project Logs Project-End
Management Case Work Plan Project Reports ) & Report
Outputs PM? Template?
e Project Charter M
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5.5 Phase Gate RfP (Ready for Planning)

This is the first phase gate. A review and approval are recommended before the project can formally move
to the next phase. The Project Manager (PM) assesses whether the project is ready to commence the
Planning Phase and seeks approval of the Business Case and Project Charter from the Project Steering
Committee (PSC). If the Business Case or Project Charter is not approved, the project proceeds directly to
the Closing Phase for Lessons Learned and archiving.

PM? provides a template Phase Exit Review Checklist for each phase that can be used by the Project
Manager (PM) to guide the assessment, alongside a review of the phase’s specific goals.
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6 Planning Phase

The second phase of a PM? project is the Planning Phase. It begins with the Planning Kick-off Meeting and
ends once all project plans have been developed and baselined, and an appropriate management and
implementation approach has been established. Most of a project’s artefacts are created during the

Planning Phase.

RfP (Ready for Planning)

-

Kick-Off meeting

'

Tailor the PM? process

v

Assign roles &
responsibilities

.

Elaborate project scope

v

P
Develop work breakdown
and project schedule

-

Develop the project plans

|

Distribute plans
to stakeholders

RfE (Ready for Executing)

P ¥ 13

Kick-Off
Agenda & MoM
L

Project Handbook

Management Plans

Project

Stakeholder Matrix

R ———

Project

Work Plan

.

All Project Plans

Fig 6.1 Planning Phase activities and main outputs

6. Planning Phase

Artefact Type

Description

Management Plans
(standard)

These plans define the various processes to be used (e.g. for Risk Management).
PM? provides Management Plan templates along with guidelines on how to tailor
and customise them to the project’s context and needs.

Project Plans

These plans are specific to the project (e.g. the Project Work Plan) and are built

(domain specific)

(specific) according to the project needs and the team’s analysis and experience.
PM? provides templates and guidelines for these plans.
Other These artefacts are specific to the project domain (e.g. system models for IT

projects). PM? does not provide templates for these artefacts.

Artefacts

Initiating

Planning Kick-off/ MoM
Project Handbook

- Roles & responsibilities

- Management plans

Project Stakeholder Matrix
Outsourcing Plan

Project Work Plan
Deliverables Acceptance Plan
Transition Plan

oo

O0o0oooo

Business Implementation Plan
Ready for Executing

Monitor & Control

Fig 6.2 Planning Phase artefacts
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6.1 Planning Kick-off Meeting
The Planning Phase starts with an official Planning Kick-off Meeting, the aim of which is to:

e ensure that everyone understands the project scope
e clarify the expectations of all key project stakeholders
e identify project risks

e discuss the project plans.

At this early stage, past experiences, and especially Lessons Learned from previous similar projects, will
significantly help the project team.

This Planning Kick-off Meeting should be planned and run effectively as it is critical that the project goals
are well understood. PM? provides templates for the Meeting Agenda and the Minutes of Meeting (MoM).

Key Participants Description
Project Manager (PM) Organises the meeting.
Project Core Team (PCT) Required participants.

Business Implementation Group (BIG)
User Representatives (URs)

Solution Provider (SP)

Project Owner (PO)

Business Manager (BM)

Project Manager Assistant (PMA) Required to attend (if part of the project).

Project Support Office (PSO)

Other project roles or stakeholders Optional participation (as per the project’s needs).
Inputs

e Business Case
e Project Charter

Steps

Before the Planning Kick-off Meeting:
1. Plan the meeting.
Draft the Meeting Agenda clearly indicating the points to be discussed.
Send out the Meeting Agenda in advance.
Ensure the attendance of required participants.
Address any logistical needs and prepare documentation or hand-outs for the meeting.

vk wnN

During the Planning Kick-off Meeting:
1. Introduce the meeting participants.
2. Ensure a minute-taker is identified to make notes identifying action items. These will be compiled

and sent to participants after the meeting.

Walk the participants through the Project Charter so they understand the project scope.

4. Outline the goals, expectations and activities of the Planning Phase and discuss the planning
timeline.

5. Describe and discuss the project roles and responsibilities.

6. Discuss the project timeline.

7. Discuss the overall approach to the project. This discussion can be a brainstorming session within
the limits set by the Project Charter.

8. Discuss the project plans needed for the project. The final set of required project plans will be
documented in the Project Handbook.

9. Discuss risks, constraints and assumptions.

10. Discuss or present any project supporting tools (with input from the Project Support Office, PSO).

11. Allow time for any other business (questions & answers).

12. Summarise the discussion (decisions, actions and risks).

13. Communicate the next steps.

w
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After the Planning Kick-off Meeting:

1. Distribute the Minutes of Meeting (MoM) to the appropriate stakeholders (as identified in the

Project Charter).

2. The Minutes of Meeting (MoM) should include a summary of project issues raised, risks identified,
decisions taken and changes proposed. Note that the issues, risks, decisions and project changes
should also be recorded in the relevant logs.

RAM (RASCI) AGB PSC PO BM BIG SP PM PCT
Planning Kick-off Meeting | A C S C C R C
Business Case @é%éﬁb KiCk_/‘::e?\q;:ﬁng
—.__/_ . —.__/_
A: PSC
. g 9 Minutes of
Project Charter ‘\ Meeting (MoM)
- R: PM ssBm L __—

Fig 6.3 Planning Kick-off Meeting inputs/outputs and main roles

Outputs PM? Template?
e  Kick-off Meeting Agenda v
e Minutes of Meeting (MoM) v
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6.2 Project Handbook

The Project Handbook summarises the project objectives and documents the selected approach for
achieving the project goals. It documents the Critical Success Factors (CSFs), defines the key controlling
processes, the conflict resolution and escalation procedure, policies and rules, and the project mindsets.

The Project Handbook also documents the project governance roles and their responsibilities, and defines
the plans necessary for managing the project as well as any methodology-tailoring decisions. The project
goals and scope (found in the Initiating Phase documents) are key inputs to this artefact.

The Project Handbook is an important reference document for all project members and stakeholders, and
along with the Project Work Plan, is the basis on which the project is managed and executed.

Key Participants Description
Project Manager (PM) Prepares the Project Handbook.
Business Manager (BM) Involved in defining the document’s key elements.
Other project stakeholders Review the Project Handbook.
Project Core Team (PCT) Consulted in developing the document.
Inputs

e Business Case and Project Charter
e Planning Kick-off Minutes of Meeting (MoM)

Guidelines
e Use the minutes from the Planning Kick-off Meeting as a basis for defining the Project Handbook.
e The Project Handbook should be kept up-to-date throughout the life of the project.
e All Project Management Plans should be considered part of the Project Handbook.
e During the Closing Phase, the Project Handbook is an important point of reference for the Project-
End Review Meeting and should be properly archived.

Steps

1. Find documentation from similar projects and identify possible reusable components—this could
reduce the effort, cost and time required.
Summarise the project objectives, dependencies, constraints, assumptions and list stakeholders.
Identify Critical Success Factors (CSFs) and define important project management objectives.
Discuss possible/necessary customisations and/or tailoring of the PM? Methodology.
Outline the selected delivery approach and its lifecycle (including project-specific stages).
Define the specific project management rules that will be applied to the project (agree on the rules
of conduct that will facilitate the better management and execution of the project).
7. Define a conflict resolution and escalation procedure for the project.
8. Highlight the main project controlling processes, such as change/risk/quality management.
9. Define the selected progress tracking and reporting approach.
10. Determine which artefacts (i.e. plans, reports or other documents) are necessary for the project.
11. Document the roles involved in the project along with their respective responsibilities.

oA wWN
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6.2.1 Project Roles & Responsibilities

The main purpose of the Project Roles & Responsibilities section of the Project Handbook is to document
the roles and responsibilities for the project. Any deviations from the standard PM? Roles & Responsibilities
should be justified and documented, and any new roles defined with their responsibilities clearly described.
Based on this, the Project Stakeholder Matrix can be tailored to the project and named people assigned to
all project roles (preliminary information is taken from the Project Charter).

6.2.2 Project Management Plans

PM? suggests several Project Management Plans (artefacts) which outline the various project management
processes. These plans identify how an organisation manages relatively standard processes. These plans
are the:

1. Requirements Management Plan
Project Change Management Plan
Risk Management Plan

Quality Management Plan

Issue Management Plan

6. Communications Management Plan

e wN

Depending on the organisation and the project, different levels of documentation detail may be required.
When sufficient, a brief definition of each management process or plan can be provided in the Project
Handbook. When a more extensive and detailed description is needed, separate management plans can be
instituted based on the PM? templates and guidelines provided.

6.2.3 Project-Specific Plans

PM? defines a set of recommended project plans, which can be used for any type of project and provides
templates and guidelines for each. However, in contrast to the standard Management Plans, which only
require light customisation and tailoring, the Project-Specific Plans usually require more effort because
their content is specific to the project.

The optimal level of detail included in Project-Specific Plans depends on the type, size and complexity of
the project, the project management context and environment, and the experience and competences of
the project team.

All Project-Specific Plans to be used in a project should be listed in the Project Handbook.
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6.2.4 Domain-Specific Artefacts

These plans are specific to the project domain (i.e. the project type) and are very often an integral part of
the project planning and the overall project documentation. No templates are provided by PM?2,

However, the artefacts should still be identified and listed in the Project Handbook, as they are part of the
project’s planning-phase outputs. Examples of domain-specific artefacts include system designs (for IT
projects), architectural layouts (for renovation/moving projects) and laws/policies (for policy projects).

6.2.5 Other

Escalation Procedure: An escalation procedure and tolerances should be defined (and tailored) in the
Project Handbook. This should be referenced by the Management Plans to ensure that a consistent
approach is applied.

The purpose of the escalation procedure is to provide an agreed and effective way for escalating issues and
decisions when this is required. For example, it documents how important issues can be raised to a higher

level of management for resolution. This ensures that the appropriate level of management is involved (or

at least informed) if an issue cannot be resolved at a lower level.

Resource Needs: The Project Handbook must also define how the resources (people and equipment)
allocated to the project will be used to serve the project’s best interests.

As the work to be done becomes clearer, the skills needed to perform the work will also have to be
recorded in the Project Handbook. A Training Plan can be annexed to the Project Handbook if personnel
need to be trained in missing skills. If more people with these skills need to be hired, the hiring process
must be described in the same section of the Handbook. Finally, the way resources will be released at the
end of the project (or when their work is complete) must also be formalised here.

6.3 Project Stakeholder Matrix

The Project Stakeholder Matrix lists all (key) project stakeholders and their contact details and clearly
states their role(s) in the project. It may also include a classification or categorisation of each stakeholder.
The information captured in the Project Stakeholder Matrix should be tailored to the project’s needs.

Key Participants Description

Project Manager (PM) Prepares the Project Stakeholder Matrix.

Assists the Project Manager (PM), particularly with the identification of

Busi M BM . .
usiness Manager (BM) stakeholders on the client side.

Other project stakeholders Consulted on the identification of stakeholders.

Inputs
e Business Case and Project Charter
e Planning Kick-off Minutes of Meeting (MoM)

Guidelines

PM? provides a Project Stakeholder Matrix template. The template includes the standard project roles
organised into the following groups:

e Teams—e.g. Project Steering Committee (PSC).

e Roles—e.g. Project Owner (PO), Solution Provider (SP), User Representatives (URs).

e Support—e.g. Project Support Office (PSO), Project Manager Assistant (PMA).

e Operational roles—e.g. user, business analyst.

e  Other domain-specific—e.g. architect.

Note: Be careful to respect all applicable regulations on privacy and personal data rights when establishing
and handling the Project Stakeholder Matrix.
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Steps
1. Usingthe project’s organisational structure, identify everyone who will have a role in the project.
2. Assign each person a specific role for the duration of the project, based on the PM? standard Roles
& Responsibilities.
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Fig 6.5 Project Stakeholder Matrix inputs and main roles
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6.4 Project Work Plan

The Project Work Plan further elaborates the project scope and identifies and organises the project work
and deliverables needed to achieve the project goals. It establishes a basis on which to estimate the
project’s duration, calculate the required resources, and schedule the work. Once the tasks are scheduled,
the Project Work Plan is used as a basis for monitoring progress and controlling the project. The Project
Work Plan should be baselined but also kept up-to-date during the life of the project and capture all project
related work as identified during planning phase or emerged during the executing phase (e.g. risks, issues,
corrective actions etc.)

Key Participants Description
Project Manager (PM) Coordinates all activities in the development of the Project Work Plan.
Project Core Team (PCT) Assists the Project Manager (PM).
Project Support Office (PSO) May provide technical advice (e.g. for scheduling).
Inputs

e Business Case and Project Charter

Steps
The Project Work Plan is composed of three parts:

1. Develop the Work Breakdown: This provides a hierarchical breakdown (subdivision) of all the work
that must be done to meet the needs of the customer. Outlining the tasks enables an estimation of
their effort and cost requirements.

2. Develop the Effort & Cost Estimates: These outline expectations of the resources needed and the
time required to complete each project task, within the constraints of resource availability and
capabilities. The effort and duration estimates are used to create the project schedule and budget.

3. Develop the Project Schedule: This identifies dependencies between tasks, pinpointing their start
and end dates, which is then used to establish the overall project duration.
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6.4.1 Work Breakdown

The objective of this section of the Project Work Plan is to break the project down into smaller and more
manageable components such as deliverables, work packages, activities and tasks. The breakdown has
multiple levels, each with progressively more detailed deliverables and work. Taken together, these define
the project output(s) and the work involved in producing them (see Appendix C).

Inputs
e  Business Case and Project Charter
e Project Requirements

Outputs
e Work Breakdown (part of the Project Work Plan)

6.4.2 Effort & Cost Estimates

The objective of this section of the Project Work Plan is to estimate the effort needed for each project task
identified in the Work Breakdown based on resource availability and capabilities. After a task is assigned to
a resource (or to a resource profile) it also becomes possible to calculate its cost. The estimates will be an
input for the creation of the schedule (see Appendix C).

Inputs
e Project Work Plan (Work Breakdown)

Outputs
e Effort & Cost Estimates (part of the Project Work Plan)

6.4.3 Project Schedule

The objective of this section of the Project Work Plan is to document the dependencies between tasks,
pinpoint their start and end dates, and work out the overall project duration. Detailed scheduling can be
done for the entire project upfront, or alternatively, worked out (in adequate detail) only for some early
parts of the Executing Phase, and then progressively developed in full detail. The Project Manager (PM)
uses the schedule to authorise, coordinate and accept project work, and to monitor overall progress (see
Appendix C).

Inputs
e  Project Charter
e  Project Work Plan (Work Breakdown, Effort & Cost Estimates)

Outputs
e Project Schedule (part of the Project Work Plan)
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6.5 Outsourcing Plan

The Outsourcing Plan defines the what and how for any outsourced products or services. It outlines the
scope of products and/or services to be purchased or contracted, identifies the outsourcing strategies that
will be used, and defines the relevant responsibilities for the full outsourcing lifecycle. Note that the
present plan should be compliant with the relevant organisational rules and procedures.

Participants Description
Project Manager (PM) Prepares the Outsourcing Plan.
Solution Provider (SP) Reviews the plan.

Inputs

e Business Case and Project Charter

e Project Work Plan

e Project Handbook

e Relevant organisational procurement rules and procedures

1. Identify the deliverables and activities that need to be outsourced, along with the timeframe
within which the outsourcing should take place.

2. Decide who can interface with the contractors and who is responsible for signing the contract.
Note that there might be organisation-level rules on contracting to be followed.

3. List the evaluation criteria for contractors. This ensures that a contractor is selected on the basis of
pre-set criteria and that no single person or group influences the decision. The criteria could
include the following: capability, previous experience in similar projects, anything else of
relevance.

4. Identify any constraints that may affect the outsourcing process (an organisation’s pre-existing
agreements or preferred suppliers may require the project team to work with specific suppliers or
contractors).

5. ldentify the method(s) by which new products may be obtained (i.e. lease/purchase, tendering
process). Factors like time/capacity constraints may also influence the choice of method.

6. Identify the people within the organisation who must approve purchases.

7. Provide a timeline for all the contracted activities and deliverables. This will ensure that the
contractor is committed to having resources available to meet the pre-agreed timeline.

8. Identify any documentation deliverables expected from the contractors (e.g. manuals, etc.).
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Fig 6.7 Outsourcing Plan inputs and main roles
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6.6 Deliverables Acceptance Plan

Deliverables acceptance planning aims to increase the likelihood that deliverables will be accepted by the
client side and that the resources involved in the acceptance will be used in an efficient way.

The Deliverables Acceptance Plan documents the agreed criteria and approach for deliverables acceptance.
It also documents the relevant responsibilities, including all activities and effort required, as well as the
timing and capability requirements for this so that the project’s deliverable(s) can be formally accepted by
the client based on objective criteria and predefined timelines.

Key Participants Description

Project Steering Committee (PSC) | Approves the Deliverables Acceptance Plan.

Prepares the Deliverables Acceptance Plan. May be supported by
Project Manager (PM) other roles such as the Project Quality Assurance (PQA), the Project
Support Office (PSO), and other project stakeholders.

Reviews and validates the deliverables acceptance requirements,

Business Manager (BM L . .
ger (BM) activities and associated metrics.

Inputs
e  Project Charter and Requirements Documents
e Project Handbook
e Project Work Plan
e Requirements Management Plan
e Quality Management Plan

Guidelines

e Ensure that there is no duplication of information contained in other plans (the Requirements
Management Plan, Quality Management Plan, etc.). Align the deliverables acceptance process with
the requirements validation activities as well as with other testing and quality control activities.

e Ensure that all project deliverables are accounted for including any support material (user
manuals, etc.).

e Note that deliverables acceptance activities may not happen (only) at the end of the Executing
Phase, but can follow the project’s delivery schedule.

e Include the deliverables acceptance activities (and resources required) in the Project Work Plan.

e The guidelines set out in the Deliverables Acceptance Plan template can be used to help tailor a
deliverables acceptance process for any given project.

1. Define the overall acceptance approach and schedule, as well as the tools to be used.

2. Define the acceptance criteria and tolerances for the project deliverables and define the activities
needed to achieve their validation.

3. Define the process and timeline for dealing with non-acceptance (or partial acceptance).

4. Define the level of formality of the acceptance process (e.g. whether a signed Deliverables
Acceptance Note is required, etc.).

5. Define clear roles and responsibilities for the acceptance of each deliverable:
e Determine who is responsible for the activities leading up to the acceptance of the deliverable.
e Determine who is responsible for providing the necessary resources.
e |dentify the stakeholders who will validate the deliverable and define the specific knowledge

and skills they require.

e Identify the person/group responsible for the final acceptance of the deliverable.

6. Tailor the Deliverables Acceptance Checklist based on the acceptance activities defined.

7. Inthe case of outsourced work, the Deliverable Acceptance Process should be documented in the
contract.

8. Ensure that the Deliverables Acceptance Plan is communicated to the relevant project
stakeholders
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6. Planning Phase

RAM/RASCI AGB PSC PO BM BIG SP PM PCT
Deliverables Acceptance Plan | A C S I C R C
Quality ©) Deliverables
Man:;elment Project Work Plan (9@ Acceptance
Plan @a.m Plan
— A PSC —
Deliverables
Project Handbook Project Charter ‘\ chggﬁﬁstt?::ti h
- —) L — R: PM S: BM L —

Fig 6.8: Deliverables Acceptance Plan inputs and main roles
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6.7 Transition Plan

The Transition Plan defines the goals, prerequisites, activities and responsibilities associated with
transitioning from the old (pre-project) to the new (post-project) state. It seeks to minimise the impact of
any disruptions on the business during the transition period, and to facilitate the roll-out of project outputs
in a smooth and timely fashion, allowing them to be used efficiently and with no serious transition issues.

A successful transition is an important prerequisite for achieving the planned project benefits. All transition
activities become part of the Project Work Plan and are scheduled and controlled as part of the overall

project.
Key Participants Description
Project Manager (PM) Prepares the Transition Plan.
Project Core Team (PCT) Consulted in the plan’s preparation.
Other project stakeholders Review and approve the Transition Plan.
Inputs

e Business Case and Project Charter
e Project Work Plan

e  Project Change Management Plan
e Business Implementation Plan

1. Identify the roles and responsibilities linked to all aspects of the transition process.

2. Document what must be completed before the transition can start and finish.

3. Determine whether any changes need to be made to the physical (or virtual) environments within
which the project outputs will be released.

4. lIdentify possible business interruptions and ensure that they are communicated to all affected

stakeholders in a timely fashion.

Determine the coordination.

Determine the needs between various stakeholders (e.g. clients, users, etc.).

Ensure that operational support and maintenance needs are defined.

Define and schedule the transfer of responsibility for the deliverables from the Solution Provider

(SP) to the Project Owner (PO)

9. Ensure that a formal announcement of the start and end of the transition is planned.

10. Include all transition activities in the Project Work Plan.

11. Ensure that the Transition Plan is communicated to the relevant project stakeholders.

© N ®;
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6. Planning Phase

6.8 Business Implementation Plan

The Business Implementation Plan aims to increase the likelihood of achieving the project’s desired
outcomes and benefits. It documents an assessment of the project’s impact on the organisation's
processes, culture and people and outlines the change-management and communications activities that
need to take place to ensure that the project outputs are effectively integrated into the organisation’s
environment.

Depending on the organisation, the business implementation activities can be performed as part of the
same project or as a separate one. These activities become part of the Project Work Plan and are scheduled
and controlled as part of the overall project.

Key Participants Description

Business Manager (BM) Prepares the Business Implementation Plan.

Assists the Business Manager (BM). Updates the Project Work
Plan to include all business implementation activities that fall
within the scope and timeframe of the project.

Project Manager (PM)

Consulted during the impact analysis and involved in the business
implementation activities.

Business Implementation Group
(BIG) and other project stakeholders

Project Owner (PO)

Reviews and approves the Business Implementation Plan.

Inputs
e Business Case and Project Charter
e Project Handbook and Project Work Plan
e Transition Plan
e Quality Management Plan

1. Understand the pre- and post-project states and analyse the project’s impact on the organisation’s
processes, people and culture.

2. Plan any redesigning or updating of affected business processes.

3. Develop a communication strategy and define the necessary change-management activities.

4. Identify possible sources of resistance to the desired change(s), analyse the attitude of key
stakeholders and plan their involvement in change-management activities.

5. Determine the training needs of the people in the organisation.

Include all project-related business implementation activities in the overall Project Work Plan

7. ldentify the change implementation (and change sustaining) activities to be carried out by the
organisation after the project ends, possibly as future/follow-up projects.

o

Fig 6.10 Business Implementation Plan inputs and main roles
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6. Planning Phase
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6.9 Phase Gate: RfE (Ready for Executing)

This is the second phase gate. A review and approval are recommended before the project can formally
move to the next phase. The Project Manager (PM) uses the outputs of the Planning Phase to assess
whether the goals of this phase have been achieved, and then requests approval from the Project Steering
Committee (PSC) to move on to the Executing Phase.

If major deviations from the approved Business Case and/or Project Charter are identified, then the Project
Steering Committee (PSC) must receive an additional approval from the Appropriate Governance Body
(AGB) before the project can move on to the Executing Phase.

PM? provides a template Phase Exit Review Checklist for each phase that can be used by the Project
Manager (PM) to guide the assessment, alongside a review of the phase’s specific goals.
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7 Executing Phase

7. Executing Phase

The third phase of a PM? project is the Executing Phase. During this phase, the project deliverables are
produced and the requestor organisation prepares for their introduction. The Executing Phase begins with
a Kick-off Meeting and ends with the acceptance (final or provisional—as per the Deliverables Acceptance

Plan) by the requestor side.

Artefacts

RfE (Ready for Executing)

Kick-Off meeting

Coordinate project

4[

Conduct meetings

Assure quality

Create project reports

Distribute information

Ensure deliverables
acceptance

N
v

RfC (Ready for Closing)

Kick-off
Agenda & MoM
—____/__

Meetings
Agendas/MoMs
RS

Audit reports
J

2R 2R R

Project reports

-p

——__/_-_—

Deliverables
Acceptance Note

Fig 7.1 Executing Phase activities and main outputs

[C] Executing Kick-Off/MoM

O Meeting Agendas/|
Project Reports
Change Requests

[ peliverables Acceptance Note

MoMs

Fig 7.2 Executing Phase artefacts
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7.1 Executing Kick-off Meeting

The Executing Phase starts with the Executing Kick-off Meeting. This meeting ensures that the whole
Project Team is aware of the project’s key elements and rules.

Key Participants Description

Project Manager (PM) Organises the meeting.

Project Core Team (PCT) Required participants.

Project Manager Assistant (PMA) & Project Required to attend (if they are part of the project).

Support Office (PSO)

Other project roles or stakeholders Optional participation (as per the project’s needs).
Inputs

e Business Case and Project Charter
e Project Handbook
e Project Work Plan
e All project plans and logs
e Anyrequirements documents
Steps
Before the Executing Kick-off Meeting:
1. Plan the meeting.
Draft the Meeting Agenda clearly indicating the main points to be discussed.
Send out the Meeting Agenda in advance.
Ensure the attendance of the required participants.
Address any logistical needs and prepare documentation or hand-outs for the meeting.

vk wn

During the Executing Kick-off Meeting:

1. Ensure that someone is designated to take the Minutes of Meeting (MoM), including action points.
Present the Project Handbook and the Project Work Plan with the appropriate level of detail.
Present the Communications Management Plan.

Agree on the conflict resolution process and present the escalation procedure.

Present the Project Stakeholder Matrix.

Present the Risk Management, Issue Management and Project Change Management processes as
well as the Quality Assurance & Control activities.

7. Clarify the expectations of the Project Core Team (PCT).

8. Agree on the team’s ground rules

ouhswN

After the Executing Kick-off Meeting:
1. Send out the Minutes of Meeting (MoM) to the relevant stakeholders. The minutes should include
a summary of project issues raised, risks identified, decisions taken and changes proposed. Note
that the issues, risks, decisions and project changes should also be recorded in the relevant logs.
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7.2 Project Coordination

The objective of project coordination is to facilitate the project’s progress by continuously providing
information to the Project Core Team (PCT) and supporting the completion of assigned work.

Project coordination includes allocating project resources to activities, performing regular quality checks of
interim results, maintaining ongoing communication with all project team members, and keeping everyone
involved in the project motivated through leadership, negotiations, conflict resolution and the application
of appropriate Human Resource management techniques.

Key Participants

Description

Project Manager (PM)

Coordinates all project activities.

Project Manager Assistant (PMA)

Assists the Project Manager (PM).

Business Manager (BM)

Can support (or contribute to) project coordination
depending on the context of the project.

Inputs

e Project Handbook
e Project Work Plan

Note: Project coordination begins officially with the initiation of the project and ends with its closing.
However, the intensity of project coordination peaks during the Executing Phase.

Steps

1. Manage and direct project activities and stakeholders.
2. Assign tasks to the Project Core Team (PCT) and coordinate their execution as per the Project Work

Plan.

3. Provide information to the Project Core Team (PCT) as required for the progress of project.
4. Verify the completion of tasks and accept interim work deliverables in line with predefined

acceptance criteria.
5. Provide leadership and motivate the project team.

o

Manage project team dynamics.

7. Use negotiations, conflict resolution, and people management techniques to ensure smooth
collaboration among team members and the effective progress of project work.

Outputs

e Signed off work assignments

Project Work Plan

J
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7. Executing Phase

7.3 Quality Assurance

Quality Assurance is the activity of gathering evidence that proves the project work is following high-quality
standards, methodologies and best practices. It seeks to allow us to be confident that the project will
satisfy the desired scope and quality requirements within the project constraints.

Quality Assurance activities include determining whether appropriate project controls are in place,
confirming that they are being implemented and assessing their effectiveness.

Quality Assurance activities are documented in the Quality Management Plan. These can be performed by
the Project Manager (PM), the Project Quality Assurance (PQA) role, or other project roles such as the
Project Core Team (PCT), the Business Manager (BM) or the Solution Provider (SP). External audits
undertaken by entities outside the project can also be defined.

Key Participants

Description

Project Manager (PM)

Accountable for carrying out all Quality Assurance activities.

Project Quality Assurance (PQA)

Establishes Quality Assurance standards and reviews project outputs
and deliverables.

Project Core Team (PCT)

Adheres to the project’s Quality Assurance standards.

Inputs

e Quality Management Plan
e Project Work Plan

Guidelines

e These Quality Assurance activities must be part of the Project Work Plan.
e The Project Core Team (PCT) must provide evidence of adherence to the quality assurance
standards and procedures.
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7.4 Project Reporting

The purpose of Project Reports is to communicate consolidated information concerning project
performance to the appropriate stakeholders. Project reports typically provide information on scope,
schedule, effort/cost and quality, as well as information related to the status of risks, issues, project
changes and outsourcing. This information should be presented to the various stakeholders in the
appropriate form (e.g. text or charts) and with the appropriate level of detail, as defined in the
Communications Management Plan.

Project Reports may also contain agreed project indicators and metrics for evaluating progress. The reports
are formally presented and discussed during the various project meetings, and disseminated via the
information distribution activities described in the Communications Management Plan.

Key Participants Description

Project Manager (PM) Responsible for all Project Reports (except external audit reports).

Other project stakeholders | Review the reports.

Inputs

e Project Handbook

e  Project Work Plan

e Communications Management Plan

e Project Logs

e Project Checklists

e  Qutputs of the Monitor Project Performance activity

Guidelines
e Project Reports are an output of project monitoring and an important input for project control and
decision-making. They are also an input into the Project-End Review and are an important way of
capturing historical information. They should therefore be properly archived during the Closing
Phase.
e Project Reports should be tailored to the project’s needs, given that they exist to serve the
information and communication needs of the project stakeholders.
Steps
1. List all reports to be used in the project in the Project Handbook, or more specifically in the
Communications Management Plan. PM? provides templates for Status and Progress Reports.

2. Make sure the report templates used are fit for purpose.

3. Ensure the reports’ content, level of detail and format are well thought out and appropriate for the

intended audience (stakeholders).

4. If needed, create Ad Hoc reports to address specific reporting needs (e.g. in case of a project crisis).
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Fig 7.6 Project Reporting inputs and main roles.

The following are examples of PM? reports:

Project Status Report
Project Progress Report
Quality Review Report
Contractor Status Report
Custom or Ad Hoc Reports
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Project Status Report

The Project Status Report is produced by the Project Manager (PM) and is regularly submitted to the
Project Steering Committee (PSC) and other stakeholders as per the Communications Management Plan.

It should provide a summary of the project’s performance (rather than detailed task-level information). It
should include tracking information on costs, scheduling, scope/changes, risks and issues, report on the
status of important milestones for the current reporting period and provide forecasts for future reporting
periods.

Project Progress Report

The Project Progress Report gives a high-level overview of the project and its status. It includes a project
overview (project stakeholders, milestones and deliverables, project plan, budget, and costs) and additional
project details (scope changes, major risks/issues and actions taken, achievements).

If a project is a multi-annual project and its overall vision/scope has not changed, the Project Progress
Report can be used to secure project approval for the following year. However, if the project’s vision/scope
has changed, an updated Project Charter should be submitted.

Quality Review Report

The Project Manager (PM) produces a Quality Review Report after evaluating the results of quality-
assurance activities and the effectiveness of the project’s quality-management process for all aspects of the
project (scope, time, cost, quality, project organisation, communication, risks, contracts, client satisfaction,
etc.).

The Quality Review Report should give an overview of the status of all project quality-management
activities and present the main quality assurance and control results, non-conformities, opportunities for
improvement, recommendations and remediation/improvement actions, and their impact and status. It
should also report on the status of important project configuration activities (assurance and control). The
main input to the Quality Review Report is the Quality Review Checklist.

Contractor Status Report

The Contractor Status Report is filled out by the contractor (if there is one) and should be submitted to the
Project Manager (PM) in accordance with the agreed schedule. The report presents the project status for
the current reporting period and provides forecasts for future reporting periods along with information on
any new risks, disputes and issues. The Project Manager (PM) should include a summary of the Contractor
Status Reports in the Project Status Report.

Custom or Ad Hoc Reports

Reports should serve the project’s needs. If it is decided that a custom report is needed, this should be
defined during the Planning Phase and documented in the Project Handbook. Custom reports can be
domain-specific (e.g. IT-related) or project-specific (i.e. related to the particularities of the project
organisation or the project management approach).

Similarly, if a specific communication/reporting need arises during the project, an Ad-Hoc Report can be
produced to address this need.

Outputs PM? Template?
e  Project Status Report v
e Project Progress Report ™

e Quality Review Report
e  Contractor Status Report
e Custom or Ad Hoc Reports -
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7.5 Information Distribution

Information distribution refers to the methods used to keep project stakeholders informed about relevant
project details through the regular distribution of project reports, as per the Communications Management
Plan and project stakeholder needs.

Key Participants Description

Project Support Office (PSO) Manages internal communication and assists in activities such as
document change control, baselining of plans, etc.

Project Manager (PM) Ensures that the Project Core Team (PCT) has all the necessary
information to carry out its tasks.

Other project stakeholders Kept informed about the project, and in turn keep the project team
informed about external factors that might influence the project.

Inputs
e Communications Management Plan
e Project Work Plan
e Project Reports and Project Logs
e Minutes of Meetings (MoMs)

Guidelines
e Relevant information resulting from the execution of project plans should be communicated to
appropriate parties at the right time and in the appropriate format.
e |f meetings are used to distribute information, ensure they are frequent enough to serve the
communication needs of the project stakeholders.
o Keep stakeholders informed by sending them regular Status and Progress Reports that chart
project progress against the baseline schedule and budget.

1. Carry out the tasks detailed in the Communications Management Plan.

2. Inform stakeholders about updates to the Project Work Plan.

3. Communicate any changes/updates to any key project documents and logs.
4. Send out the Project Reports as per the Communications Management Plan.
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Fig 7.7 Information Distribution inputs and main roles
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7.6 Phase Gate: RfC (Ready for Closing)

This is the third and final phase gate. A review and approval are recommended before the project can
move to the next phase. The Project Manager (PM) assesses whether all the goals of the Executing Phase
have been achieved, verifies that all planned activities have been carried out, that all requirements have
been met, and that the project’s outputs have been fully delivered. The Project Manager (PM) is also
responsible for ensuring that the Project Owner (PO) accepts the deliverables (at least provisionally),
finalises the transition and makes the outputs available to the end-users.

Once all the above conditions have been met, the Project Steering Committee (PSC) can authorise the
Project Manager (PM) to move the project to the Closing Phase.

PM? provides a template Phase Exit Review Checklist for each phase that can be used by the Project
Manager (PM) to guide the assessment, alongside a review of the phase’s specific goals.
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8 Closing Phase

The final phase of a PM? project is the Closing Phase. The Closing Phase starts with the Project-End Review
Meeting and ends with the Project Owner’s (PO) final approval, which marks the project’s administrative
closure. During the Closing Phase, the project’s activities are completed, the project’s final state is
documented, and the finished deliverables are officially transferred to the Project Owner (PO).

RfC (Ready for Closing)

Project-End Review

Project-End Review

Meeting Agenda/MoM
y L
Capture lessons learned Project-End
& post-project Report
recommendations .

v

Final project acceptance

!

Release resources

v

Archive project * @
J

¢ Projects Archive
End of Project

Fig 8.1 Closing Phase activities and main outputs

Initiating

Project Acceptance
Note (if required)
R ———

2R 2R

) Closing )

[ Project-End Review Agenda/ MoM
["] Project-End Report

- Lessons Learned

- Best Practices

- Post ProjectRecommendations
[] Project Acceptance Note

Artefacts

Monitor & Control

Fig 9.2 Closing Phase artefacts

Project-End Review Meeting
e The Closing Phase starts with an official Project-End Review Meeting.
e Project performance is discussed, team and contractor performance are evaluated, and Lessons
Learned are captured.

Project-End Report
e The Project-End Report is created after the Project-End Review Meeting.
e The report documents Best Practices, pitfalls and solutions to problems encountered for use as a
knowledge base for future projects.

Administrative Closure
e The Project Manager (PM) ensures that the project is approved and accepted by the relevant
stakeholders. The finished deliverables are transferred into the care, custody and control of the
Project Owner (PO) and the requestor/client organisation.
e All documentation and records are reviewed, organised and securely archived with the help of the
Project Support Office (PSO). Resources are released and the project is closed.
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8. Closing Phase

8.1 Project-End Review Meeting

The Project-End Review Meeting launches the Closing Phase of the project after the Executing Phase is
deemed complete. The goal of this meeting is to ensure that project members discuss their experience of
the project so that Lessons Learned and best practices can be captured. Also in this meeting team and
contractor performance are evaluated, and ideas and recommendations for post-project work are
discussed.

Key Participants

Description

Project Manager (PM)

Organises the meeting.

Project Core Team (PCT)

Attendance is required.

Project Owner (PO)

Attendance is required.

Project Quality Assurance (PQA)

Should attend.

Business Manager (BM)

Represents the business side and the stakeholders.

Other stakeholders

Contributions from other supporting or optional roles may

The PM? Methodology Guide v3.1

also be valuable.

Inputs
e Business Case and Project Charter
e Project Handbook and Project Work Plan
e All Project Plans (particularly the Transition & Business Implementation Plans)
e Relevant Project Reports and Logs
Steps
Before the Project-End Review Meeting:
1. Plan the meeting and set the Meeting Agenda with the points to be discussed.
2. Send out the Meeting Agenda in advance.
3. Address logistical needs and prepare documentation or hand-outs for the meeting.
4. Make sure participants will be present and fully prepared.

During the Project-End Review Meeting:
1. The Project Owner (PO) will normally express the organisation’s appreciation to the whole project
team and key project stakeholders.
Ensure someone is designated to take the Minutes of Meeting (MoM).
Present project statistics and data on performance and achievements.
Discuss the overall project experience.
Discuss problems and challenges faced during project and the way in which they were addressed.
Discuss Lessons Learned and Best Practices that may be useful for future projects.

ounpepwN

After the Project-End Review Meeting:
1. Compile Lessons Learned and Post-Project Recommendations.
2. Produce the Project-End Report.
3. Communicate the results of the meeting to the relevant stakeholders.
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Fig 8.3 Project-End Review Meeting inputs/outputs and main roles

Outputs
e Project-End Review Meeting Minutes

PM? Template?
4}
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8.2 Lessons Learned and Post-Project Recommendations

The purpose of formal Lessons Learned and Post-Project Recommendations is to make it possible for
project teams and the permanent organisation at large to benefit from the experience acquired during the
project. It is also important to capture ideas and recommendations for post-project work relating to the
operation of the product/service delivered, such as extensions, maintenance and ideas for follow-up
projects.

Note: Improvement opportunities and Post-Project Recommendations should be captured in some form as
they come up during the project. Otherwise, particularly in longer projects, the ideas might get lost by the
time the project reaches the Closing Phase.

There are many benefits to formalising Lessons Learned and Post-Project Recommendations. When project
team members share their perspectives and provide feedback it provides useful insights that, the
requestor/client side can use to manage post-project activities more effectively.

Key Participants Description

Project Manager (PM) Organises the gathering of Lessons Learned.
Project Core Team (PCT) Contributes experiences and perspectives.
Business Manager (BM) Represents the requestor’s point of view.
Other project stakeholders As required.

Because all projects are different, the Lessons Learned process cannot be generic. However, projects have
common aspects, which can be discussed: project definition and planning (scope, deliverables, resources,
etc.), project communication, project documentation, change control, risk/issue management, decision-
making, successes, mistakes and failures, team dynamics, and overall project performance.

Guidelines:

e The Lessons Learned session should be a part of the Project-End Review Meeting (though separate
sessions could be organised at the end of project phases or major milestones).

e |t may be preferable to have the Lessons Learned session facilitated by someone who has not been
intimately involved in the project, allowing the Project Manager (PM) to contribute as a
participant.

e The discussion should be structured (using project phases, categories of activities, etc. as the
organisational principle) to cover every aspect of the project.

e Use a structured approach to collecting lessons learned from a broader group of stakeholders via
guestionnaires, or structured interviews.

e Improvement ideas should be organised into groups to help the team better visualise the
appropriate next steps required to implement them.

e |nsome cases, it could make sense to address the Lessons Learned over multiple sessions, each
devoted to a different topic (technical issues, business implementation, etc.).

e The Project Steering Committee (PSC) should be invited to the Lessons Learned session(s) as this
will allow its members to transfer the Lessons Learned to other projects.

RAM (RASCI) AGB PSC PO BM BIG SP PM | PCT

Lessons Learned and

|
Post-project Recommendations A ¢ S ¢ ¢ R ¢
Outputs PM? Template?
e Project-End Report v
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8.3 Project-End Report

Following the Project-End Review Meeting, the overall experience of the project is summarised in a report
that documents best practices, Lessons Learned, pitfalls and solutions to problems. The report should be
used as a knowledge base for future projects.

Key Participants Description

Project Manager (PM) Writes the report.

Project Quality Assurance (PQA) Provides input and assistance.

Project Core Team (PCT) Provides input and assistance.
Inputs

e Project-End Review Meeting Minutes (MoM)

e Other useful information can be found in:
o Minutes of Meetings (MoMs) of various project meetings
o Project Reports
o Quality Assurance and Quality Control outputs

Guidelines
e Though written by the Project Manager (PM), the help of relevant stakeholders should be sought
to produce a well-rounded and comprehensive assessment of the project.
e The report should address each of the following subjects:
o Project effectiveness.
Cost, Schedule, Scope and Quality Management.
Risk Management.
Issue Management.
Project Change Management.
Communications Management.
Human resources and stakeholder management.
Deliverables Acceptance.
Business Implementation and Project Transition.
The performance of the Project Core Team (PCT) and participating organisation.
Best Practices and Lessons Learned.
o Post-Project Recommendations.
e This document should be part of a central project repository or knowledge database describing
project experiences, best practices and common pitfalls.

O 0O O O O O O o0 O O
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Fig 8.4 Project-End Report inputs and main roles

Related Artefacts | Initiating Planning Executing Monitor & Control Closing
Communications Communications & Project Project Checklists Project-End
Management Quality Management Plan Reports Project Logs Report
Outputs PM? Template?

e Project-End Report v
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8.4 Administrative Closure

8. Closing Phase

The Project Manager (PM) ensures that all project deliverables have been accepted by the relevant
stakeholders and, with the help of the Project Support Office (PSO), that all project documentation and
records are up-to-date, reviewed, organised and securely archived. The Project Team is now officially
dissolved and all resources are released.

The project is officially closed once all Closing Phase activities are completed and the Project Owner (PO)
has approved the project. Formal project closure brings project mode to an end and allows operations

mode to commence.

Key Participants

Description

Project Manager (PM)

Oversees all closure activities and the release of project resources.

Other project stakeholders

Approve and accept the project.

Project Support Office (PSO)

Assists in reviewing, organising and archiving all project
documentation.

Project Owner (PO)

Has final approval of the project.

Inputs
e Project Handbook

e Project Work Plan

e Quality Management Plan
e All other project plans and documents

Steps
1. Ensure that all documentation and records are reviewed, organised and archived.
2. Release all resources.
3. Ensure that the project is approved and accepted by the project stakeholders.
4. Ensure that the Project Owner (PO) gives final project approval and closes the project.
5. Verify that all contractual obligations have been fulfilled.
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Fig 8.5 Administrative Closure inputs/outputs and main roles

e Projects Archive (updated)
e  Project Acceptance Note (if required)

The PM? Methodology Guide v3.1
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9 Monitor & Control

Monitor & Control activities run throughout the duration of the project, but peak during the Executing
Phase. All project management processes are executed as part of the Monitor & Control process group.

The Monitor & Control activities are carried out based on the processes described in the Project
Management Plans developed during the Planning Phase. The effective execution of these processes is
ultimately the responsibility of the Project Manager (PM).

Manage
e Execute all management processes defined in the Project Management Plans, and manage the
outsourcing, transition, business implementation and deliverables acceptance activities as per the
relevant Project Specific Plans.

Monitor
e Monitor project activities and overall project performance.
e Track the project performance against the baseline in order to facilitate reporting and controlling.

Control
e Deuvise, plan, propose and implement corrective actions to address existing or potential
performance risks or issues, while updating the relevant project plans and logs.

i i :
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01 g R []  Quality Review Checklist 0
| B Control Cost ) - Manage Deliverables Acceptance 8 [ 1ssuelog 0 Dl ez G :
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[ - Project Ch. ] ) e [[]  Transition Checklist |
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Fig 9.1 Monitor & Control activities and main artefacts

Monitor & Control artefacts comprise the Project Work Plan as well as a range of Project Logs and
Checklists.

The Project Logs are regularly updated as new information becomes available (e.g. new issues can arise
and new information can be added to the Issue Log).

There are several Checklists that can be used to help the Project Manager (PM) control the project better.

PM? provides the following Checklists:

e Phase-exit Review Checklist

e Quality Review Checklist

o Deliverables Acceptance Checklist
e Transition Checklist

e Stakeholders Checklist
e Business Implementation Checklist
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9.1 Monitor Project Performance

The purpose of project performance monitoring is to collect information about the state of the project’s
progress and overall health. The Project Manager (PM) tracks the project dimensions of scope, schedule,
cost and quality, monitors risks, issues and project change, and forecasts their evolution for the purpose of
reporting the overall project progress.

This information is then distributed to relevant stakeholders as per the Communications Management Plan.

Key Participants Description

Project Manager (PM) Undertakes all project monitoring activities.

Project Core Team (PCT) Contributes information on project progress.

Inputs
e Project Handbook
e Project Work Plan
e Project Logs (Risk Log, Issue Log, Decision Log, Project Change Log)
e Quality Checklist
e Minutes of Meetings (MoMs)
e Input from the Contractor’s Project Manager (CPM), if applicable

1. Use the baselined Project Work Plan as a reference for monitoring project performance.
2. Regularly exchange information about the project’s current status and next steps with the Project
Core Team (PCT) at formal and informal meetings.
3. Gather information on, and monitor the progress of:
e Tasks—i.e. the status of critical and next critical path tasks.
e Key outputs—i.e. completed and verified deliverables, and milestones achieved as planned.
o Resource utilisation—i.e. resources used as planned and costs as budgeted.
e Logs—i.e. the status and evolution of risks and issues, changes and decisions.
e People—i.e. team morale, stakeholder engagement, overall project dynamics and

productivity.
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Fig 9.2 Monitor Project Performance inputs/outputs and main roles

Outputs PM? Template?
e Project Work Plan (tracked) ]
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9. Monitor & Control

9.2 Control Schedule

The purpose of schedule control is to ensure that project tasks are carried out as scheduled and that
project deadlines are met. The Project Manager (PM) regularly monitors the schedule and tracks the
difference between planned, actual and forecast activities/deadlines.

Approved project changes (e.g. addition of new tasks or changes to the required effort or start/end dates
of existing ones) that have an impact on the overall project schedule are incorporated into the Project
Work Plan (updated schedule). If the schedule is at risk or considerable delays are foreseen (beyond the
predefined thresholds), the Project Steering Committee (PSC) needs to be informed and corrective actions
must be devised, agreed and implemented. If this happens, affected project stakeholders should also be
notified.

Key Participants Description

Monitors and controls the work schedule.

Works to keep to the baselined schedule and quality standards.
Reports on the status of their work, periodically or upon request.

Project Manager (PM)
Project Core Team (PCT)

Inputs
e  Project Handbook
e Project Work Plan
e Change Log (and other relevant Project Logs)
e  Minutes of Meetings (MoMs) and Project Reports from previous reporting periods

Steps
1. Track the evolution of project tasks as per the approach defined in the Project Handbook.
2. Update the project schedule to reflect actual task status.
3. Review the Project Work Plan on a regular basis to identify potential sources of delays.
4. Track project changes, issues and risks, and monitor their impact on the project schedule.
5. Devise, agree and implement corrective actions if the schedule status has significant (or critical)

deviations from the planned schedule.
6. Inform all affected project stakeholders about changes to the project schedule and/or tasks.
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Fig 9.3 Control Schedule inputs/outputs and main roles

Related Artefacts Initiating Planning Executing Closing
Project Project Handbook Project Project-End
Schedule Management Charter Project Work Plan Reports Report
Outputs PM? Template?
e Project Work Plan (updated) |
e  Project Logs (updated) M

The PM? Methodology Guide v3.1




Certified PM? Practitioner by PM? GROUP Courseware

285

9.3 Control Cost

The purpose of cost control is to manage the project costs so that they conform to the cost/effort baseline
and overall project budget constraints. The Project Manager (PM) regularly monitors the budget and tracks
the difference between budgeted, actual and expected costs.

If the project budget is at risk, the Project Steering Committee (PSC) needs to be informed and corrective
actions must be devised, agreed and implemented. If considerable cost overruns are foreseen, these need
to be justified, reported to and approved by the Project Owner (PO) or the Appropriate Governance Body

(AGB).
Note: The project budget must have been approved by the Project Owner (PO) at the beginning of the
project.
Key Participants Description
Project Manager (PM) Monitors and controls the budget.
Project Owner (PO) Owns and approves the budgeted costs.
Inputs

e Project Handbook

e Project Work Plan

e Qutsourcing Plan (if applicable)

e Change Log (and other relevant Project Logs)

e Minutes of Meetings (MoMs) and Project Reports from previous reporting periods

1. Track the project’s effort/overall budget consumption as per the approach defined in the Project
Handbook.

2. Regularly review the project budget with the Project Owner (PO).

3. Evaluate and communicate any differences between budgeted and actual project costs, securing
approval for significant differences from the Project Owner (PO).

4. Devise and plan the implementation of corrective actions that will bring the budget back on track.

5. If the project budget needs to be considerably revised, this must be justified and documented (e.g.
in the Project Progress Report). Formal approval from the Appropriate Governance Body (AGB) is
required before the affected plans can be re-baselined.

6. |If thereis an impact on the project schedule, risks or quality, this must be reviewed and approved
by the Project Owner (PO) and communicated to any affected project stakeholders.
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Fig 9.4 Control Cost inputs/outputs and main roles

Related Artefacts Initiating Planning Executing Closing
Cost Management Business Case Project Handbook Proiect Reports Project-End
6 Project Charter Project Work Plan d P Report

Outputs PM?2 Template?
e Project Work Plan (updated) v
e Project Logs (updated) |
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9.4 Manage Stakeholders

Managing project stakeholders is a critical project management activity that begins in the Initiating Phase
of the project, when project expectations and requirements are identified, and ends in the Closing Phase,
when stakeholders’ overall project experience and satisfaction are recorded.

Responsibility for this activity belongs to the Project Manager (PM). However, all members of the Project
Steering Committee (PSC) should also be involved, in particular the Business Manager (BM) who should
help manage stakeholders on the requestor side (e.g. users).

Key Participants

Description

Project Manager (PM)

Manages project stakeholders.

Business Manager (BM)

Assists the Project Manager (PM) in this activity.

9. Monitor & Control

Inputs

e Project Handbook

e  Project Stakeholder Matrix

e Communications Management Plan

e Deliverables Acceptance and Transition Plans

e Business Implementation Plan

Steps

1. Analyse the expectations, attitudes, level of interest and influence of key project stakeholders.
Beware of stakeholders who are less than enthusiastic or opposed to the project.

2. Devise communication and management strategies that encourage stakeholders to get involved
and contribute.

3. Continually monitor stakeholder reactions or changing attitudes and manage accordingly. A one-
off analysis exercise is not enough, especially for longer-term and/or complex projects. Use the
Stakeholders Checklist to identify specific actions to be taken at specific moments in the project.

4. Ensure that any planned stakeholder management activities are time-bound and focused. Keep in
mind that the contribution/involvement of various stakeholders may be different in each project
phase.

5. Align the Communications Management Plan with Stakeholder Management needs, particularly in
the areas of project acceptance, transition, and business implementation.
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Fig 9.5 Manage Stakeholders inputs/outputs and main roles

Related Artefacts Initiating Planning Executing Closing
Project Stakeholder
Stakeholder Business Case Matrix Project Project-End
Management Project Charter Communications Reports Report
Management Plan
Outputs PM? Template?
e  Project Stakeholder Matrix (updated) |
e [ssue and Decision Logs (updated) |
e Stakeholders Checklist M
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9.5 Manage Requirements

Requirements management is the process of gathering, documenting and validating requirements and
managing their implementation and change. It is a process that runs throughout the project lifecycle and
relates to other project management processes, such as quality and change management.

The Requirements Management Process can be tailored and customised to a project’s needs. It can be
documented either in a Requirements Management Plan or in the Project Handbook. Separate
requirements documents are used to specify, categorise and prioritise the requirements. These can be
standalone documents or an annex to the Project Charter.

Key Participants Description
Project Manager (PM) Undertakes the requirements management process.
Business Manager (BM) Provides information required to draft the requirements and
approves them.

User Representatives (URs) Participate in the gathering and validation of the requirements.
Business Analyst (BA) (member Responsible for many of the requirements management activities
of the Project Core Team, PCT) (e.g. requirements documentation, specification, etc.).

Inputs

e Project Initiation Request, Business Case and Project Charter
e Requirements Management Plan
e Project Stakeholder Matrix

Guidelines

e Arequirement is a capability that a product or service must have in order to satisfy a stakeholder’s
need(s).

e High-level requirements may also be referred to as business requirements, and are usually initially
specified in the Project Initiation Request, the Business Case and the Project Charter.

e Adding further detail to the requirements produces lower-level requirements. These can be
described in a variety of formats (e.g. text, use cases or user stories, models, business processes,
sketches or graphics, etc.) and are documented in various requirements artefacts.

e The agreed and approved requirements of all stakeholders constitute the project’s baseline scope.

e Any change to the baselined requirements should be made in accordance with the change
management process described in the Change Management Plan.

e For each identified requirement, there should be a corresponding test to validate its acceptance.
The test should be documented in the appropriate document (Deliverable Acceptance Plan,
Deliverable Acceptance Checklist or Quality Review Checklist).

e Requirements should describe the need not the solution—non-ambiguous terms should be used
and technology- or solution-oriented statements should be avoided.

e Even if requirements have been gathered before the project starts, it is still the responsibility of
the Project Manager (PM) to ensure they are managed properly.

Steps

1. Specify the requirements: Together with the project stakeholders, gather the project
requirements and document them clearly in the Requirements Artefacts. Structure them by adding
relevant metadata.

2. Evaluate the requirements: The project team assesses the feasibility, consistency and
completeness of the requirements, and estimates the effort/costs needed to implement them. The
Project Manager (PM) balances the list of requirements against project constraints (budget, time,
etc.) and makes a proposal to the project stakeholders.

3. Approve the requirements: The Project Manager (PM) and key stakeholders—such as the Project
Owner (PO) or Business Manager (BM)—negotiate and agree on the requirements for the project.

4. Monitor the implementation of requirements: The Project Manager (PM) continuously monitors
the Project Core Team’s (PCT) implementation of the requirements, adds new requirements and
changes existing ones when needed.

5. Validate the implemented requirements: When the requirements are implemented, User
Representatives (URs) assess if the solution satisfies the initial business need. Formal acceptance
of the project deliverables should comply with the Deliverables Acceptance process.
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9.6 Manage Project Change

Project change management defines the activities related to identifying, documenting, assessing,
prioritising, approving, planning and controlling project changes, as well as communicating them to all
relevant stakeholders. Changes can be requested (or identified and raised) throughout the project lifecycle
by any project stakeholder.

The Project Change Management Process can be tailored and customised to a project’s needs and can be
documented either in a Project Change Management Plan or in the Project Handbook. A Change Log is used
to document, monitor and control all project changes (see Appendix B). This makes it easier to track the
changes and communicate them to the Project Owner (PO) and/or the Project Steering Committee (PSC)
for approval.

Key Participants Description
Project Manager (PM) Monitors and controls the project changes.
Project Owner (PO) and/or Approves or rejects the project changes.

Project Steering Committee (PSC)

Involved in analysing the requested project changes (estimating

Project Core Team (PCT) the effort required to implement the changes).

Informed about the approved project changes. May introduce

Stakeholders .
new project changes.

Inputs
e Business Case and Project Charter
e Project Change Management Process
e Project Work Plan
e Communications Management Plan
e Relevant logs (e.g. the Issue Log for managing changes related to issue resolution)

1. Identify the change: The purpose of this step is to identify and document change requests. The
Project Manager (PM) ensures that a Change Request is appropriately documented (i.e. via a
Change Request Form and in the Change Log).

2. Assess the change and recommend action: The purpose of this step is to a) assess whether this
request is indeed a project change, b) consider the impact of not implementing the proposed
change, c) estimate the size of the identified change based on its impact on the project objectives,
schedule, cost and effort, and d) prioritise the implementation of the change request in relation to
other change requests.

3. Approve the change: The purpose of this step is to reach a decision regarding the approval of the
change based on the project’s escalation procedure (i.e. the change must be reviewed by the
appropriate decision-makers within the Managing/Directing/Steering Layers as defined by the
project’s Governance Model). There are four possible decisions: approve, reject, postpone or
merge the change request. The decision details are documented in the Change Log and
communicated to the requestor.

4. Implement the change: For approved or merged changes, the Project Manager (PM) should
incorporate all related actions into the Project Work Plan and update the related documentation
and logs (i.e. Risk, Issue, Change and Decision Logs and other plans).

5. Control the change: The purpose of this step is to monitor and control project changes so they can
be easily communicated to the various project layers for approval or status updates. The Project
Manager (PM) collects information on any project changes and related actions and controls the
status of each change management activity.

All stakeholders affected by the project changes should be informed and the Change Log should be
kept up-to-date.
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9.7 Manage Risk

Risk management is a systematic ongoing process for identifying, assessing and managing risks so that they
conform to the organisation’s accepted risk attitude. Risk management improves the project team’s
confidence by proactively managing any potential event that might have a positive or negative impact on
project objectives.

The Risk Management Process can be tailored and customised to a project’s needs and can be documented
either in a Risk Management Plan or in the Project Handbook. A Risk Log is used to document and
communicate the risks and relevant risk-response actions and responsibilities (see Appendix B).

Key Participants Description

Project Manager (PM) Monitors and controls the risks.

Other project stakeholders Informed of the critical risks.

Project Core Team (PCT) Involved in identifying and responding to risks.

Project Steering Committee (PSC) | Monitors projects with high levels of risk exposure.

Other stakeholders Identify and communicate risks in their areas of expertise.

Inputs
e Business Case and Project Charter
e Risk Management Process
e Risk Log

1. Identify risks: The purpose of this step is to identify and document the risks that can have impact
on the project’s objectives. Note that new risks may arise at any point during the project and
should be added to the Risk Log for further analysis/action.

2. Carry out a risk assessment: The purpose of this step is to assess the likelihood of each risk and the
severity of its impact on project objectives. This assessment is necessary before any risk response
can be planned. Medium to high level risks are dealt with at a higher priority level.

3. Develop arisk-response strategy: The purpose of this step is to choose the best possible strategy
to meet an identified risk and to plan actions necessary to implement this strategy.

4. Control risk-response activities: The purpose of this step is to monitor and control the
implementation of risk-response activities and to revise/update the Risk Log based on a regular
reassessment.

5. Record: Update the Project Work Plan with clear risk-response tasks whenever deemed necessary.

6. Report: Regularly inform the Project Steering Committee (PSC) about risk-related activities.
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9.8 Manage Issues and Decisions

The Project Manager (PM) manages project issues and decisions. Issues are identified, evaluated and
assigned for resolution to relevant project stakeholders as per the Issue Management process, which can
be documented in either an Issue Management Plan or the Project Handbook. The Issue Log is used to
manage project issues, while the Decision Log is used to document all relevant decisions (see Appendix B).
Decisions may be implemented by the Project Manager (PM) or escalated to the Project Steering
Committee (PSC), depending on their importance. Note that issues and decisions are often linked to the
resolution of other log items (e.g. risks, changes).

Key Participants Description
Project Manager (PM) Monitors issues and decides how to manage them.
Project Core Team (PCT) Reviews proposed action plan, takes action to resolve pending issues.
Other project stakeholders Informed about important issues and make critical and important
decisions.
Inputs

e |ssue Management Process
e Project Logs
e Minutes of Meetings (MoMs)

Steps (managing project issues):

1. Ensure that issue management activities are carried out as per the Issues Management Process.

2. ldentify issues and add them to the Issue Log.

3. Escalate the largest/highest-impact issues to the Project Steering Committee (PSC) or follow the
defined escalation procedure and thresholds.

4. |If the size or number of issues/actions is significant, update the Project Work Plan with major issue
management activities.

5. Monitor and control the resolution of issues.

6. Update the Issue Log regularly with new issues as they arise. Close resolved issues.

7. Regularly report on issue status to project stakeholders (as per the Communications Plan).

Steps (managing decisions):
1. Document decisions taken during the project (particularly during the Executing Phase).
2. Link decisions to the resolution of other log items (e.g. risks, issues and changes).
3. The Project Manager (PM) regularly reports on the status of decisions to project stakeholders.
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9.9 Manage Quality

Project quality management aims to ensure that the project will achieve the expected results in the most
efficient way and that deliverables will be accepted by the relevant stakeholders. It involves overseeing all
the activities needed to maintain a desired level of excellence. This includes performing quality planning,
quality assurance, quality control and quality improvement throughout the project until the Closing Phase
and the final acceptance of the project. Configuration management helps project stakeholders manage
project artefacts and deliverables effectively by providing a single reliable reference to these artefacts and
deliverables, thereby ensuring that the correct versions are delivered to the project requestor/client.

The Project Manager (PM) must ensure that the objectives, approach, requirements, activities, metrics and
responsibilities of the quality management process are clearly defined and documented in the Quality
Management Plan.

Key Participants Description
Project Manager (PM) Ensures that all quality controls are carried out as planned.
Project Quality Assurance (PQA) Reviews project quality.
Project Core Team (PCT) Assists with Quality Control.
Inputs

e Project Handbook

e Project Work Plan

e Quality Management Plan

e Deliverables Acceptance Plan

Steps
1. Define and reach agreement on project quality characteristics that take into consideration project
needs, constraints and the cost of quality, following a cost/benefit analysis.

2. Plan and perform quality assurance and control activities.
3. Verify that the configuration management procedure is being followed.
4. Actively involve the whole project team and relevant stakeholders.
5. Identify any non-conformity, analyse the root cause, and implement corrective actions.
6. ldentify opportunities to improve the quality of both the process and the deliverables.
7. Ensure deliverables are accepted by the relevant stakeholders in line with predefined and
documented deliverables acceptance criteria and the agreed acceptance process.
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9.10 Manage Deliverables Acceptance

A project may produce one or more deliverables. Each of these deliverables must be formally accepted.
Deliverables acceptance management ensures that these deliverables meet the predefined objectives and
criteria outlined in the Deliverables Acceptance Plan, so the project requestor can formally accept them.

Note that final project acceptance takes place in the Closing Phase.

Key Participants Description

Project Manager (PM) Undertakes deliverables acceptance management.

Project Quality Assurance (PQA) Assists the Project Manager (PM) and performs most of the quality

controls.

Project Steering Committee (PSC) | Provides the general project acceptance strategy.

Project Owner (PO) Provides final acceptance of the project’s deliverables.

Inputs

6.

Deliverables Acceptance Plan
Project Work Plan

Quality Management Plan
Outsourcing Plan (if applicable)

The Project Manager (PM) ensures that the acceptance procedures and guidelines are applied and
the necessary environments (space, infrastructure, tools, etc.), materials and information are
provided for the acceptance process to take place.

The Project Steering Committee (PSC) approves the application of the documented acceptance
strategy and acceptance schedule.

The project deliverables are accepted if the acceptance activities (as described in the Deliverables
Acceptance Plan) are carried out within a pre-specified tolerance range. Note that project
deliverables can be conditionally accepted, even with a set of known defects or issues, if these are
documented and if there is a plan in place for addressing them.

The Business Manager (BM) provides (qualified) resources to support the users’ acceptance of the
deliverables.

The Project Manager (PM) ensures that supporting deliverables (such as documentation) are
supplied in addition to the main deliverables (taking an Information System as an example, such
deliverables could include end-user support material, a User Manual, an Operations Manual,
training materials, release notes, etc.).

The Project Owner (PO) formally accepts the project’s deliverables.

Note: When domain-specific (e.g. technical) documentation is delivered for acceptance, it needs to be
reviewed by a subject matter expert/representative.

For example:

A stakeholder with business knowledge representing the business organisation—e.g. a User
Representative (UR)—should review a User Manual.

A stakeholder from the support and maintenance organisation should review an Operations
Manual.

A stakeholder from the organisation responsible for training should review training materials.
A stakeholder from the service operations organisation should review release notes.
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9.11 Manage Transition

Transition management ensures a controlled and smooth transition from the old state to the new state in
which the new product/service developed by the project is put in place. It includes the management of any
relevant communication activities and requires close cooperation between the Project Manager (PM) and
the Business Manager (BM) to ensure the correct transfer of project deliverables to the client organisation.

Key Participants

Description

Project Manager (PM)

Monitors and controls the transition.

Quiality Assurance (PQA)

Can also be involved if necessary.

Other project stakeholders

Informed about progress and contribute as appropriate.

Project Owner (PO)

Provisionally accepts the product before the transition is complete.

Inputs
e Transition Plan
e  Project Work Plan
e Communications Management Plan
e Deliverables Acceptance Plan
e Business Implementation Plan
Steps
1. Ensure that the project acceptance criteria are met (and hence that all requirements are met and
the deliverables are fully operational).
2. Ensure that the Transition Plan is carried out effectively. If there is no separate Transition Plan, the
Project Manager (PM) needs to:
e |dentify the various roles and stakeholders responsible for the transition process.
e Identify what must be achieved before the transition can be considered complete.
e [f applicable, ensure that data backups and rollback scenarios are prepared.
e Ensure that business implementation activities are carried out and user training is delivered.
e Ensure that the delivery of the project’s outputs is coordinated, communicated and accepted.
e Ensure that all maintenance and support activities begin as planned (if applicable).
e Ensure that all relevant documentation and other materials are handed over.
3. Ensure that the Project Owner (PO) has provisionally accepted the deliverables before the
transition is complete.
4. Ensure that the ownership of, and responsibility for, project deliverables is transferred to the
Project Owner (PO).
5. Ensure that the relevant acceptance document(s) are completed.
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9.12 Manage Business Implementation

The effective execution of all business implementation activities is critical for smooth operations, even
after the project’s outputs have been delivered to the stakeholder/user community. Business
implementation activities are thus complementary to transition activities.

Note that business implementation activities will almost always be required long after the project has
ended, so it is good practice to also define post-project change activities. The implementation of these
activities is the responsibility of the permanent organisation and they are usually carried out as part of
ongoing operations or future projects.

Key Participants Description

Business Manager (BM) Manages the business implementation activities.

Project Manager (PM) Assists the Business Manager (BM) in this activity. Updates the Project
Work Plan with any activity changes or progress information.

Inputs
e Business Implementation Plan
e Project Handbook
e Project Work Plan
e Transition Plan

1. Ensure that the Business Implementation Plan is complete and realistic.

2. Ensure that all business implementation activities within the scope of the project are included in
the Project Work Plan (i.e. are defined and scheduled, with the resources they require estimated).

3. Focus on the project business implementation activities, that is, those activities that will be
implemented during the project’s duration and clearly fall under the project’s budget and control.

4. Manage the execution of all (project) business implementation activities:
e Redesign, adapt or update any affected business processes.

Implement the communication activities defined in the Business Implementation Plan.

Implement the planned organisational change management activities.

Ensure that all training activities are completed.

Manage business continuity plans for business-critical systems.

5. Report on the status of business implementation activities, including any changes.

RAM (RASCI) AGB PSC PO BM BIG SP PM PCT
Manage Business Implementation | | A R C | S |
Business 9 Business
Implementation Project Handbook 3 Implementation
Plan “ Checklist

A: PO
T ition Pl Proiect Work PI Project Work Plan
ransition Plan roject Work Plan AT
‘\ ) (updated)
. — - _— R: BM S: PM L

Fig 9.13 Manage Business Implementation inputs/outputs and main roles

Related Artefacts | |Initiating Planning Executing Closing
Business ject-
Implementation K Project Project-End Beport
Implementation Plan (Post-project
Management " Reports X
Transition Plan Recommendations)

Outputs PM? Template?

e Business Implementation Checklist v

e Project Work Plan (updated) o}




298 Project Management Methodology Guide 3.1

9.13 Manage Outsourcing

The Project Manager (PM) manages the delivery of all products and/or services that have been outsourced.
This work is undertaken in conjunction with the relevant procurement groups and the Contractor’s Project
Manager (CPM) in order to ensure that the contractor effectively manages the outsourced work and
delivers according to the time, cost and quality expectations defined in the Outsourcing Plan.

Key Participants Description
Project Manager (PM) Manages the contractor(s).
Contractor’s Project Manager (CPM) Delivers an acceptable quality of services as defined/requested.
Project Quality Assurance (PQA) Performs most of the quality controls.
Inputs

Outsourcing Plan
Business Case and Project Charter
Project Work Plan

Steps
1. The Project Steering Committee (PSC) ensures that the contractor is chosen according to the
organisation’s processes and standards and to the criteria defined for the project.
2. The Project Steering Committee (PSC) ensures that all contracts clearly define the expectations of
both parties.
3. The Project Manager (PM) ensures that the working methods detailed in the project’s Outsourcing
Plan are applied.
4. The Project Manager (PM) monitors costs and schedules.
5. The Contractor’s Project Manager (CPM) reports on the project’s status and progress to the Project
Manager (PM) and, if necessary, the Project Steering Committee (PSC).
6. The Project Manager (PM) manages changes to the outsourced work.
7. The Project Manager (PM) and/or Project Steering Committee (PSC) validate interim and final
deliverables and/or milestones based on agreed criteria and as defined in the Outsourcing Plan.
8. The Project Manager (PM) ensures that the required formal approval is received on time and in
accordance with organisational standards.
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Appendix B: Project Management Plans and Logs

B.1 Requirements Management Plan

The Requirements Management Plan defines and documents the requirements management approach,
process steps and responsibilities, as well as tools, techniques and artefacts that will be used. Note that
requirements themselves are documented and managed in separate artefact(s) (e.g. requirements matrix).

Effective requirements management is a critical success factor for projects, as requirements are the
starting point for all project work, and principally affect the project risk, duration and budget.

Requirements are traditionally defined in detail early in the project lifecycle. However, depending on the
type, scope and chosen project strategy, the requirements management process may need to
accommodate a more agile definition and elaboration of requirements, thereby allowing for frequent and
less formal requirements management cycles.

The Requirements Management Plan can be tailored and customised to the project’s needs. In the absence
of a more specialised role, the Project Manager (PM) is responsible for executing the process from project
initiation until all requirements have been implemented and validated.

Key Participants Description

Project Manager (PM) Prepares this artefact.

Business Manager (BM) Consulted for the tailoring and elaboration of this artefact.
Inputs

e  Project Charter
e Project Handbook
e Project Stakeholder Matrix

1. Checkif a requirements management process already exists at the organisational level.

2. Tailor the Requirements Management Plan to the project’s needs. Create it as a standalone
document or as a section within the Project Handbook.

3. Define what a requirement is, and what the possible states of its lifecycle are.

Ensure that the requirements management process is aligned with the change management
process, and that requirement changes are traced to the project’s deliverables and activities.

5. Define the roles and responsibilities for each process step. Define clearly who is responsible for
approving and validating the implementation of new requirements.

6. Define the tools and techniques that will be used to identify, evaluate, prioritise and manage
requirements (e.g. brainstorming sessions, prototyping, MoSCoW, etc.).

7. Define the possible formats of representation of requirements for the project (e.g. text, use cases,
diagrams, user stories, etc.)

8. Define the artefacts and repositories used for the documentation and management of the
requirements (e.g. specification document or requirements traceability matrix).

9. Define the requirements validation process and make sure it is aligned with the overall deliverables
acceptance process.

10. Ensure that the requirements management process is communicated to the project stakeholders.
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Artefact PM?2 Template?
e Requirements Management Plan |

B.2 Project Change Management Plan

The Project Change Management Plan defines and documents the change process for a project. It defines
the activities, roles and responsibilities related to identifying, documenting, assessing, approving,
prioritising, implementing, controlling, and communicating requested project changes.

Project change management brings transparency, accountability and traceability to all project changes
implemented after the project scope and project plans have been baselined. The escalation procedure
ensures that changes with a significant impact on project performance are properly assessed and approved
by the appropriate level of authority. The Project Change Log is used to document requested changes and
trace all related decisions and planned actions.

Key Participants Description

Project Manager (PM) Prepares the Project Change Management Plan.

Project Owner (PO) Approves the Project Change Management Plan.

Business Manager (BM) Consulted for the elaboration of this artefact.
Inputs

e Business Case and Project Charter
e Project Handbook
e Project Work Plan

1. Checkif there is a pre-existing project change management process at the organisational level.

2. Tailor the Project Change Management Plan to the project’s needs (e.g. define different steps
depending on the type of change, its urgency or impact). Create it as a standalone document or as
a section within the Project Handbook.

3. Ensure that there is no duplication of information contained in other management plans or the
Project Handbook (e.g. the escalation procedure).
Define what is considered to be a change for the project, as well as the possible types of changes.

5. Define the artefacts and the tools and techniques that will be used to identify and assess changes
(e.g. the Change Request Form or the Project Change Log).

6. Define who is responsible for approving changes at the various impact levels, and how this decision
is communicated to the rest of the team.

7. Tailor the Change Log (if needed) and customise it to reflect any customisations of the Project
Change Management Plan (e.g. scales of urgency, change impact and priority).

8. Describe the change monitoring and control activities, their frequency and supporting tools and
techniques, e.g. review of changes at a predefined frequency based on the Change Log.

9. Ensure that the change management process is communicated to the project team and
stakeholders.
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B.3 Risk Management Plan

The Risk Management Plan defines and documents the Risk Management Process for a project. It describes
how risks will be identified and assessed, what tools and techniques can be used, what the evaluation
scales and tolerances are, the relevant roles and responsibilities, how often risks need to be revisited, etc.
The Risk Management Plan also defines the risk monitoring and escalation process as well as the structure
of the Risk Log, which is used to document and communicate the risks and their response actions.

Risk management brings visibility to risks and accountability as to how they are handled, and ensures that
project risks are proactively dealt with and regularly monitored and controlled.

Key Participants Description
Project Manager (PM) Prepares the Risk Management Plan.
Business Manager (BM) Consulted for the elaboration of this artefact.
Project Owner (PO) Approves the Risk Management Plan.

Inputs

e Business Case and Project Charter
e Project Handbook
e  Project Work Plan

1. Checkif there is a pre-existing risk management process at the organisational level.

2. Tailor the Risk Management Plan to the project’s needs (e.g. delete/add steps or activities, expand
on or change the activities’ description or related responsibilities, etc.). Create it as a standalone
document or as a section within the Project Handbook.

3. Ensure that there is no duplication of information contained in other management plans or the
Project Handbook (e.g. the escalation procedure).

4. Define the tools and techniques that will be used to identify, assess and monitor risks (e.g.
brainstorming, Risks Database, Risk Breakdown Structure, Likelihood-Impact Matrix, Decision Tree
Analysis, the Risk Log, etc.).

5. Customise the scales used for assessing risks (i.e. likelihood, impact and overall risk level).
Determine (with the involvement of key stakeholders) the project’s risk appetite (the amount of
risk that stakeholders are prepared to accept).

7. Decide on how frequently the Risk Log should be reassessed, considering both project and
organisational conditions and policies.

8. Specify the escalation and communication procedures for risks that need special attention (i.e.
which project stakeholders need to be informed if critical risks are triggered).

9. Identify the applicable risk response strategies both for identified threats and opportunities (i.e.
avoid, transfer/share, reduce, accept or exploit, enhance, share and accept respectively).

10. Determine the level of detail with which risk response actions should be described in the Risk Log
(e.g. action description, action owner, planned effort, etc.). Note that activities that need
considerable effort should be included in the Project Work Plan.

11. Ensure that the risk management process is communicated to the project team and stakeholders.
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B.4 Issue Management Plan

The Issue Management Plan defines and documents the activities, roles and responsibilities related to
identifying, assessing, assigning, resolving and controlling project issues. Issues are defined as unplanned
project-related events that require a project management action.

The issue management process helps the Project Manager (PM) to assess and act upon issues that have a
potential impact on project scope, time, cost, quality, risk or stakeholder satisfaction. Related decisions can
be logged in a Decision Log, which brings visibility to decisions and accountability as to how and by whom
they are taken, and to whom they should be communicated.

An Issue Log is used to document the identification, evaluation and assighment of issues and to trace all
key decisions and planned actions. It also helps keep track of who is responsible for solving specific issues
by a certain deadline. It brings visibility and accountability as to how issues are acted upon, and ensures
that they are properly managed and resolved.

Key Participants Description

Project Manager (PM) Prepares the Issue Management Plan.

Business Manager (BM) Consulted for the elaboration of this artefact.
Inputs

e Project Charter
e Project Handbook
e Project Work Plan

1. Checkif there is a pre-existing issue management process at the organisational level.

2. Tailor the Issue Management Plan to the project’s needs. Create it as a standalone document or as
a section within the Project Handbook.

3. Ensure that there is no duplication of information contained in other management plans or the
Project Handbook (e.g. the escalation procedure).

4. Define what will be considered an issue for the project and customise the possible issue categories
relevant to the project.

5. Define all artefacts, tools and techniques that will be used to identify, assess, assign, resolve and
monitor issues (e.g. the Issue Log, root cause analysis, etc.).

6. Specify how new issues can be identified and their status communicated, and when new and open
issues (and pending decisions) can be discussed (e.g. in project Status Meetings).

7. Customise the Issue Log to reflect any changes to the scales of urgency, impact and priority.

8. Define which issues (depending on their category, urgency and impact) can be handled at the
(Project) Management Layer and which ones need to be escalated.

9. Describe the issue control activities, their frequency, and supporting tools and techniques (e.g. a
review of issues in project Status Meetings based on the Issue Log or Project Status Reports).

10. Define how issues will be linked to their source, to related decisions, actions, risks and changes.

11. Specify the procedure for updating the Lessons Learned after an issue is resolved.

12. Ensure that the issue management process is communicated to the project team and stakeholders.
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B.5 Quality Management Plan

The Quality Management Plan defines and documents the project’s quality requirements, the quality
management approach, process and responsibilities. It also outlines the quality assurance and control
activities undertaken throughout the project.

Planning and executing quality assurance and control activities may be seen as a significant investment of
time and effort, and therefore the desired balance between the planned quality, cost, time and risk should
be carefully evaluated and considered. Appropriate quality metrics should be defined and later used to
evaluate the project management quality. All quality-related activities should be well designed and
planned.

A configuration management procedure is also documented in the Quality Management Plan.
Configuration management helps project teams handle project artefacts and deliverables effectively (i.e. to
ensure that the correct versions are delivered, to prevent unauthorised changes and to provide artefact
traceability).

Key Participants Description

Project Manager (PM) Prepares the Quality Management Plan. May also be supported by other
roles such as the Project Quality Assurance (PQA), Project Support Office
(PSO) and other project stakeholders.

Business Manager (BM) Reviews and validates the quality requirements, quality assurance and
control activities, and the associated metrics.

Inputs
e  Project Charter
e Project Handbook
e  Project Work Plan

1. Checkif there is a pre-existing quality management process at the organisational level.
2. Tailor the Quality Management Plan to the project’s needs. Create it as a standalone document or
as a section within the Project Handbook.

3. Determine the quality management objectives and characteristics by reviewing project
deliverables, success criteria, approach and other specific requirements (e.g. security
requirements) as described in the Project Charter and Project Handbook.

4. Ensure that there is no duplication of information contained in other management plans or the
Project Handbook (e.g. the escalation procedure).

5. Define approval criteria for phase exit reviews or for other key project management milestones.

6. Define all artefacts, and the tools and techniques that will be used for quality planning and quality
assurance and control (e.g. the Quality Review Checklist).

7. Determine the quality assurance and control activities and define their frequency and timetable.
Additionally, design metrics and acceptance tolerances for evaluating these activities.

8. Determine if a Project Quality Assurance (PQA) role (or other independent entity) is required to
carry out quality assurance activities.

9. Define the roles and responsibilities for the quality process and ensure that these roles are agreed
by and communicated to all stakeholders involved.

10. Review the quality characteristics with relevant stakeholders. Ask them to suggest quality
assurance and control activities specifically for the project.

11. Define the quality and configuration procedures and records which show that quality and
configuration management activities have been carried out as planned.

12. Tailor the Quality Review Checklist based on the quality control activities defined for the project.

13. Ensure that quality assurance and control activities are traceable back to specific work activities in
the Project Work Plan.

14. Ensure that the document’s reviewers and approver are clearly identified.
15. Present the planned activities and timetable to the Project Steering Committee (PSC) for approval.
16. Communicate the approved plan to the project team and relevant stakeholders.
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Guidelines (specific for configuration management)

Review the configuration management process set out in the Quality Management Plan and tailor
it to the project’s needs (e.g. delete or add steps or activities, expand on or change the activities’
description, related responsibilities, etc.).

Define what will be considered to be a configuration item based on project deliverables and
artefacts, and identify the attributes of such items.

Identify who is responsible for changes to the configuration items and for maintaining and
controlling their versions and releases.

Define the artefacts and the tools and techniques that will be used to manage the configuration
items.

Depending on the project’s complexity, a configuration management log can be used to control
changes to the configuration items.

Describe the naming conventions to be used in project documentation, folders and emails.

Define the structure of project folders and the procedures and rights related to reviewing,
changing or updating any project artefacts. Ensure that restricted access and confidentiality rules
are correctly implemented.

Define any procedures related to creating copies of project data, retention periods, storage devices
and sanitisation/deletion of data (if required).

Ensure that the configuration management procedure is communicated to the project team.
Key information on configuration management may also be summarised in the Project Handbook.
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B.6 Communications Management Plan

The Communications Management Plan helps to ensure that all project stakeholders have the information
they need to perform their roles throughout the project. Planning and executing project communication
activities is essential for project success.

The Communications Management Plan defines and documents communication activities, their goals,
content, format, frequency and audience. It also defines how to communicate project status and the
assignment of activities to the various stakeholders and includes a communication strategy for each key
stakeholder, based on their interests, expectations and influence in the project.

Key Participants Description
Project Manager (PM) Prepares the Communication Management Plan.
Business Manager (BM) Provides input and assists in its creation.

Inputs

e  Project Charter

e  Project Handbook

e Project Stakeholder Matrix
e Project Work Plan

1. Review the guidelines set out in the Communications Management Plan template to get a better
understanding of how to tailor and customise it .

2. Ensure that there is no duplication of communication activities described in other management
plans such as the Quality Management Plan, the Risk Management Plan, etc.

3. If certain processes are already described in the Project Handbook (e.g. the escalation process),
reference them to avoid duplication and simply document any changes.

4. ldentify project stakeholder groups based on the Project Stakeholder Matrix.

5.  When determining the strategy for each communication activity, consider the interests and
influence of both internal and external organisations to the project.

6. For each target group, determine what information needs to be communicated, and the purpose
of the communication.

7. Define all artefacts (e.g. Project Reports) and other means to collect, analyse and distribute project
information and manage stakeholders’ expectations.

8. Determine the frequency of the communication activities, their format and the media to be used
for the communications (e.g. reports, presentations, meetings, emails, calls).

9. Determine who will be responsible for each communication activity and describe the expected
results.

10. Ensure that the communication management plan is communicated to the project stakeholders.
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B.7 Change Log

Change Identification and Description

ID The change identifier.

Category Categorises the change.

Title A short title for the requested change.

Description A more detailed description of the requested change and the impact of not

implementing the change.

Status The status of the change can be any of the following:

Submitted: This is the initial status. Use this while the requested change is
still being specified.

Assessing: Use this status to initiate an assessment.

Waiting for approval: Use this to initiate approval. Before applying this
status, ensure that the investigation is complete, and the estimates shown
are correct.

Approved: This status is set once the change has been approved, as
proposed, or modified

Rejected: This status is set if the change was rejected.

Postponed: This status is set if the change is postponed indefinitely.
Merged: This status indicates that the change has been merged into some
other change, so it is no longer being actively handled. Merging is common
when there are many changes.

Implemented: This status indicates that the work implementing this change
has been incorporated into the Project Work Plan.

Requested by The name of the person requesting the change.

Date Identified (or

Submission Date) The initial submission date of the change request.

Change Assessment and Action Description

Action Details Description of the recommended action, including steps, deliverables,
(effort & responsible) timescale, resources and effort involved.
Size The effort required to implement the change.

The possible values are:

5=Very high, 4=High, 3=Medium, 2=Low, 1=Very low

Priority A numerical value denoting the agreed priority of the change.
The possible values are:

5=Very high, 4=High, 3=Medium, 2=Low, 1=Very low

Target Delivery Date The target date for the change to be delivered.

Change Approval

Escalation Escalation to the Directing or Steering layer is needed? (Yes or No).
Decision The decision taken.

Decided by Person or committee that denied or approved the change.
Decision Date Date on which the decision was made.

Change Implementation

Actual Delivery Date The date on which the change was actually delivered.
Traceability and The ID(s) of the tasks (in the Project Work Plan) that implement the change,
Comments and/or the IDs of related issues, risks or decisions. Also include any

additional information/comments related to the change.
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Appendix B: Project Management Plans and Logs

B.8 Risk Log

Risk Identification and Description

ID The risk identifier.

Category Risk category related to the area affected by the risk (e.g. business, IT,
people & organisation, external or legal).

Title A short title for the risk.

Description A structured formulation of the opportunity or threat in the form of (route)
Cause — Risk —Effect, along with potential risk inter-dependencies.

Status The risk status can be any of the following:
Proposed: This is the initial status. Use this while the risk is still being
specified.
Assessing: Use this status to initiate an assessment.
Waiting for Approval: Use this to request approval. Before applying this
status, make sure the assessment is complete and the estimates are
reliable.
Approved: This status is set once the risk possibility has been accepted.
Rejected: This status is set if the risk was rejected as not relevant.
Closed: This status is set once the risk has been managed (e.g. mitigation

Identified by The person who identified the risk.

Identification date

The date on which the risk was identified.

Risk Assessment

Likelihood (L)

A numerical value denoting the estimate of the probability that the risk will
occur. The possible values are:
5=Very high, 4=High, 3=Medium, 2=Low, 1=Very low

Impact (1)

A numerical value denoting the severity of the risk’s impact (should it
occur). The possible values are:
5=Very high, 4=High, 3=Medium, 2=Low, 1=Very low

Risk Level (RL)

The risk level is the product of the likelihood and impact (RL=L*1).

Risk owner

The person accountable for managing and monitoring the risk.

Escalation

Whether or not the risk is to be escalated to the Directing or Steering Layers
(Yes or No).

Risk Response

Risk response Strategy

Strategies for negative risks (threats):
Avoid, Reduce, Accept, Transfer/Share
Strategies for positive risks (opportunities):
-Exploit, Enhance, Accept, Share

Action details (effort &
responsible)

Description of the action(s) to be taken, including its objective, scope,
deliverables, and the person responsible and estimated effort needed.

Target date

The date on which the action is expected to be implemented.

Traceability/Comments

The ID(s) of the tasks (in the Project Work Plan) that implement the risk
response actions, and/or the IDs of related changes, issues, or decisions (log
entries). Also include any additional information/comments related to the
risk.
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Appendix B: Project Management Plans and Logs

B.9 Issue Log

Issue Identification and Description

ID

The issue identifier.

Category

Issue category related to the area affected by the issue (e.g. business,
IT, people & organisation, external or legal).

Title

Short title for the issue.

Description

A description of the issue and its impact.

Status

The issue status can be any of the following:

Open: The issue has been identified and requires attention and, if possible,
a resolution.

Postponed: This status is set if resolving the issue is postponed due to other
priorities.

Resolved: This status indicates that all necessary actions are completed, and
the issue is resolved.

Closed: This status indicates that all work is completed and verified. The
issue can then be marked as closed.

Identified by

The name of the person who identified the issue.

Identification date

The date on which the issue was raised.

Issue Assessment and Action Description

Action details
(effort & responsible)

Description of the recommended action to be taken, and the steps,
deliverables, timescale, resources, and effort involved.

Urgency A numerical value denoting how urgent the issue is. The possible values are:
5=Very high, 4=High, 3=Medium, 2=Low, 1=Very low

Impact A numerical value denoting the issue’s impact. The possible values are:
5=Very high, 4=High, 3=Medium, 2=Low, 1=Very low

Size Issue size represents the effort needed to resolve the issue.
The possible values are:
5=Very high, 4=High, 3=Medium, 2=Low, 1=Very low

Target date The date on which the issue is expected to be resolved.

Issue owner The person accountable for resolving the issue.

Escalation Whether or not the issue is to be escalated to the Directing or Steering

Layers (Yes or No).

Traceability/Comments

The ID(s) of the tasks (in the Project Work Plan) that implement the issue
actions, and/or the IDs of related changes, risks or decisions (Log entries).
Also include any additional information/comments related to the issue.
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B.10 Decision Log

Decision Identification and Description

ID The decision identifier.

Category Decision category related to the area affected by the decision (e.g. business,
IT, people & organisation, external or legal).

Title Short title for the decision.

Description A description of the decision’s details and impact, if applicable.

Identified by The name of the person who identified the need for a decision.

People present Log the names of those present when then decision was made. Reference
can be made to the relevant Minutes of Meeting (MoM) if appropriate.

Comments The IDs of related Change, Risk or Issue Log entries and any additional
information related to the decision.

Ownership

Decision owner The person accountable for the decision.

Decision date Date on which the decision was taken.

Escalation Whether or not the decision is to be escalated to the Directing or Steering

Layers (Yes or No).

Decision Implementation

Date of Application The date on which the decision is applicable.
Decision communicated The group, teams, and other audiences to whom the decision should be
to: communicated.
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Appendix C: Project Management Tools & Techniques

This section introduces a number of commonly used Project Management Tools & Techniques useful for
dealing with various project management challenges. Each Tool & Technique is summarised in a few
paragraphs providing a simple and high-level overview of that tool or technique.

Note that the set of tools presented is not an exhaustive list of Project Management Tools & Techniques
available. Relevant sources for further reading and exploration are also presented at the end of this section.

C1 PESTEL Analysis

The PESTEL Analysis is used to understand how the environment might impact a project or an objective.
PESTEL stands for: Political, Economic, Social, Technological, Environmental and Legal. A PESTEL analysis
helps identify the external factors that influence an organisation, and therefore, could have an impact on
the objectives, planning or execution of projects.

This type of analysis is particularly important in the context of business justification and risk management
and will feed the process of designing a plan comprehensive enough to identify and tackle potential risk
scenarios (threats/opportunities) arising from outside the organisation or project.

C.2 Make or Buy Analysis

A Make or Buy Analysis helps the organisation to take an informed decision about what to outsource and
what not to outsource. Portfolio managers and project sponsors are often faced with the dilemma to make
or buy, considering the availability and skills of resources at hand.

The various factors to be considered for a Make or Buy Analysis include cost comparison, technology and
business processes, supplier-related information and support systems.

Potential reasons for a make decision include cost effectiveness, intellectual property concerns, quality
control issues or supplier unreliability issues. Potential reasons for buy decision include cost considerations,
lack of technical expertise, suppliers’ technical experience and/or insufficient in-house resources.

C.3  Stakeholder Interest/Influence Matrix (SIIM)

This technique is used to facilitate and document the analysis of the interest and influence of each
stakeholder in the project. It is of utmost importance to know the stakeholders and their relevance for the
project in order to identify project champions and possible detractors. As the document makes reference
to people within your organisation, care should be used to keep the information confidential.

Interest indicates the level of interest a stakeholder has for the project. Interest is measured as the degree
of enthusiasm displayed by the stakeholder in support of the project. Stakeholders can be positive, neutral
or negative towards the project.

Influence indicates the power the stakeholder has over the planning and implementation of activities. The
higher a stakeholder’s power of decision, the higher their influence. Most often the person(s) who can
make decisions on project funding and/or resources has a high influence.

c.4 Risk Likelihood/Impact Matrix

The Risk Likelihood/Impact Matrix (sometimes called the Likelihood-Impact Matrix or Risk Matrix) is used in
the qualitative assessment of risks, after the project risks have been identified. The matrix is designed as a
tool to supplement the risk log or risk register.

The Risk Likelihood/Impact Matrix is based on two criteria: the likelihood that a risk will materialise and the
potential impact caused by the risk event. Most commonly five bands are used for each of the dimensions
of the matrix: 1=Very low, 2=Low, 3=Medium, 4=High, 5=Very high.

The two factors are then combined by multiplying their values, resulting in the Risk Level. Measured on a
relative scale from 1 to 25, the Risk Level will trigger different risk response strategies.

The cells of the matrix are painted in different colours to indicate the criticality of the risk, typically Green
for low-level risks (risk level <=2), Yellow for medium-level risks (risk level between 3 and 16), and Red for
high-level risks (risk level >=20).

Based on the risk appetite of the organisation, adequate risk-response strategies can be developed for each
identified risk.
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C.5 Work Breakdown Structure (WBS)

A Work Breakdown Structure (WBS) is a hierarchical division of the project into smaller work components
that can be used to assign work or to estimate effort and cost. A well-made Work Breakdown Structure
(WBS) should be easy to understand, be complete, and should facilitate progress monitoring during
execution. Commonly used techniques include breaking down the project by phases or stages, deliverables
or outputs, by work packages, or based on the organisation, its departments and business units.

The Work Breakdown Structure (WBS) constitutes a good basis for the Project Manager (PM) in assigning
different responsibilities to team members. Each task in the structure can then be further defined: work
can be estimated, risks and dependencies can be identified, and resources can be mobilised.

C.6 Deliverables Breakdown Structure (DBS)

A Deliverables Breakdown Structure (DBS) is an essential part of Product Based Planning. It can be used to
identify and document the deliverables of a project (both project deliverables and project management
deliverables) and their interdependencies. This results in a hierarchical tree of deliverables and sub-
deliverables (physical, functional or conceptual) that make up the entire project, which helps the project
team to identify the full set of deliverables that comprise the project.

A Deliverables Breakdown Structure (DBS) is similar to a Work Breakdown Structure (WBS) but is used at a
different step in the planning process. The former can precede the latter and identifies the desired outputs
(deliverables) which are then used in the creation of the Work Breakdown Structure (WBS)—identification
of tasks and activities required to deliver these outputs.

You could say that the Deliverables Breakdown Structure (DBS) defines what the project will produce (as a
whole and as parts), and the Work Breakdown Structure (WBS) defines the work needed to produce them.

C.7 Effort and Cost Estimates

The Effort and Cost Estimates technique derives from the Work Breakdown Structure (WBS): each work
item (task) is estimated in terms of effort and cost. Effort is typically measured in person days or person
months. This work is done in close cooperation with the task owners or other experts within the Project
Core Team (PCT), to ensure more precise estimates and buy-in from the team members in charge of
executing the work.

A high-quality Work Breakdown Structure (WBS) forms the basis for high-quality estimates.
C.8 Three-Point Estimates

The Three-Point Estimate is commonly used, in conjunctions with Network Diagrams, to provide a weighted
average of activity duration or cost. It is primarily a quantitative risk assessment technique that makes use
of a stochastic approach rather than a deterministic one (e.g. single point estimates). The expected
duration/cost and standard deviation of a project’s duration or cost is calculated based on three data
points, namely an optimistic estimate of duration or cost, a most likely estimate and a pessimistic estimate.
These estimates are then weighed to provide a weighted average of the effort, cost or duration.

In addition, these estimates can be used to calculate a standard deviation, to estimate confidence levels of
the weighted average per activity, and to build simple statistical models of a task’s time and cost. This
method can be applied to forecast and mitigate risk and to assign buffers/contingencies to tasks.
Nowadays, numerous Project Management Software, can perform automated calculation of the above
through modelling and simulation (e.g. by using the Beta-PERT distribution).

Involving experts increases the accuracy of the three-point estimates and reduces the degree of
uncertainty of the project.

(oK°) Decision Trees

The decision tree is a visual decision support tool, consisting of nodes and branches that helps us describe
possible alternatives (paths) by representing choices, and events with different likelihood of occurrence. It
uses three types of nodes: (a) Decision nodes (represented by squares) (b) Chance nodes (represented by
circles) and (c) End nodes (represented by triangles).

In decision tree analysis (primarily being performed during project risk management), the decision tree is
principally used in conjunction with the Expected Monetary Value (EMV) where we compute the EMV of




316 Project Management Methodology Guide 3.1

each alternative (branch) and thus select the most favourable one. The decision tree analysis can also be
performed by creating a stochastically determined structure and then simulate the outcomes (e.g. through
Monte Carlo simulation), in order to derive to probability-based decisions.

C.10 Project Scheduling

Project Scheduling aims to identify dependencies between tasks, to assign resources for each task, to
identify task start and end dates, and to work out the overall project duration.

Scheduling can be done for the entire project upfront or for portions thereof, such as individual stages or
iterations. Different scheduling methods and representations can be used: a list of dates/deadlines, a
milestone plan, bar charts, network diagrams and linked bar charts (Gantt charts), all of which can be seen
complementary to each other.

Once approved, the project schedule is baselined and any further change to the schedule needs to follow
the change management process and the corresponding governance arrangements.

C.11 Resource Levelling

Resource Levelling is a technique used to analyse the unbalanced use of project resources and to resolve
conflicts related to resource allocation (i.e. human resources, material or equipment).

Resource Levelling focuses on an efficient/optimal resource allocation in order for the project to be
completed within the defined timeline. Project Managers (PMs) analyse dependencies between projects or
activities to ensure that activities can be executed in a timely manner. Considering the identified
constraints, Resource Levelling can be performed. Resource Levelling can for example require the delay of
specific tasks until resources are available, via resource reallocation.

C.12 Gantt Charts

A Gantt Chart is a common project management tool used to represent the schedule, phases and activities
of a project in a single visual (generally a type of horizontal bar chart). It focuses on project sequence,
duration, dependencies and status in a manner that is easy to understand.

A Gantt Chart represents the order in which activities need to be carried out and provides an overview of
the progress that has been achieved at any point in time. A Gantt Chart is used to communicate a project
schedule in a visual way but is also used to show progress made and current schedule status by adding
percent-complete shadings and a vertical “today” line. The main strength of this technique is the ability to
clearly display the status of each activity at a glance.

C.13  Critical Path Method (CPM)

The Critical Path Method (CPM) is a modelling technique that uses a mathematically based algorithm to
calculate the total duration of a project. It calculates the longest necessary path (i.e. the longest
unavoidable duration) of planned activities from beginning to the end of the project, otherwise known as
the critical path of the project. This technique helps to understand which activities have a critical influence
on the overall duration of the project.

Since the critical path represents the longest necessary path of activities, it also represents the shortest
possible duration of the project to completion. Based on this information, activities can be prioritised in
order to shorten the duration of the critical path by pruning the critical path activities, performing more
activities in parallel or adding more resources.

C.14 Critical Chain Method (CCM)

The Critical Chain Method (CCM) is a modelling technique used to plan and schedule a set of activities or
projects. It is similar to the Critical Path Method (CPM), but takes into account resources and their levelling,
as well as the behaviour of the Project Manager (PM) when estimating the duration of project activities.

The technique is based on the observation that activity time estimates for projects are close to double the
time required to complete the activities. Reasons that lead to a delay can include not taking advantage of
the early finish of an activity, pacing of the team members to fill the time available for the completion of a
task, waiting until the last moment to really focus on the task at hand, etc.
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The Critical Chain Method (CCM) assumes that a Project Manager’s (PM) estimates of duration for activities
are padded, and immediately proceeds to reduce them. Additional buffers (project buffer, feeding buffer,
resource buffer) are then added to account for the reduction in project estimates.

C.15 Earned Value Management (EVM)

Earned Value Management (EVM) is a technique used to monitor and control the performance of projects,
providing an objective view of performance based on the project financials. Both cost and value are
measured in terms of cost units (e.g. person days or euro). Earned Value Management (EVM) provides
relatively objective metrics—or key performance indicators (KPls)—to proactively manage project
performance. Some indicators reflect on progress made so far, or deviations from the plan from a cost or
work value point of view, while other indicators focus on forecasting total budget deviation, or on the
productivity levels required to complete the project on schedule.

The principal metrics being used are the Planned Value (PV), also known as Budgeted Cost of Work
Scheduled (BCWS), the Actual Cost (AC), also known as Actual Cost of Work Performed (AVWP) and the
Earned Value, also known as Budgeted Cost of Work Performed (BCWP). Through the combination of the
above metrics we can have various KPIs, e.g. Schedule Variance (SV) and Schedule performance Index (SPI),
Cost Variance (CV) and Cost Performance Index (CPI) or even more advanced ones for forecasting future
project performance, like the Estimate at Completion (EAC), the Estimate to Complete (ETC) and the To
Complete Performance Index (TCPI).

C.16 Pareto Analysis

The Pareto Analysis is a formal technique to identify those issues that cause the majority of problems in a
project. The Pareto principle states that generally 80% of the effects come from 20% of the causes (e.g.
80% of costs may be attributed to 20% of activities or 80% of risk effects may arise from just 20% of
identified risks).

By focusing on these top issues (the 20%), the Pareto Analysis can be useful for risk or quality management
as it helps to focus on those risks or quality issues with the highest impact on a project, therefore
facilitating the prioritisation of necessary mitigation or contingency actions.

C.17 Lessons Learned

Capturing Lessons Learned is a way of identifying areas for development/improvement within a project for
the purpose of helping similar projects avoid certain pitfalls in the future. Information that can be captured
includes Lessons Learned from the management of risks, quality issues, outsourcing or contractor issues,
change requests, etc.

The project team can capture ideas through brainstorming sessions, reviewing project reports and logs,
sending project questionnaires, etc., during the lifecycle of the project. The Project Manager (PM) will
group and prioritise Lessons Learned in order to understand key potential improvement areas.

To avoid making the same mistakes twice, Lessons Learned should be shared with other project managers.
In some cases, Lessons Learned can lead to process improvements, enhanced checklists and templates, or
more effective training courses.
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318 Project Management Methodology Guide 3.1

Appendix D: PM? Extensions & Considerations

D.1 Agile, Programme, and Portfolio Management
D.1.1 PM? and Agile Management

PM? recognises the complex and uncertain nature of many types of projects and the positive contribution
of the Agile way of thinking to their effective management.

Agile approaches face various challenges, which grow with the size of the organisations in which they are
applied. In the case of many organisations, these challenges include coordination between Agile and non-
Agile teams, compliance with various organisational governance and audit requirements, and
organisational architecture and interoperability constraints.

Fig D.1 From project phases to daily cycles

The Agile extension to PM? incorporates Agile into the overall PM? framework and creates the foundations
for moving towards increased project management and organisational agility. It helps project teams
achieve the desired level of agility while accommodating tight procurement and audit requirements,
coordination with the programme and portfolio levels, and collaboration with other projects, contractors,
other organisational units and even external organisations.

The Agile extension to PM? provides (for IT projects):

e Agile roles & responsibilities (as an extension to the PM? governance).
e integration with the overall PM? project lifecycle.
e aset of suggested Agile PM? Artefacts (as an extension to the PM? Artefacts).
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Fig D.2 The positioning of Agile PM? within an organisation
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Documenting the work planned and performed by the Agile teams is critical to increasing transparency and
coordination between the different layers of the PM? project organisation (i.e. between the Directing,
Managing and Performing layers).

A set of artefacts supports the use of Agile PM2. These artefacts capture and document information related
to the management approach, to specific (implementation) activities, milestones, issues and progress
reporting. These artefacts are grouped in three categories: Agile-Specific Artefacts, Coordination &
Reporting Artefacts, and Project Governance Artefacts.
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Fig D.3 Agile PM? Artefacts Landscape
D.1.2 PM? Programme Management (PM?2-PgM)

A programme is a collection of projects aimed towards a common goal which are managed in a coordinated
way to obtain benefits and control that could not be obtained from managing them individually.

Programmes may also include work outside the scope of the discrete projects in the programme.
Programme management is the process of applying knowledge, skills, and actions to a programme to
achieve its objectives and benefits.

The programme management layer interacts with the project management layer in that it initiates and
coordinates the projects within the programme. The programme itself is initiated from the portfolio
management layer within the organisation.

[

Strategic Planning }
<

Strategic Objectives

| 1
Operations R
(Everyday Work) Portfolio Management

[ Programme Management

( Project Management

Fig D.4 Relationships between strategy, project, programme, portfolio and operations
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Programme Lifecycle

A programme has a defined start and end during which all programme activities are performed, and the
projects are delivered. The PM? programme lifecycle has four phases, which are similar but distinct to the
PM? project lifecycle: The Initiating Phase, the Planning Phase, the Executing Phase and the Closing Phase.
Throughout the whole life of the programme Monitor & Control activities are performed.

The Executing Phase can also contain several Stages, each one being linked to a major achievement in
terms of programme outcomes, which enables the realisation of the benefits.

The typical programme management activities performed during each phase go hand-in-hand with a
number of programme artefacts.

Programme-End

Initiation | Raport

__ Requeal. )

Initiating :

' PROGRAMME LOGS '

' Programme
|| Bus. impl. Pian
I

Change Log ‘ Risk Log Benefit Log

Fig D.5 The PM? Programme Lifecycle and Artefacts Landscape
Programme Organisation

Governing Layer Appropriate Governance Body (AGB)
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(PO, PgBM, PoM)

Programme Owner
(Pgo)
Programme Collaboration & ProgrammeManager
BuSN s WS ageret Communication (Pah)

- ProjectManager Project Manager Project Manager
Prqe“ Layer ) e

Fig D.6 The PM?2-Programme organisation

Programme Layer

Programme Support Office (PgS0)

The Programme Owner (PgO) is accountable for the programme’s success, whereas the day-to-day
management of the programme is delegated to the Programme Manager (PgM), whose focus is to achieve
the programme outcomes.

The Programme Business Manager (PgBM) represents the Programme Owner (PgO) on a daily basis within
the programme and collaborates closely with the Programme Manager (PgM). The focus of this role is to
realise the programme benefits, enabled by the programme outcomes.

The Programme Steering Committee (PgSC) comprises the Programme Owner (Pg0O), Programme Business
Manager (PgBM) and Programme Manager (PgM). Other expert roles can participate as needed. The
Programme Steering Committee (PgSC) is responsible for realising the programme’s objectives and
benefits.
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A programme can also have a temporary Programme Support Team (PgST) to provide administrative
assistance to the programme and its component projects.

D.1.3 PM? and Portfolio Management

A Project Portfolio is a collection of projects, programmes and other activities which are grouped together
to facilitate better control over their financial resources and to support their effective management in
terms of meeting strategic objectives. The projects or programmes in the portfolio are not necessarily
related or inter-dependent. From a strategic point of view, portfolios are higher-level structures than
programmes and projects. It is at the portfolio level that investment decisions are made, priorities are
identified, and resources are allocated.

It is very important for people involved in project definition and management to understand the
differences between, and specific management requirements of, projects, programmes and portfolios.
They should also be able to define or position their work at the right level (i.e. know if their work would be
better managed as a programme or a network of projects), while always being aware of the management
and organisational context of their work.

The PM? Portfolio management process encompasses a range of activities, which are organised in four
groups.

1. Portfolio Framework Definition
Defines the way the organisation will address portfolio management by delineating the portfolio
structure, the governance bodies and their responsibilities, together with the necessary processes.

2. Portfolio Composition
Is the process containing the activities to evaluate portfolio candidates, make investment decisions
and allocate resources. These are activities that are regularly performed depending on the needs
of the organisation.

3. Portfolio Realisation
Is the continuous process in which the authorised programmes and projects are managed towards
realising their objectives. Although programmes and projects are temporary endeavours, the
portfolio activities are performed continuously until the portfolio is closed.

4. Stakeholder Management & Communication
Is the continuous process of analysing and interacting with the different stakeholders to ensure
their effective involvement in the composition and realisation of the portfolio’s objectives.
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Fig D.7 PM? Portfolio Management Process Model

The Portfolio Composition process feeds the continuous processes of Portfolio Realisation with new
portfolio components (i.e. programmes or projects), the progress and results of which are communicated
by executing the Portfolio Communication & Stakeholder Management process. The characteristics and
governance of the portfolio, as well as the activities of the portfolio management processes and the
artefacts produced are defined by the Portfolio Framework.
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An overarching view of the organisational management of portfolios, programmes and projects is
illustrated in the following diagram.

Artefacts
) + Define corporate & business domain strategy Annual Annual
Strategic . N Management Activity
* Plan strategy implementation Pl Report
Management ) ; . an epo
* Monitor & control strategy implementation
‘ }‘ Portfolio Portfolio
. . Analysis
* Tailor portfolio framework Handbook Report
Portfolio + Compose portfolio(s) *
Management * Realise portfolio(s)
* Manage stakeholders & communication chp";t:;i!':y Portfolio Logs
J

Programme *  Submit programme/project proposals
- . . f Programme/Project | | Programme/Project
& Project L ' Implement authorised programmes/projects J * Initation Requests || Status Reports

Management Report programme/project status & progress

Fig D.8 High-level representation of the Management Layers, Activities and Artefacts

The Governance Structure of the PM? Portfolio Management is shown below.
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Fig D.9 PM? Project Portfolio Governance
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D.2 Considerations in PM2: Sustainability, Data Protection, IT Security, UX

The following sections present project management considerations which are more pertinent to specific
domains. For instance, considerations for Data Protection, IT Security, and UX are more critical in the
context of IT projects delivering digital solutions, while sustainability considerations are much more central
to engineering or construction projects. Still all those aspects remain relevant across diverse project
domains.

D.2.1 Sustainability Considerations in Project Management

The concept of sustainability has evolved from a noble aspiration to an imperative for organisations and
projects. In recognition of its profound global significance, the European Commission has been at the
forefront of initiatives to foster a sustainable economy. The European Green Deal underscores the need for
an economic system that nurtures growth while safeguarding our planet and improving the lives of citizens
and future generations.

Sustainability encompasses more than just environmental stewardship; it encompasses the intricate
interplay between economic, environmental, and social well-being. It calls for a holistic approach that goes
beyond mitigating harm and instead focuses on creating lasting positive impacts on the world we inhabit.

As organisations and projects seek to incorporate sustainability into their core, sustainability considerations
become a major factor in the way public and private organisations define, approve, plan, and manage
projects, and their results.

As a result, project management practices should inspire and empower organisations, project managers,
and project teams, to understand what sustainability in the context of projects is, but also to equip them
with the practical and actionable guidelines and tools that will enable them to seamlessly integrate
sustainability into their project management, fostering a more sustainable, prosperous future for all.

D.2.2 Data Protection Considerations in Project Management

The European Union's General Data Protection Regulation (GDPR) stands as a significant framework for
safeguarding personal data and the privacy rights of individuals. It establishes principles of data protection,
emphasizing fairness, transparency, and accountability in data processing.

To attain data protection by design and by default, organisations and project teams must prioritise
adherence to fundamental Data Protection principles. These encompass the critical aspects of Lawfulness,
Fairness, and Transparency, Accuracy, Purpose Limitation, Data Minimization, Storage Limitation, and
Data Security, including Integrity and Confidentiality.

In essence, these principles mandate that all personal data be processed in a manner that is both legal and
equitable, with transparency toward the data subject. This entails acquiring explicit consent, diligently
informing data subjects about data processing activities, and ensuring fairness throughout data treatment.
Personal data collection is confined to precise, legitimate purposes, preventing any usage beyond the
original data collection scope. Likewise, data collection and processing are restricted to the minimum
necessary for the intended purposes, preventing unwarranted data accumulation and preserving data
relevance. Furthermore, personal data must be maintained for accuracy and updated when necessary,
guarding against the usage of outdated or erroneous data. The storage of personal data should not exceed
the period required for its original purpose, averting indefinite data retention and facilitating timely data
deletion when no longer necessary. Lastly, stringent data security measures are essential, encompassing
protection against unauthorized access, disclosure, alterations, or destruction, safeguarding both the
integrity and confidentiality of the data.

As project teams grapple with the intricacies of data protection and privacy regulations, they require
practical, actionable guidelines and tools so that they can ensure that data protection becomes an inherent
consideration of projects, aligning with legal requirements and ethical standards regarding the handling of
personal data.

D.2.3 IT Security Considerations in Project Management

The European Commission's IT Security Policy, coupled with its IT Security Risk Management Methodology
(ITSRM?), forms a robust framework that can help organisations safeguard digital assets and preserve their
integrity.
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IT security management comprises a set of practices and measures centered around assuring three
fundamental dimensions: confidentiality, which involves keeping data accessible only to authorized users;
integrity, ensuring that data is not altered without authorization; and availability, guaranteeing that data
remains accessible and functional when needed. It addresses a range of potential threats, such as
accidents, errors, deliberate attacks, and natural events, all of which are considered as risks. The primary
objective is to reduce the likelihood and impact of these risk, maintaining them at an acceptable level while
ensuring that the cost of their management do not outweigh benefits.

IT security measures should be tailored to align with the specific threats faced by digital solutions and be in
compliance with organisational policies and regulations, typically describing a three-tiered model,
comprising risk management, compliance reviews, and internal security audits.

A security-oriented risk management approach starts in the conceptualisation of digital solutions, and
subsequently in the Initiating Phase of the relevant projects, and continues until their closing of those
projects, but also continues throughout the entire lifecycle of the produced digital solutions. Thus, IT
security considerations should be integrated from the outset into the project priorities and workplan.

However, most organisations, project managers and project teams struggle with the complexities of
managing IT security and therefore should be educated on the processes, tools and artefacts that will help
seamlessly integrate IT security management into project initiation, planning, and execution, fostering a
resilient, secure digital environment.

D.2.4 UX Considerations in Project Management

The role of user experience (UX) in increasing the value of digital solutions is increasingly appreciated. UX,
which concentrates on user interactions with products, services, and processes, plays a pivotal part in
shaping user experiences that resonate with their requirements and desires.

UX is not merely about interface design; it extends to optimising the complete user experience within
Digital Solutions, services, and processes. This approach revolves around the central role of users,
diminishing uncertainty, enhancing mutual comprehension, and fostering empathetic partnerships.

The inclusion of UX considerations (e.g. design thinking) for the Digital solution, in the project priorities and
workplan makes the project outputs user-focused. It empowers project teams to bridge the gap between
assumptions and experimentation.
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Appendix E: Additional Resources
E.1 PM? Artefacts & Activities Summary Tables and Diagrams
RAM (RASCI)—Responsible, Accountable, Supports, Consulted, Informed

Initiating AGB  PSC PO BM BIG SP PM  PCT
Project Initiation Request | na. | A/S R S/C | n.a. | n.a.
Business Case | C A R C S ) n.a.
Project Charter | ﬁ C S ﬁ S R ﬁ
Planning
Planning Kick-off Meeting | A C S C C R c
Project Handbook | | A S C | R C
Project Stakeholder Matrix | | A S C | R C
Project Work Plan | A C S/C C C R S/C
Outsourcing Plan A C C C I S R |
Deliverables Acceptance Plan | A C S | C R C
Transition Plan | A C C C C R C
Business Implementation Plan | | A R C | S |
Management Plans
Requirements Management Plan | I A C C I R S
Project Change Management Plan | | A C | | R |
Risk Management Plan | C A C | | R |
Issue Management Plan | | A C C | R C
Quality Management Plan | A C C C C R C
Communications Management Plan | I A S C | R C
Executing Kick-off Meeting I A C S/C C C R C
Project Coordination | I A S | | R |
Quality Assurance | I | S C | A R
Project Reporting | | A S/C 1/C 1/C R C
Information Distribution | | A C | | R C

Monitor Project Performance | | A C C | R C
Control Schedule | I A C C | R C
Control Cost | I A C C | R C
Manage Stakeholders | | A S/C | C R |
Manage Requirements | | A C C | R S
Manage Project Changes | C A S | | R C
Manage Risks | C A S/C C | R C
Manage Issues & Decisions | | A S C | R C
Manage Quality | | | S/C C A R C
Manage Deliverables Acceptance | | A S C C R C
Manage Business Implementation | | A R C | S |
Manage Transition | A C C C C R C
Manage Outsourcing A C C C | S R |
Closing AGB PSC PO BM BIG SP PM PCT
Project-End Review Meeting | A C ) C C R C
Project-End Report | A C S C C R C
Administrative Closure | C A C | C R |

AGB (Appropriate Governance Body) BIG (Business Implementation Group)

PSC (Project Steering Committee) SP (Solution Provider)

PO (Project Owner) PM (Project Manager)

BM (Business Manager) PCT (Project Core team)
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Appendix E: Additional Resources
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E.2 Getting Started with PM? - Quick Start Tips

The purpose of this quick start guide is to help you get started with applying PM?2. Naturally, you will want
to start by learning more about the PM? Methodology and review the available PM? material. Keep in mind,
however, that you don’t have to become an expert before you can start applying the basics of PM? in your
projects. All you need is a brief introduction to the PM? Methodology and then you can continue by
following the six Quick Start steps:

1. Define the Project Governance and Create a Business Case

e Set up the Project Steering Committee (PSC). Business Case
e Provide the justification for the project, capture the business *
requirements and establish its budgetary constraints.

2. Identify stakeholders and create the Project Charter
e Define the project scope.
o |dentify the stakeholders who should contribute to the

Project Charter. * Project Charter
e Capture the high-level requirements, assumptions

and constraints.
e Decide on a project approach and estimate required resources,
costs and timing.

3. Set up the Project Logs
Issue Log, Risk Log,

e Set up the Risk Log, Issue Log, Decision Log and Change Log. * Change Log
These will be used to document the management of risks, '
issues and changes to project scope.

Decision Log

4. Kick-off the Project Planning with a Meeting

e |nvite all necessary participants to the planning meeting.
e Go over the Project Charter and ensure a common understanding.
e Communicate the next steps for the planning of the project.

Planning Kick-off
Meeting/MoMs

v

5. Tailor the Project Management approach

e Decide which planning documents to use and how they
should be tailored. * Project Handbook

o Define rules, assign team responsibilities and define a N o
conflict-resolution process. .

o |dentify all stakeholders who require information during the project.

6. Create the Project Work Plan

e Break down the work that needs to be done into smaller and more

manageable pieces (create the Work Breakdown). * Project Work Plan
e Estimate the effort and cost for each piece of work.
e Establish the detailed budgetary and resource requirements. —
e Create a work schedule (identify dependencies, assign resources

and dates).
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E.3 Useful Online Resources

The Centre of Excellence in PM? (CoEPM?) provides a central location for downloading all PM? information,
publications, translations, etc. To study PM? in more detail you can download and review the free PM?
Methodology Guide and artefact templates, and explore the online resources:

e PM? Website: https://pm2.europa.eu/downloads en
e EU Bookshop: https://op.europa.eu/en
e PM?on EU Academy: https://ec.europa.eu/newsroom/login?univers=informatics

Follow the eLearning modules on the:

e Essentials of PM?2: https://academy.europa.eu/courses/pm-cl-pm-essentials-project-management-
methodology

e PM2-Agile: https://academy.europa.eu/courses/pm-al-pm-agile-essentials

Join the Open PM? Community on Join-up:
https://joinup.ec.europa.eu/collection/open-pm2-project-management-methodology

Sign-up to our newsletter: https://ec.europa.eu/newsroom/login?univers=informatics
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Appendix F: Ethics and Conduct
F.1 PM? Code of Professional Conduct

Many organisations provide a code of ethics and conduct that members are required to respect. The
purpose is to help people navigate through the complexities of professional reality and remind them which
attitudes and behaviours are aligned with a commonly accepted set of professional values.

Conduct means personal behaviour based on moral principles. Professionalism is the skill, good judgment,
and polite behaviour that is expected from a person who is trained to do a job well. This section provides a
useful reminder of the key principles that PM? practitioners (and project team members) should be aware
of and respect.
e INDEPENDENCE: staff conduct, and decision-making should be determined by the need to serve
the common good and public interest, and never by any other interests whether private or as a
result of, for example, political pressure.
e IMPARTIALITY: staff members should be unbiased in any decisions they are called upon to make.
e  OBIJECTIVITY: any conclusions drawn by staff as part of the project work should be balanced and
based on a thorough analysis of the facts and legal background.
e LOYALTY: loyalty towards the organisation is essential for maintaining its independence and
achieving its objectives. It is also necessary for the functioning of each service.

Putting these principles into practice requires:

e CIRCUMSPECTION: which is about stopping and reflecting on the possible consequences and
implications of potential actions, showing a degree of moderation and a sense of proportion and
propriety.

e RESPONSIBILITY: which is about carrying out those tasks entrusted to you as dutifully as possible
and looking for solutions when difficulties are encountered. It is also important to know and
respect the legal obligations and administrative rules and procedures in force.

The key principles can be summarised as INTEGRITY, which means consistently adhering to ethical
principles and making sound decisions based on them.

In addition to the aforementioned code of ethics, every practitioner of the PM? Project Management
Methodology should act based on the following values:

e LAWFULNESS and ACCOUNTABILITY: act in accordance with the law and hold yourself accountable
for decisions and acts.

e FAIRNESS: fairness is our duty to make decisions impartially and objectively, and free from self-
interest, prejudice and favouritism.

e NON-DISCRIMINATION and EQUAL TREATMENT: respect the principle of non-discrimination and,
in particular, guarantee equal treatment for members of the public irrespective of nationality,
gender, racial or ethnic origin, religion or beliefs, disability, age or sexual orientation.

e PROPORTIONALITY and CONSISTENCY: ensure that measures taken are proportional to the aim
pursued and be consistent in your behaviour.

e RESPECT and LEADERSHIP: exercise the power of your position with responsibility and promote
ethical principles and professional conduct by leadership and example.

e HONESTY and OPENESS: declare any private interests and openly provide reasons for any decision.

e TEAMWORK and CONFLICT RESOLUTON: work together to achieve common goals by finding
solutions through better mutual understanding.

e POLITENESS and CLEAR COMMUNICATION: engage colleagues by showing respect and
encouraging efficiency through clarity of instructions.
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F.2 Personal and Professional Virtues

Virtues are strengths (or excellence) of the person who possesses them and refer to the ideal management
of our attitude, behaviour and actions that drive personal and professional performance. Virtues are
expressed in a specific context as the healthy mean between the extremes of excess and deficiency, which,
however, is not universal, but subjective, and as such will vary between individuals and their respective
circumstances . This healthy mean should be determined by good judgment.

Virtues are developed through practice. Their application helps us discover the right principles of conduct,
to know what we ought to do in a given situation. Acting in a virtuous way enables us to raise the
effectiveness and efficiency of our performance as a means to serve our personal, professional, as well as
our higher and more inclusive goals.

The virtue of prudence (practical wisdom) refers to our ability to carefully consider how we can achieve
our goal. Prudence is characterised as an executive disposition because its outcome is something to be
executed. It can be examined on two levels: the level of purpose (our ability to set worthy goals) and the
level of deliberation (our ability to carefully consider the course and the means of our actions so as to
achieve the desired goals).

Judgment refers to our ability to assess what is true and what is not. Judgment forms our perception about
things around us. Therefore, it strongly affects our prudence, which in turn determines our actions. When
there is a deficiency in our Judgment (e.g. due to emotional factors or past experiences), we may consider
as true something that is not and vice-versa (e.g. consider an act as fair when it is unfair).

It is through intuitive insight that the mind grasps the principles of conduct that may point the way toward
success and happiness. The virtue of insightfulness refers to our ability to perceive things correctly, to
examine circumstances accurately, to understand the relationships between things, to analyse and
synthesise. It determines our capacity to learn or know what is the right thing to do and what is not, and to
transfer this knowledge to various contexts in order to contribute to our wellbeing.

The virtue of courage refers to the management of risk taking and is described as the productive mean
between cowardice (a deficiency) and audacity or fearlessness (an excess). A courageous person pursues
(not necessarily without fear) the right goals, for the right reasons, in the right way, at the right time and
for the right amount of time. Therefore, a person who is courageous acts and endures whatever is logically
required for the attainment of a worthy goal. Courage (which always involves a risk) is a necessary means
for the further development of one’s capacities.

The virtue of honour refers to our disposition to seek honours and rewards from others. This virtue is
defined as the mean between lack of ambition (seeking less honours and rewards than are deserved or
having no desire for honours) and over-ambitiousness (an excessive desire for honours or seeking more
honours and rewards than are deserved).

Honesty refers to our ability to tell the truth about ourselves and demonstrate to others who we really are,
without denying or exaggerating our qualities. This virtue is the mean between self-deprecation (deficiency)
and boastfulness (excess).

The virtue of fairness (or Justice) in general is attained through the application of all other virtues.
However, there is a particular type of fairness that refers to our disposition to fairly distribute benefits and
damages to those who deserve them, either between others and ourselves or amongst others. Fairness is
the mother of all virtues, and for one to be truly fair all virtues must be fully developed (“Fairness is
superior to all virtues and excellent” — Aristotle).

The virtue of generosity refers to the management of things that have value (e.g. time, money, knowledge,
information and other assets). It is defined as the productive mean between stinginess (deficiency) and
wastefulness (excess). Generosity ensures that the valuable assets we possess, such as our knowledge, are
shared with the right person, at the right time, in the right quantity and in the right way, so as to be used
productively. Generosity is determined not only by our willingness and ability to give (e.g. to use and share
our knowledge), but also by whether our giving is in harmony with the long-term interests of the people
involved, and in accordance to the other moral virtues. One should follow the guidance of reason, as
generosity is something that needs to be exercised with wisdom if it is to promote one’s own good and that
of others.
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The virtue of friendliness refers to the management of our amicability in our interactions with others. It is
defined as the mean between rudeness (deficiency) and obsequiousness (excess). A rude person enjoys
conflict, without taking into consideration whether it displeases or embarrasses others, whereas an
obsequious person demonstrates servitude and is mostly interested in being likeable to others, avoiding
conflict even at great personal cost.

The virtue of humour is described as the mean between boorishness (deficiency) and buffoonery (excess)
The boorish person does not enjoy humour, might even be unduly upset or annoyed by it. On the other
hand, the buffoon is someone who enjoys humour in excess, expresses it in an unproductive way, with
inappropriate timing or frequency, possibly causing annoyance to others.

The virtue of calmness refers to the management of anger. It is the mean between spiritlessness
(deficiency) and irritability (excess). Spiritlessness refers to the lack of anger, while irritability refers to the
excess of anger in its duration, intensity and frequency. The calm person desires to remain calm and not
get carried away by passion or rage, but to always act within reasonable limits.

The virtue of temperance refers to the management of our desires and is the mean between insensibility
(deficiency) and intemperance (excess). A temperate person is one who desires moderately and reasonably
all those pleasures that promote health and wellness.

The virtue of magnificence is similar to generosity, but it refers to the management of large assets. It is
defined as the mean between paltriness (deficiency) and vulgarity (excess). Paltriness prevails when
someone contributes to an important cause with a miserly disposition. On the contrary, vulgarity is
displayed when someone contributes excessively, much more than is required or expected.

The virtue of magnanimity is similar to honour, but it refers to the management of high honours and
rewards. It is defined as the mean between meekness (deficiency) and vanity (excess). A meek person
believes that they do not deserve great honours when they actually do deserve them, whereas a vain
person believes that they deserve great honours when they actually do not deserve them. The
magnanimous (magnum=great) consider they deserve the greatest goods (wealth, influence, prestige,
distinctions, etc.) when they do indeed deserve them.

All virtues are required for the application of professional competences, however, the intellectual virtues of
judgment, prudence and insightfulness need to be transversally applied for their development. The
following table shows the strongest relations of moral virtues to key professional competencies.

Competence Key Virtues

Leadership All

Relationships and engagement Fairness, Friendliness, Generosity, Honesty, Humour,
Temperance

Self-reflection and-self management | Calmness, Courage, Friendliness, Honesty, Honour, Temperance

Change and transformation Calmness, Courage, Friendliness, Generosity

Personal communication Calmness, Friendliness, Generosity, Humour

Resourcefulness Fairness, Friendliness, Generosity, Honesty, Honour

Results orientation Honour, Generosity, Magnanimity, Magnificence

Teamwork Calmness, Courage, Fairness, Friendliness, Generosity, Honour,
Magnificence

Negotiation Courage, Fairness, Friendliness, Generosity, Honesty, Honour

Conflict and crisis management Calmness, Fairness, Friendliness, Generosity

Personal integrity and reliability Calmness, Courage, Fairness, Friendliness, Honour, Temperance

Culture and values management All virtues
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Appendix G: Glossary

Appendix G: Glossary

Accept

A

Accept is a risk-response strategy that is applicable both for negative (threats) and

(risk-response positive (opportunities) risks. In the case of threats, there are two possible

strategy) reactions, i.e. passive acceptance (no special action is planned, just continue to
monitor the risk) or active acceptance, which implies the development of a
contingency plan. In the case of opportunities, no specific action is taken towards
realising them. We simply benefit from them in the case where they occur.

Acceptance Acceptance is the act of approving (signing-off) deliverables if they meet the
defined acceptance criteria. It is the Project Owner (PO) who accepts the
deliverables, during or at the end of the Executing Phase (deliverables acceptance)
and during the Closing Phase (final project acceptance).

Acceptance Acceptance criteria comprise the prioritised list of requirements that the final

Criteria deliverables must meet before the Project Owner (PO) can accept them.

Accountable Role
(RASCI table)

Acceptance criteria are documented in the Deliverables Acceptance Management
Plan.

The accountable role on the RASCI table refers to the person/group/entity that is
ultimately answerable for the correct and full completion of the deliverable or task.
They delegate the work and approve key milestones and deliverables. There is only
one accountable person/group/entity per activity/task.

Achievements

Activity

Actual Cost (AC)

Administrative
Closure

Achievements are the successful accomplishment of project outputs as a result of
carrying out project activities.

An activity is a set of tasks/work belonging to a process/work package in a project,
with measurable outputs and limited duration.

Actual Cost (AC) is the amount of cost (monetary units) actually incurred until a
given point in time (e.g. within a predefined reposting period). Also known as
Actual Cost of Work Performed (ACWP).

Administrative Closure takes place during the Closing Phase of a project. It is the
process by which the Project Manager (PM) ensures that the project has been fully
and formally accepted by the Project Owner (PO), that all documentation and
records are reviewed, organised and securely archived, and that all resources are
formally released.

Agile project
management

Appropriate
Governance Body
(AGB)

Agile is a project management approach with a specific set of working principles
and practices. It promotes iterative delivery, cooperation of self-organised teams
and process adaptability.

The Appropriate Governance Body (AGB) is the entity responsible for the strategic
planning and portfolio management at the institution level. It can be set for a
specific domain and appear in different stages of the governance process.

Approval

Approval is the formal acceptance of (i.e. positive decision on) something, such as a
deliverable, an artefact, a project change or a risk-response strategy.

Architecture Office
(AO)

Artefacts

The Architecture Office (AO) advises project teams on architectural aspects (e.g.
Application Architecture and IT Systems Architecture) and develops architecture
standards for projects.

Artefacts are tangible outputs of project management activities, such as Project
Management Plans, the Project Work Plan, Meeting Minutes, Logs, Checklists,
Reports, the Business Case and Project Charter.

Project Manager
Assistant (PMA)

Assumption

The Project Manager Assistant (PMA) is an optional PM? role that assists the Project
Manager (PM) in project management/administration activities.

An assumption is a hypothesis or piece of unconfirmed information that is
considered to be true, and is used in order to proceed with an activity (e.g. project
planning). Developing different scenarios that match the various outcomes of an
assumption is considered as vital in risk management.

The PM? Methodology Guide v3.1
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Audit An audit is an independent evaluation undertaken to provide an appropriate level
of assurance as to compliance with given standards.
Authority Authority is the right to give orders, make and enforce decisions, apply project
resources and sign approvals.
Avoid Avoid is a risk-response strategy that consists of changing project conditions, plans,
(risk response activities or even scope to render the risk irrelevant to the project (i.e. Impact=0
strategy) and/or Likelihood=0 %).
B
Backup Backup is the process of copying data to a separate storage device in order to protect
the original against unavailability or corruption.
Baseline A baseline is a desired value of a project dimension (scope, budget, schedule, etc.) or
plan that is agreed on and will serve as a reference during the project’s execution.
During the course of the project, new baselines can be defined following the
appropriate change management process.
Benefit A benefit is a positive effect resulting from a project (i.e. seen as positive by one or

Best Practice

more stakeholders). Benefits should be measurable. The term Impact is also used to
describe Benefits in EU funded projects.

Best practice describes a method or technique established through experience and
research consistently shows results superior to those achieved with other means.

Bottom-up Bottom-up describes an approach for identifying project work elements and

(technique) estimating their effort/cost based on detailed work activities. These estimates are
then consolidated (rolled-up) to derive the total project cost/effort.

Budget The budget is the approved annual allocation of the organisation’s financial resources

Budget Lines

Budget
Performance

Business Case

Business
Continuity
Planning (BCP)

Business

Governing Layer

Business
Implementation
Group (BIG)

A-123

to a specific project/objective.

Budget lines refer to the financial resources specific to an organisation or unit. They
can be associated with a programme, an action/decision, a directive, a project or a
task. The term is often used as a synonym for funding sources.

Budget performance or the Cost Performance Index (CPI) is an indicator of the cost
efficiency of project work accomplished to date. It is the ratio (percentage) of the
earned value (progress) and the actual effort (Ratio=(Progress/Actual effort)*100). If
this indicator is less than 100% it means that the project is over budget; if it is higher
than 100% it means that the project is under budget.

A Business Case is a document that provides contextual information to the decision-
makers on the project’s costs and benefits, strategic alignment and/or business
problems the project intends to solve. It captures the reasoning for the project,
presents several alternative solutions, provides the justification for the investment in
time and effort, and establishes the budgetary needs.

Business Continuity Planning (BCP) is a process that identifies all critical functions,
services and activities that must be accomplished to enable an organisation or a
functional area to continue its business functions during a time of disaster or serious
disruption (e.g. power outages, natural disasters, accidents, acts of sabotage or other
incidents). The overall scope of Business Continuity Management covers the Disaster
Recovery Plans that are dedicated to the recovery of ICT systems and activities in
cases of major disruptions.

The Business Governing Layer is composed of the organisation’s decision-making
bodies from several business domains responsible for governing the project. (See also
Appropriate Governance Body, AGB.)

The Business Implementation Group consists of representatives from the business
(customer) and user groups. It is responsible for representing the receiving
organisation during various phases of the project, specifically during business
implementation of the solution and user acceptance activities.
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Business
Implementation
Management
Business
Implementation
Plan

Business Implementation Management consists of planning, executing and controlling
activities that support the organisational changes needed for (project) deliverables to
be effectively integrated into everyday work and benefits achieved.

The Business Implementation Plan outlines the project’s impact and deliverables for
the requestor organisation, along with the change management activities that need to
take place. The organisation must ensure that the project does not disrupt normal
operations, and that project outputs are effectively integrated into the organisation. A
change management plan is devised to ensure this and to increase the chances of
achieving the desired project outcomes and benefits.

Business
Manager (BM)

Business
Objectives

The Business Manager (BM) is a delegate of the Project Owner (PO) and acts on
his/her behalf on a daily basis. The Business Manager (BM) also assists the Project
Owner (PO) on the specification of the project and the main business objectives and
works very closely with the Project Manager (PM).

Business objectives can refer to a business process or the business as a whole—they
translate organisational goals into desired business outcomes and connect
organisational goals with project objectives.

Business Process

A business process is a set of defined ad hoc or sequenced activities performed in a
repeatable pattern by an organisation in order to fulfil a business need; processes can
be triggered by events and may have multiple possible outcomes; a successful
outcome of a process will deliver value to one or more customers of the process.

C
Capability Capability describes an existing or needed ability of people (singly or combined),
information systems or devices that can support an activity, process or function.
Capability Capability Maturity Model Integration (CMMI) refers to a method of measuring the
Maturity Model maturity of the capability of certain business processes to help organisations see
Integration their current level of maturity in relation to the desired level of maturity.
(cMmmt)

Cause and Effect
Diagram

Change

Change Control

Change Control
Board (CCB)

Change Log

The cause and effect diagram (also known as a fishbone diagram or Ishikawa
diagram) shows the causes of a specific event and is very useful when investigating
issues and risks. It helps to describe the problem/issue/risk, and to identify potential
causes and categorise them.

Change refers to the act, process or result of the transition from an existing state to a
new one.

Change control is an activity in the PM? Change Management Process that aims to
evaluate, accept or reject project changes using a Change Log.

The Change Control Board (CCB) or Change Advisory Board (CAB) is a designated
group of stakeholders that is responsible for reviewing, evaluating, approving or
rejecting change requests for the project. In an organisation, this role may be
performed by the Project Steering Committee (PSC).

The Change Log is a register of project changes used for recording, assessing,
monitoring, controlling and tracking change requests and respective decisions. It also
serves as a way of communicating changes to the Project Owner (PO) and/or Project
Steering Committee (PSC).

Change Request

Change Status

Client

The PM? Methodology Guide v3.1

A change request logs an appeal to amend an aspect of the agreed baseline of a
project (i.e. scope, requirements, deliverables, resources, costs, timeframe or quality
characteristics). A change request can be formally submitted via a Change Request
Form, or can be identified and raised during meetings as a result of decisions, issues
or risks, and should be documented in the Change Log.

The status of a change request is logged in the Change Log. It may have the following
values: Submitted, Investigating, Waiting for approval, Approved, Rejected,
Postponed, Merged or Implemented.

See Requestor Side.
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Closing Phase

Communication
Management
Plan

Community of
Practice (CoP)

The Closing Phase is the final phase of the project. During this phase, project
activities are completed, Lessons Learned are discussed and documented, the
finished deliverables are transferred to the care, custody and control of the Project
Owner (PO), and the project is administratively closed.

The Communication Management Plan describes the communication needs and
expectations for the project. It defines and documents the content, format,
frequency, audience and expected results of communication activities. It outlines
how the assignment of activities and the project status are communicated. The plan
identifies a communication strategy for each stakeholder, based on their interests in,
expectations of and influence on the project.

A Community of Practice (CoP) can be described as a group of people who share a
common interest and/or a profession and who come together as a group to
exchange information and experiences. A CoP can be internal to an organisation or
involve professionals from different organisations.

Competency

Compliance

Configuration
Item

Configuration
Management

Competency describes the skill and capacity required to complete (project) activities.
If project team members do not possess the required competencies, then the
performance of the activity/project can be jeopardised. When such a mismatch is
identified, efforts to address it must be considered. These might include training,
coaching, hiring consultants, adaptation of the project schedule or even a change in
scope.

To be in compliance means to conform to applicable standards, methodologies and
project requirements (e.g. quality requirements), laws, business rules, etc.

A configuration item is any project asset (deliverable, artefact, requirement, service,
hardware, data, tool, etc.) that needs to be managed in order to deliver a project
output.

Configuration management is a discipline that provides control of the assets used by
the project (e.g. artefacts, deliverables, hardware, etc.).

Context

Context is the overall set of organisational (internal) and external factors that
influence or determine the need for the project and its urgency.

Contingency Plan

Contractor’s
Project Manager
(CPM)

Constraint

Consulted Role

A contingency plan outlines the actions to follow in order to minimise the impact of a
risk after it has occurred (i.e. proactive acceptance of the consequences).

The Contractor’s Project Manager (CPM) is a role performed by a resource from the
contractor side. The role is responsible for managing the daily progress of the
outsourced activities in order to deliver an acceptable quality of services and/or
deliverables as defined in the contract. The Contractor’s Project Manager (CPM)
works with the Project Manager (PM) and regularly reports on status and progress.
A constraint is an internal or external limitation (fact) to a project that has a direct
effect on its performance

The consulted role on the RASCI table refers to the person/group/entity that

(RASCI) provides input for an activity as a contributor, an expert, a reviewer, or other.

Corrective Corrective actions are planned (and implemented) as part of project controlling for

Actions the purpose of bringing the project back on track when significant deviations from
the project’s baselines have been identified.

Critical Path The critical path is the longest path (sequence of activities) needed to deliver project

outputs.

Customisation

A-125

Customisation of the PM? Methodology refers to defining specific project
management parameters in order to address the particularities and needs of the
project. It usually involves defining thresholds, scales and other parameters in the
PM? defined processes (e.g. defining a risk as major when its impact is deemed as
medium or higher), as well as any minor changes to the artefacts (e.g. renaming a
section, etc.). Note that changes to the methodology are not considered
customisations but tailoring. (See also Tailoring.)
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Dashboard

Data Protection
Coordinator
(DPC)

D

The Dashboard provides an overview of key performance indicators (KPIs) relevant to
a particular objective. A project dashboard provides a one-screen overview of the
project, shows the status of project variables such as budget, schedule, quality, scope,
risk, etc., and directs users to more information as needed.

Nominated by senior management or corporate level, the Data Projection Coordinator
(DPC) ensures the coherent implementation of and compliance with specific data
protection regulations. The Data Protection Coordinator (DPC) provides advice and
assistance to everyone responsible for data protection, and specifically assists Data
Controllers in the organisation in their notifications to the Data Protection Officer
(DPO). Data Protection Coordinators (DPCs) set up the inventory of applications for
the processing of personal data in the organisation, and liaise and cooperate with the
Data Protection Officer (DPO). They also represent the organisation in the network of
coordinators.

Data Protection

Organisations may have one or more Data Protection Officers (DPOs) to ensure the

Officer (DPO) application of the principles of personal data protection in the institution. Each keeps
a register of all personal data processing operations in their institution. They provide
advice and make recommendations on rights and obligations. They notify risky
processing of personal data to a supervisor and respond to requests.

In critical situations, they may investigate matters and incidents (own initiative).

Decision Log The Decision Log contains a summary of project decisions taken. It brings visibility to
decisions and tracks responsibility for how and by whom they are taken, when
decisions are implemented, as well as to whom they should be communicated.

Deliverables Deliverables are agreed, verifiable project outputs which will result in an outcome for
the receiving party.

Deliverables Deliverables Acceptance Management consists of planning, executing and controlling

Acceptance the activities that lead to deliverables acceptance, including defining acceptance

Management criteria, planning and performing acceptance activities (e.g. acceptance testing), and
formally approving project deliverables.

Deliverables The Deliverables Acceptance Management Plan is a quality management artefact. It

Acceptance defines and documents the deliverables acceptance approach, activities,

Management responsibilities and acceptance criteria along with acceptance tolerance levels.

Plan

Deliverable- A deliverable-based breakdown technique is used to represent and organise project

based work based on deliverables. The work needed to produce them is then also defined

Breakdown and organised by deliverable.

Dependencies

Dependencies refer to the relationships between events (decisions, problems,
activities, processes, projects, etc.) that influence project performance and outcomes
and should be taken into account when planning project activities.

Development
Team (DT)

Directing Layer

The Development Team (DT) is a role applicable to projects with an IT component. It
comprises members with the required development skills (programmers, analysts,
testers, etc.) and application knowledge for the project. It is part of the Project Core
Team (PCT). A Development Team (DT) can be either an internal IT Team or belong to
an external contractor.

The Directing Layer champions the project and owns its Business Case. It mobilises the
necessary resources and monitors the project’s performance in order to realise the
project’s objectives. The Directing Layer comprises the roles of Project Owner (PO)
and Solution Provider (SP).

Document The Document Management Officer (DMO) is a role that ensures the coherent
Management implementation of Document Management in the organisation.

Officer (DMO)

Domain A domain is a subject area with common requirements, terminology, and metadata. In

The PM? Methodology Guide v3.1

an organisation, it is the highest-level grouping of organisation’s activities.
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Domain-specific
Artefacts

The domain-specific artefacts are specific to the project’s domain and integral to
planning and the overall documentation. No templates are provided by PM? however,
they should also be listed in the Project Handbook as part of the planning (phase)
outputs. Examples include System Designs (IT projects), Architectural Layouts
(renovation/moving projects), Laws/Policies (policy projects), etc.

E

Earned Value
(EV)

Earned Value (EV) is a way of representing project progress. It is the value of the work
performed, but expressed in budgetary terms (percentage of the approved budget
that has been earned by actual work completed). It is also known as Budgeted Cost of
Work Performed (BCWP).

Enhance Enhance is a risk response strategy that aims to increase the likelihood and/or impact
(risk response of a positive risk (opportunity). It is substantially different from the Exploit risk
strategy) response strategy given that it does not ensure the realisation of the opportunity.
Escalation Escalation refers to an activity that requires additional resources to meet a

Executing Phase

result/output. There are two types of escalation, functional (if more competencies/a
higher level of expertise are needed) or hierarchic (when senior decision layers need
to be involved).

The Executing Phase is the third phase in a PM? project, after Initiating and Planning. It
is where the project activities are carried out as defined in the project plans and the
project deliverables are produced.

Exploit Exploit is a risk-response strategy that consists of changing project conditions, plans,

(risk response activities or even scope to ensure that the positive risk (opportunity) will occur

strategy) (likelihood=100%).

F

Feature A feature is an externally observable characteristic or set of characteristics provided
by the solution that fulfils partially or entirely a stakeholder need and is used to
perform a set of user tasks/function(s).

Final The final acceptance of project deliverables is performed during the Closing Phase by

Acceptance the Project Owner (PO), after consulting the Project Steering Committee (PSC),
through a formal project final acceptance sign-off.

Findings Findings comprise the results of an evaluation of a process or criteria, based on
relevant evidence, which compares the current state against the defined criteria
(objectives of the evaluation) along with professional judgment.

Full-Time- One full-time equivalent (FTE) equals the work of one full-time person on the project

Equivalent (FTE)

Functionality

(in staff-weeks, staff-months or staff-years). A half FTE is the equivalent work of a half-
time person, and so on.

Functionality is the set of capabilities associated with a product or service. In an IT
context, it is the ability of a programme or application system to provide a function to
execute a set of user tasks. Functionality is the particular use or set of uses for which
something is designed.

G

Gantt Chart

Goal

A Gantt chart is a type of bar chart that represents a project schedule. It may show
information such as activities, start and end dates, duration, effort, and the relation
between activities.

A goal is the result or achievement toward which effort is directed. Goals are broad
statements of achievable outcomes, consistent with the mission statement of a
programme or organisation.
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Governance

Governance refers to the act of governing and is therefore concerned with how
decisions are made. Governance is a process of developing a more strategic approach
to projects/programmes in order to use resources and investments more efficiently
and to ensure that business needs are supported by efficient tools. This process is
performed by the organisation’s governance bodies (See Appropriate Governance
Body, AGB). PM? describes project-level governance and includes a project
governance model, project lifecycle, and related processes and artefacts.

Impact (risk, issue

An impact is the measure of the effect of a risk, issue or change on the objectives

or change) and activities of a project.

Impact (of a The impact measures the (permanent or temporary) effect of a project on the

project) organisation’s processes, policies, technology, culture and people, or on the
external environment.

Information Information distribution describes an activity performed during the Executing

Distribution Phase that aims to regularly communicate project information to project
stakeholders, based on the Communications Management Plan.

Information The Information Resource Manager (IRM) is a horizontal function in an

Resource Manager
(IRM)

Information
System (IS)

organisation, not directly applicable to the project management lifecycle. The
Solution Provider (SP) may perform this role in a project with an IT component and
as such would manage the Project Manager (PM).

An information system (IS), whether automated or manual, includes people,
machines, and/or methods organised to collect, process, transmit and disseminate
data that represent user information.

Informed Role
(RASCI table)

Infrastructure
Costs

The informed role in the RASCI table is the person/group/entity that is regularly
informed (kept up-to-date) of the status or outputs of activities. This role involves
only one-way communication.

Infrastructure costs are those related to, for example, the equipment, materials,
facilities and hardware required to deliver, support, operate and maintain the
delivered solution.

Initiating Phase

IPMA-ICB

Issue

Issue Log

The Initiating Phase is the first phase in a PM? project. Its purpose is (1) to define
what the project will do (formulate the objective of the project), (2) perform some
initial planning to get the project off to a good start and (3) to provide and present
the necessary information to get approval for the project.

The International Project Management Association—International Competence
Baseline (IPMA-ICB) is a framework that documents an approach to project
management broken down into 46 competence elements, covering technical,
behavioural and contextual competences.

An issue is any unplanned event related to the project that has already happened
and requires the intervention of the Project Manager (PM) or higher management.
All issues that need to be handled formally should be recorded in the Issue Log,
examined and resolved. Anyone can raise an issue. It is best to solve the root cause
to ensure that the issue does not re-occur.

The Issue Log is a register (log file) used to capture and maintain information on all
issues that are being formally managed. The Project Manager (PM) monitors the
Issue Log on a regular basis. The structure of the Issue Log is defined in the Issue
Management Plan.

Issue Management

Issue Management
Plan

Issue management consists of all activities related to identifying, documenting,
assessing, prioritising, assigning, resolving and controlling issues.

The Issue Management Plan defines and documents the activities, roles and
responsibilities involved in identifying, assessing, assigning, resolving and
controlling project issues.
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Issue Status Issue status refers to an issue’s stage within the management process. It can
assume the following values: Open (i.e. unresolved); Postponed (i.e. resolution has
been put off until later) or Resolved (i.e. required actions have been taken).

K

Kick-off Meeting  In a PM? project, there are two Kick-off Meetings: 1) at the start of the Planning
Phase, which is usually the first meeting with the project team and the requestor of
the project, and 2) at the start of the Executing Phase.

Key Performance | A key performance indicator (KPI) is a quantifiable value used to assess performance

Indicator (KPI) in achieving the objective of a project, service, deliverable, process or activity.

L

Lessons Learned = Lessons Learned represent a repository of insights gained during a project that can be
usefully applied in future projects. It helps to avoid possible mistakes and to repeat
positive actions in future projects. Lessons Learned are discussed at least in the
Project-End Review Meeting (and optionally at the end of project phases or major
milestones) and are reported in the Project-End Report.

Local The Local Information Security Officer (LISO) consults, gives advice on and assists with
Information security aspects related to the project. This role can be a participant in the Project
Security Officer | Steering Committee (PSC) and may work with the Data Protection Coordinator (DPC).
(LISO)

Log A log is a register of project events and actions related to project risks, changes, issues

and decisions. Logs are used by the Project Manager (PM) during the project (i.e. Issue
Log, Risk Log, Change Log and Decision Log).

M

Macro-Process Macro-process refers to a set of processes related to a sub-domain. It corresponds to
a grouping of activities based on common business logic. Sometimes the consolidation
process corresponds to the sequential execution of many processes.

Major Risk A major risk is one that can jeopardise the realisation of project objectives or major
milestones and whose risk level (combination of its impact and likelihood) is usually
unacceptable and therefore requires risk mitigation, transfer or avoidance.

Managing Layer = The Managing Layer focuses on day-to-day project realisation by planning, organising,
monitoring and controlling project work to produce the intended deliverables and
implement them in the business organisation. Members of the Managing Layer report
to the Directing Layer. The Managing Layer is composed of the roles of Business
Manager (BM) and Project Manager (PM).

Methodology Methodology refers to a written guideline that can be used to produce something. It
includes specific components, such as phases, tasks, methods, techniques and tools.
PM? is a methodology for Project Management.

Metric A metric is a quantifiable value that makes it possible to measure the achievement of
a project/service/deliverable/process/activity objective. Metrics should be specific,
measurable, actionable, relevant and captured at the right time. They provide
important information for project management (e.g. risk, budget, schedule, issues,
motivation and quality).

Milestones A milestone refers to a significant point or event in a project that receives special
attention. In PM? there are management milestone artefacts that are of particular
interest to the Project Steering Committee (PSC). Milestones can also be used to mark
key deliverables, control points, the acceptance of final outputs and closing the
project.
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Minutes of
Meeting (MoM)

Mitigation

Monitor &
Control

Minutes of Meeting (MoM) provide a summary of what was discussed in a meeting,
including project issues, decisions taken, and risks identified. This document can be
used as an input into subsequent meetings.

Mitigation refers to an action carried out to: (1) lower the likelihood of a risk
occurring, and (2) reduce the effect of the risk on the project by minimising its impact
if it occurs. (See also Reduce, risk response strategy.)

Monitor & Control is a group of continuous activities that spans the life of a project.
These activities are focused on measuring the correct execution of the project against
the agreed baselines using key metrics like costs, time and quality indicators, and
taking corrective actions if the execution goes too far off plan.

Non-compliance

Non-
conformities

N
Non-compliance refers to the failure to comply with project requirements or
regulatory requirements imposed by public authorities or regulatory bodies.

Non-conformities refer to the non-fulfilment of project requirements (i.e. the
requirements that are not met).

Objective

0]

An objective is a target or metric that a person or organisation seeks to meet. It can
be the desired output of a change/project and is usually defined in terms of scope,
time, cost and quality. As far as possible, objectives should be Specific, Measurable,
Attainable/Achievable, Relevant/Realistic and Time-bound (SMART).

Operations

Opportunity

Organisational-
based
Breakdown

Organisational
Procurement
Procedures

Outcomes

Outputs

Outsourcing
Plan

Outsourcing
Management

Owner
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Operations refers to the day-to-day activities performed by the permanent
organisation to deliver services or products.

Opportunity is a favourable condition that can be exploited to result in a positive
change or improvement in the project environment.

Organisational-based breakdown is a technique used to represent and organise
project work by organisational entities (e.g. business units). Deliverables and project
work are defined by and grouped in lower levels.

Organisational procurement procedures define how organisation can attain goods or
services. They are provided at the organisational level and are also available to
projects. They complement or supersede the Outsourcing Plan.

Outcomes comprise the direct results of the usage (implementation) of project
outputs by the customer. Outcomes allow the organisation to achieve the intended
benefits of a project.

See Deliverables.

The Outsourcing Plan describes the contracting strategies that will be used to
outsource services or products outside the organisation to fulfil the project needs. It
outlines the scope of products and/or services to be contracted and identifies
responsibilities for the full contract lifecycle. It also includes the criteria for evaluating
the contractors’ service and deliverables.

Outsourcing management consists of defining the services/products to be outsourced,
their requirements and the procurement strategy, selecting the contractor,
monitoring service quality, and evaluating/accepting interim and final deliverables
and/or milestones based on agreed criteria.

The Owner is the person/entity that is ultimately responsible for something such as a
project, deliverable, process, action, risk, issue, or decision.
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Pareto Chart
Pareto Diagram
Pareto Analysis

Peer Review

Performing Layer

P

The purpose of the Pareto Chart is to categorise (highlight) the cumulative
percentage of the contribution of causes (issues, cost, etc.) according to the
frequency with which they occur. The Pareto Principle states that generally 80% of
effects come from 20% of causes. Using the Pareto Chart enables a focus on the
causes that have a high frequency and attempt to find a resolution for them first.
This technique is known as Pareto Analysis.

A peer review is an impartial review/evaluation of a project deliverable or artefact
carried out by an expert or a group of experts working in the domain.

The Performing Layer is an operational layer and is where most of the project
activities are carried out. It is composed of the Business Implementation Group
(BIG) and the Project Core Team (PCT).

Phase-Exit Review
Checklists

Phase Gates

Phase Input

Phase Output

Phase-Exit Review Checklists are spreadsheet-based documents used by the Project
Manager (PM) to ensure that all the necessary items are in place before the project
proceeds to the next phase or is closed. They are concerned with checking key
information in each phase and gathering Lessons Learned.

Phase Gates are approval gates during the project lifecycle (Ready for Planning,
Ready for Executing, Ready for Closing). They ensure good governance, making sure
that project teams seek approval before moving on to the next phase.

A phase input is any particular artefact, item, product, decision or even information
that will be used in the activities of the receiving phase. Phase inputs are usually
outputs of a previous phase.

A phase output is any particular artefact, item, product, decision or even
information that is produced during a phase.

Plan

A plan is a written projection of project activities and resources needed to execute
a process, e.g. for risk management, change management or transition. A plan
should answer the four basic questions: what, when, how and by whom.

Planned Value (PV)

Planning Phase

PM? Mindsets

Planned Value (PV) refers to the amount of cost (monetary units) planned to be
consumed until a point in time (e.g. within a reporting period). It is in other words,
an approved cost estimate of the resources scheduled, in a time-phased cumulative
baseline. Also known as Budgeted Cost of Work Scheduled (BCWS).

The Planning Phase is the second phase of a PM? project in which the subject of the
project is verified and developed into a workable plan for implementation. The
various standard and specific plans for the project are created in this phase.

The PM? Mindsets present attitudes and behaviours which help project teams focus
on what is really important in achieving project goals.

PM?2 Certification A knowledge and experience-based project management certification programme

Programme for European Institution staff involved in project-related work. It offers two
certification Levels: PM? Certified (knowledge-based) and PM? Practitioner
(experience-based).

PM? Training The European Commission’s training services offer a complete Project

Programme Management training programme. EU staff can choose between project
management courses organised in four groups and two levels.

PMBOK (Project The Project Management Body of Knowledge (The PMBOK® Guide) is a guide that

Management Body
of Knowledge)

Portfolio (of
projects)

A-131

describes a set of standard terminology, practices and guidelines for project
management. It is published by the Project Management Institute (PMI).

A portfolio is a collection of projects, programmes and other activities grouped in

order to ensure better financial and resource control, and to facilitate their
effective management in terms of meeting strategic objectives.
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Post-project

Post-project
Recommendations

Pre-project

Post-project defines the period after the project has been closed. It includes a set
of activities to maintain, improve, extend and support project deliverables after
they have been delivered to the stakeholders/user community. Post-project
activities are the responsibility of the permanent organisation and are
implemented as part of ongoing operations or future projects. These activities are
usually defined in the Business Implementation Plan or recommended in the
Project-End Report.

Post-project recommendations comprise suggested courses of action to improve
project deliverables after the project has been closed.

They are related to the operation of the product/service, and include extensions,
updates, maintenance, ideas for follow-up projects, etc. They should be part of the
Project-End Report.

Pre-project describes the period before the project officially starts (i.e. before the
Business Case is approved). It includes activities and information gathering related
to the idea/need for the project.

PRINCE2 PRINCE?2 is a process-driven project management method that supports selected
aspects of project management. The acronym stands for “projects in a controlled
environment”. PRINCE2 covers the planning, organisation, management and
control of projects.

Priority Priority refers to the numerical value given to a project item (requirement, risk,
task, etc.) to classify its relative importance in comparison with other items.

Problem A problem is an existing state that can potentially affect the organisation’s goals.

Procedure A procedure is a set of established steps and instructions that specify how to
perform a specific activity, as part of a process.

Process Processes represent an organised sequence of activities or steps that together

Process Categories

Product

Programme

Programme
Management

Project

Project Change
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achieve a specified outcome. A process can be broken down into sub-processes,
and can show operation of a function, system or service. It may also be used to link
or make up organisations, functions, services and other processes.

The organisation’s processes can be classified into different process
categories/domains. Examples include asset management, audit, internal
communication, external communication, document management, financial
management, grant management, human resources, IT, legislation lifecycle,
statistics management, case management, crisis management (alert systems),
procurement, programme management and strategic planning.

A product is the tangible output of a project using the PM? Methodology. For a
business, a product might be a good manufactured for sale to customers.

A programme is a collection of projects aimed towards a common goal—i.e. a group
of related projects managed in a coordinated way to obtain benefits that could not
be achieved from their individual management. Programmes may also include
elements of related work outside the scope of its projects.

Programme management is the process of managing several inter-dependent
projects to better achieve the programme’s strategic objectives and benefits.

A project is a temporary organisational structure which is set up to create a unique
product or service (output) within certain constraints. Temporary means that every
project has a definite beginning and a definite ending. Unique means that the
product or service is different in some distinguishing way from existing products
and services.

Projects are run by people, constrained by limited resources, and planned,
executed and controlled. Projects are often critical components of the performing
organisations’ business strategy.

A project change is a modification to the project environment (scope, schedule,
resources, costs, risks, quality, artefacts, etc.). Possible causes for a change are e.g.
a new requirement, an identified issue, a preventive action to reduce the risk level,
a decision taken that has an impact on the project’s baseline etc.
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Project Change
Management Plan

Project Charter

Project
Coordination

Project Core Team
(PCT)

The Project Change Management Plan defines and documents the change process
for a project. It defines the activities, roles and responsibilities involved in
identifying, documenting, assessing, approving, prioritising, implementing,
controlling and communicating project changes.

The Project Charter is a document that captures the essence of the envisaged
solution in the form of high-level needs and features that gives the reader an
overview of the final project deliverable(s). It includes information regarding the
project scope, cost, time, and risks, as well as information such as milestones,
deliverables, and project organisation and approach. It is a document initiated by
the business sponsor that formally authorises the existence of the project and the
project team and provides the Project Manager (PM) with the authority to use
organisational resources to staff project activities. The final responsibility for the
quality of the Project Charter lies with the Project Manager (PM).

Project coordination describes the process of managing and directing project
activities and stakeholders. It includes the allocation of project resources to
activities, continuous quality checks of the interim results of work, ongoing
communication with all project members, and the motivation of all involved
throughout the project through leadership, negotiations, conflict resolution and
application of appropriate people management techniques.

The Project Core Team (PCT) is a group on the provider side of the project that
performs the day-to-day project activities under the coordination of the Project
Manager (PM). It plays a key role in the successful completion of the project.

Project Drivers

Project-End Report

Project-End
Review Meeting

Project Handbook

Project Initiation

Request

Project Lifecycle

Project
Management

Project drivers comprise the roles that lead the key activities in each phase of a PM?
project. The project drivers differ from phase to phase.

The Project-End Report summarises the project experience, performance, Lessons
Learned, successful project practices and pitfalls. It is created in the Closing Phase
of a PM? project by the Project Manager (PM).

The Project-end Review Meeting takes place during the project’s Closing Phase. Its
aim is to ensure that project members discuss their experience so that lessons
learned and best practices are captured. In addition, ideas and recommendations
for post-project work should also be discussed. The result of the meeting is
documented in the Minutes of Meeting (MoM) and the Project-End Report.

The Project Handbook establishes the high-level approach for implementing the
project objectives. It is one of the first artefacts created in the Planning Phase and it
identifies the project standards, roles & responsibilities, approach and the artefacts
to be used.

The Project Initiation Request is the starting point for documenting a project
proposal. It gives a high-level overview of the current situation (needs, problems
and opportunities), desired outcomes and the estimated effort, impact, risks,
constraints and assumptions associated with the implementation of a solution.

The Project Lifecycle is the time between the start and the close of the project and
includes the Initiating, Planning, Executing and Closing phases. The project lifecycle
starts with the Project Initiation Request and ends once the Closing Phase activities
are completed and the Project Owner (PO) performs the final acceptance. The
formal project closure terminates the project mode and allows the operations
mode (if any) to start.

Project management refers to the application of knowledge, skills and techniques
to successfully manage work and resources to achieve project objectives and
organisational goals.
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PM? Project

PM? is the European Commission’s official project management methodology,

Management developed initially for European Institutions, which aims to enable Project

Methodology Managers (PMs) to deliver solutions and benefits to organisations through the
effective management of project work. It is a methodology created by the
European Commission.

Project A project management information system (PMIS) is an application system used to

Management support the PM? Methodology and the management of projects in an organisation.

Information It aims to support projects through all PM? phases (supplying templates and

System (PMIS)

Project
Management Plans

Project Manager
(PM)

instructions) and makes it possible to consolidate information for reporting and
monitoring purposes.

Project management plans are used to define project management processes to be
applied to the project, such as the Project Change Management Plan, Risk
Management Plan, Quality Management Plan, Issues Management Plan,
Communications Management Plan and Requirements Management Plan. These
plans are part of, or referenced from, the Project Handbook.

The Project Manager (PM) is a role in the project that is appointed by the Project
Steering Committee (PSC) to manage the daily progress of the project so as to
deliver the outputs within the agreed constraints. The Project Manager (PM) also
provides day-to-day management of the Project Core Team (PCT).

Project Mode

Project mode refers to the work of the project organisation while the project is
running. Once the project is completed (closed), it moves to operations mode.

Project Owner (PO)

Project
Performance

Project Phase

Project Progress
Report

Project Quality
Assurance (PQA)

The Project Owner (PO) is the project sponsor and typically holds a management
position within the requestor organisation. S/he sets the business goals and
provides leadership and strategic direction. The Project Owner (PO) approves the
deliverables and ensures that the project meets its goals.

Project performance is the state of project variables (i.e. cost, schedule, scope, and
quality) throughout the project, compared with the baselined Project Work Plan.
The evolution of these variables is tracked by agreed metrics.

PM?2 has four phases: Initiating, Planning, Executing and Closing. The Monitor &
Control activities span all four project phases.

The Project Progress Report is an artefact created by the Project Manager (PM) to
inform the Project Steering Committee (PSC) on how the project is progressing
compared to the baselines and the Project Charter. It covers the status of the
deliverables, effort, risks, major issues, actions, achievements and scope changes.
The difference between the Project Progress Report and the Project Status Report
is that the Project Status Report is sent much more frequently (e.g. every one or
two months) and contains just a one-page summary of the Project Status. (See also
Project Status Report.)

Project Quality Assurance (PQA) is the role that is responsible for quality assurance
and auditing aspects. The role is an optional member of the Project Steering
Committee (PSC) and helps the Project Manager (PM) in creating the Quality
Management Plan.

Project Reporting

Project-Specific
Plans

Project
Stakeholder Matrix
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Project reporting is an activity carried out by the Project Manager (PM) to
document and summarise the status of various dimensions of project progress and
to communicate this to relevant stakeholders. Project reports typically provide
information on scope, schedule, cost, and quality, as well as relevant information
on risks, issues, project changes and contract management issues.

Project-specific plans are used to document and detail the project’s activities and
resources based on project needs (e.g. the Project Work Plan, Business
Implementation Plan, Transition Plan and Outsourcing Plan).

The Project Stakeholder Matrix lists all the people, groups or organisations involved

in the project, and clarifies their roles.
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Project Status
Report

Project Steering
Committee (PSC)

A Project Status Report is a frequent report (e.g. every 1-2 months) that is sent to
the Project Steering Committee (PSC) and contains just a one-page summary of the
project status. The frequency and format of this report is defined in the
Communications Management Plan. (See also Project Progress Report.)

The Project Steering Committee (PSC) is responsible for monitoring the correct
execution of the project. This group defines the main orientations of the project
and coordinates its main tasks. It validates the human and financial resources
allocated to the project as well as the main project deliverables. All stakeholder
groups should be represented in the Project Steering Committee (PSC).

Project Success
Factors (PSF)

Project Support
Office (PSO)

Project Support
Team (PST)

Project Variables

Project Work Plan

Provider Side

Quality

Quality
Assurance (QA)

Project success factors (PSF) comprise the elements within the structure and
context of the project that are necessary to achieve its success. Their presence will
not guarantee success, but their absence will significantly increase the probability
of failure.

The Project Support Office (PSO) is an organisational body (or entity) providing
project management services that may be linked to a specific project or be
provided as a horizontal service by the organisation. The responsibilities of a
Project Support Office (PSO) can range from providing simple project management
support functions to facilitating the link of projects to strategic goals/corporate
benefits by sharing resources, methodologies, tools, and techniques. Not every
organisation has access to such a body.

The Project Support Team (PST) is composed of the Project Support Office (PSO),
the Project Quality Assurance (PQA) and the Architecture Office (AO). The roles of
the Project Support Team (PST) may be specific to a project or be provided as
horizontal services by the organisation. This team offers administrative support to
the project organisation and defines requirements to projects (e.g. related to
reporting, methodology, quality, architecture, etc.).

Project variables are the four essential baselined metrics monitored in the Monitor
& Control processes: cost, schedule, scope and quality.

The Project Work Plan identifies and organises the project into deliverables, work
packages, activities and tasks, needed to achieve the project objectives. It
establishes a base from which to estimate the duration of the project, determine
the required resources and schedule the work.

The Provider Side includes the resources of the project that develop and implement
the solution, i.e. the Solution Provider (SP), the Project Manager (PM) and the
Project Core Team (PCT). In PM? the provider is internal to the organisation and
different from any external contractors.

Q

The totality of features and characteristics of a product or service that bear on its
ability to satisfy stated or implied needs.

Quality Assurance (QA) is the activity of providing the evidence needed to establish
the quality of work and therefore provide enough confidence that the project will
satisfy the desired scope and quality requirements within its constraints.

Quality
Characteristics

Quality Control

Quality characteristics comprise requirements for the project that are based on its
objectives, approach, deliverables, expected benefits and resources available. Quality
characteristics are translated into criteria that will be used to evaluate the alignment
of deliverables and artefacts with expected outputs.

Quality control is the activity of monitoring and consolidating results of Quality
Assurance (QA) in order to assess compliance and performance, recommend
necessary changes, and plan new or refine existing quality assurance activities.

Quality
Management

Quality management consists of carrying out quality planning, quality assurance,
quality control and quality improvement up until final project acceptance (Closing
Phase). Quality management aims to ensure that the project will meet the expected
results in the most efficient way, is compliant with all relevant governmental and
industry standards and that deliverables will be accepted by the stakeholders.
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Quality The Quality Management Plan defines and documents the project’s quality
Management requirements, including the quality management approach, process, and
Plan responsibilities, and outlines the quality assurance and control activities to be carried

out throughout the project. Also includes the Configuration Management process.

Quality Record The quality record is an output of a quality management activity and serves as the
evidence that this activity has been performed.

Quiality Review A Quality Review Checklist is a tool used throughout the project (when performing
Checklist quality control) to check if quality management activities have been performed as
defined in the Quality Management Plan.

R

RASCI The acronym RASCI (pronounced rasky) stands for: Responsible, Accountable,
Supports, Consulted and Informed. It is also known as the Responsibility
Assignment Matrix (RAM). (See also Responsibility Assignment Matrix.)

Ready for Ready for Closing (RfC) is the third and final phase/approval gate at the end of the

Closing (RfC) Executing Phase, where the Project Steering Committee (PSC) verifies that all
planned activities have been carried out, all requirements have been met, and that
the project’s output(s) have been fully delivered and accepted by the Business
Manager (BM) and the User Representatives (URs).

Ready for Ready for Executing (RfE) is the second phase/approval gate at the end of the

Executing (RfE) Planning Phase, where the Planning Artefacts are approved by the Project Owner
(PO) and the decision is taken to move the project to the Executing Phase.

Ready for Ready for Planning (RfP) is the first phase/approval gate at the end of the Initiating

Planning (RfP) Phase. It includes the approval of the Business Case and the Project Charter by the

Project Steering Committee (PSC).

Recommendation A recommendation is the suggested course of action to improve a
process/control/output. It is associated with the result of a review/audit.

Reduce (risk Reduce is a risk response strategy to mitigate the impact and/or likelihood of a risk
response strategy) | through the proactive implementation of risk-reduction activities (e.g. controls) to a
level where the residual risk can be accepted.

Requestor Side Also referred to as the Client Side. The Requestor Side includes the resources
belonging to the organisation that requested the project and where the solution
will be delivered. These resources include the Project Owner (PO), the Business
Manager (BM) and the Business Implementation Group (BIG).

Requirement A requirement is a capability that the product or service the project is designed to
deliver needs to have to satisfy the stakeholders’ needs. It constitutes an
agreement between the customer(s) and the project team on what to produce. It is
a test that the end-product of the project has to pass in order to fulfil the
customer’s demands.

Residual Risk The residual risk is the accepted risk that remains after the risk-response is
implemented or after existing controls are considered.

Resource A resource is an asset or object needed to achieve project objectives (e.g. people,
budget, software, hardware, facilities, equipment and materials).

Responsibility The Responsibility Assignment Matrix (RAM) is a way of clarifying roles and

Assignment Matrix = responsibilities for an activity and of ensuring that each component of work is

(RAM) assigned to a person or a team. (See also RASCI.)

Responsible Role The responsible role on the RASCI table is the person/group/entity that has to
(RASCI table) perform the tasks or ensure that they are done.
Others can support this role (or do part of the work) or be consulted (review or
approve the work), but there is only one responsible person/group/entity.
Reviewer A reviewer is the person who formally assesses and validates an artefact or
deliverable.
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Risk

Risk Appetite

Risk Assessment

Risk Assessment
(Likelihood/Impact)
Matrix

A risk is an uncertain event or set of events (positive or negative) that, should it
occur, will have an effect on the achievement of project objectives.

A risk is generally measured by a combination of the likelihood (probability of the
risk happening) and the size of the impact on the project.

Risk appetite describes the level of risk that an organisation is prepared to accept in
the pursuit of its objectives.

A Risk Assessment is an evaluation performed by analysing the likelihood of an
identified event occurring and the impact on project objectives if this event
happens, alongside the risk appetite and existing vulnerabilities of the
project/organisation.

Risk levels are calculated for each event and risks are then prioritised.

A Risk Assessment Matrix shows the different combinations of likelihood and
impact of project risks and defines bands of risk level that suggest risk-response
strategies.

Risk Impact

Risk Likelihood

The risk impact describes the potential consequence that the risk will have on the
project’s objectives, should it materialise.

The impact can be both quantitative and qualitative in nature. It is usually
expressed on a scale from 1 to 5.

The risk likelihood expresses the probability that the risk might occur. It is usually
expressed on a scale from 1 to 5 (it can also be expressed in terms of actual
probabilities, e.g. 10%-30%-50%-70%-90%).

Risk Level (RL)

The risk level (RL) is the result of the combination of the likelihood (L) that a risk
occurs, and its impact (I) should it occur. (RL=L*1).

Risk Log

A Risk Log is the central repository for all risks identified by the project or
organisation. It includes information for each risk such as its likelihood, impact,
level, risk-response strategies and risk owner. A Risk Log can also be referred to as a
Risk Register or Risk List.

Risk Management

Risk Management
Plan

Risk management describes a continuous, proactive and systematic process for
identifying, assessing and managing risks in line with the accepted risk levels,
carried out throughout the project to provide reasonable assurance as regards the
achievement of project objectives.

The Risk Management Plan defines and documents the risk management process
for a project. It describes how risks will be identified and assessed, what tools and
techniques will be used, the risk level bands (in the risk assessment matrix), the
relevant roles and responsibilities, and how often risks need to be revisited, etc. It
also defines the risk monitoring and escalation process as well as the structure of
the Risk Log used to document and communicate the risks and the risk-response.

Risk Owner

The risk owner is the person accountable for the management and monitoring of a
specific risk.

Risk Reserve

Risk-Response

The risk reserve refers to the amount of budget or time estimated and allocated to
implement project risk-response strategies.

The risk-response strategy describes the way in which a risk will be managed. The

Strategy risk response strategies are created in order to be able to counter both positive
(opportunities) and negative (threats) risks, and are grouped as follows:
Threats: Avoid, Reduce, Accept, Transfer/Share
Opportunities: Exploit, Enhance, Accept, Share

Risk Status The status of a risk is logged in the Risk Log. It can assume the following values:

Risk Threshold

proposed, investigating, waiting for approval, approved, rejected, closed.

Risk threshold is the level of impact beyond which an organisation will no longer
tolerate the risk. Risk threshold is a negotiated quantified limit.

Risk Tolerance

Root Cause

A-137

The sensitivity of an organisation or project stakeholders to risks, their willingness
to accept or avoid risk. Risk tolerance can be variable and fluid from person to
person.

The root cause describes the original/primary cause of an issue or a risk.
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Secondary risk

S

A secondary risk is a risk that is created after a risk-response is implemented. The new
risk is then assessed and if necessary, a new response strategy may be defined.

Schedule

Scope
Statement

Services

Service Mode

Share (risk
response
strategy)

The schedule is part of the PM? Project Work Plan. It consists of a time-based plan of
project milestones, activities, tasks and deliverables, with start and end dates, linked
by dependencies. A schedule is often presented in a Gantt chart. (See also Gantt
chart.)

A scope statement is a short description of what needs to be accomplished in a
project. It presents the major objectives, deliverables, and justification in one or two
phrases.

The project scope is first defined in the Business Case and then elaborated in the
Project Charter. It reaches its final form in the Project Work Plan

Services refer to intangible project outputs that enable the requestor to achieve the
desirable outcomes.

Service mode is the temporary organisation/governance structure created to
maintain, improve, extend and support information systems after they have been
delivered to the stakeholders/user community and until the end of the information
system’s lifecycle.

The service mode is also known as operational and corrective maintenance mode.

Share is a risk response strategy that can be used both for negative (threats) and
positive (opportunities) risks.

It is usually based on a “pain/gain” formula where both parties share either the loss,
in the case of a threat, or the gains, in the case of an opportunity (e.g. by partnering).

Service-Level

Agreement (SLA)

Situation

Solution

Solution
Development
Costs

Solution
Maintenance
Costs

Solution
Provider (SP)

Specification

A service-level agreement (SLA) is part of a contract agreed by two parties where key
performance indicators (KPIs) are defined and the level of service agreed.

A situation refers to a set of problems, needs and opportunities that affect the
existing state.

A solution refers to a set of products and/or services that allows the requestor side to
solve a business problem, to meet a business need or to grab an opportunity.

Solution development costs comprise the costs of the resources required to develop
project deliverables.

Solution maintenance costs comprise the costs of resources required to maintain
project deliverables (including making changes to project deliverables).

The Solution Provider (SP) assumes overall accountability for the deliverables and
services requested by the Project Owner (PO).

The Solution Provider (SP) typically holds a management position within the provider
organisation. The Project Manager (PM) reports to the Solution Provider (SP).

A specification is a complete, testable and documented set of requirements to be
satisfied by a specific solution. Specifications can be described in use cases, business
rules, story boards, etc.

Stage

A stage is a point, period or step within a phase, (primarily the Executing Phase) and is
linked to a major achievement in terms of project outcomes.

It is principally used in Agile Project Management.

Stage-based
Breakdown

Stakeholder

The PM? Methodology Guide v3.1

Stage-based breakdown describes a technique used to represent and organise project
work in sequential phases or stages/iterations.

A stakeholder is any individual, group or organisation that can affect, be (positively or
negatively) affected by, or perceive itself to be affected by the project.

A stakeholder can also exert influence over the project and its deliverables.
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Stakeholders
Checklist

Stakeholder
Need

The Stakeholders Checklist is a document created to help deal with stakeholders
during the lifecycle of the project.

Stakeholder needs describe a desirable or mandatory capability requested by an
individual or a group of people that will be used as primary input to define the high-
level features of a solution.

Steering Layer

Success Criteria

Support Costs

Support Layer

The Steering Level provides general project direction and guidance to keep the project
focused on its objectives. It reports to the Appropriate Governance Body (AGB), which
operates on a more strategic level. The Steering Layer is composed of the Project
Steering Committee (PSC) roles.

Success criteria comprise the standards by which the project is judged. Success criteria
are measurements established to determine whether the project has satisfied its
objectives and met its requirements. Success criteria can be qualitative or
quantitative, and are ideally SMART (Specific, Measurable, Achievable, Relevant and
Realistic, and Time-bound).

Do not confuse success criteria with benefits: While success criteria can be measured
at project closure, benefits are often achieved long after project closure.

Support costs are those required to support the use of the project deliverables after
the project has ended.

The Support Layer consists of the roles responsible for providing support to the
project. The composition and structure of this layer depends on the size of the project
and is defined by the Project Manager (PM).

The support roles may be assumed by specific teams or team members or may be
provided as horizontal services by the organisation.

Supports Role
(RASCI table)

The supports role on the RASCI table refers to the person/group/entity that works
with the responsible person and carries out part of the activity. Unlike the consulted
role, the supports role helps to complete the activity.

SWOT Analysis

A SWOT analysis is a method used to evaluate the Strengths, Weaknesses,
Opportunities and Threats involved in a project. It generally begins by specifying the
objective of the project and then identifies the internal (strengths and weaknesses)
and external (opportunities and threats) factors that are favourable or unfavourable
to achieving the objective.

Tailoring

Template

Threshold
Test Manager

T

Tailoring of the PM? Methodology refers to adapting the methodology to the
environment and needs of an organisation. It usually involves tailoring one or more of
the four pillars of the methodology (e.g. changing the project governance, adding or
removing steps in the PM? defined processes, adding or removing sections in the PM?
Artefacts, adding stages to a phase, etc.).

The results of the tailoring of the methodology should be reflected and documented
in the PM? Management Plans and in the Project Handbook. Note that significant
deviations from the PM? Methodology should be avoided.

A template is a pre-developed document or file with a pre-set format, used as a
starting point for structuring and presenting information so that the format does not
have to be recreated each time it is needed.

A threshold is a value or interval of values at which a specific action is triggered.

The Test Manager is the person responsible for collecting and reporting on tests, as
well as leading a testing team. The role is assumed by the Project Manager Assistant
(PMA) if a Test Manager has not been appointed.
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Tolerance

Top-down
(technique)

Total Cost of
Ownership (TCO)

Traceability

Tolerance describes the allowable deviation above or below a target for time, cost or
other project variables such as quality, scope and risk. If the deviation goes above or
below the agreed threshold the current management level escalates the issue to a
higher level. Without tolerance, every issue would be escalated immediately, and the
Project Steering Committee (PSC) would end up running the project.

Top-down refers to an approach to estimating project work that begins at the goal
level and partitions work down to the finest levels of definition until the participants
are satisfied that the project has been defined in adequate detail.

Total cost of ownership (TCO) defines the estimated cost (both direct and indirect) for
the development and operation of the products or/and services created by the
project. As a best practice, it is usually calculated for a 5-10-year period.

Traceability is the ability to verify the history, location, or application of an item by
means of documented recorded identification.

Training Costs

Transfer (risk-
response
strategy)

Transition
Management

Transition Plan

Urgency

User Acceptance
Test (UAT)

User
Representatives
(URs)

Work-based
Breakdown

Work
Breakdown

Work Package
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Training costs comprise the human resource costs required to provide training to the
requestor side (end-users, etc.) or to teams that will support and maintain the
solution.

Transfer is a risk-response strategy that consists of transferring the risk to a third
party (e.g. through insurance or outsourcing activities). This strategy does not relieve
the organisation of a risk, but it may reduce the likelihood (e.g. by outsourcing an
activity to a specialist party) and/or the impact if the risk occurs. There is always a
level of secondary and/or residual risk since the ultimate responsibility for the project
risks remains with the organisation.

Transition Management describes the process of managing and controlling the
activities that lead the change from the old state to the new state when the
deliverables are complete (i.e. delivering the solution to the requestor).

The Transition Plan defines the pre-requisites of rolling out the new solution. This is
useful to ensure a smooth transition from project mode to operations mode.

U

Urgency is a measure of the time that it will take until an issue affects project
objectives or activities.

A user acceptance test (UAT) ensures that a deliverable meets user expectations.
These tests are usually already described in a test plan.

User Representatives (URs) is a role that represents the interests of the users to the
project and ensures that the project specifications and deliverables meet the needs of
all users. They can perform user acceptance tests (UATs) and are considered as
optional participants of the Project Steering Committee (PSC).

w

Work-based breakdown is a technique used to represent and organise project work by
grouping work (e.g. work packages) that is further broken down into smaller portions
of work (i.e. tasks).

The work breakdown is part of the Project Work Plan. It consists of a hierarchical
description of all work that must be done by the project team to meet the needs of
the requestor. The work breakdown is a hierarchical breakdown of the project into
smaller and more manageable components such as, deliverables, work packages,
activities and tasks. Each lower level offers a finer level of detail of the deliverables
and work that together define the project output(s) and the work involved to produce
them.

A work package is a component of the project work breakdown. It represents a group
of project work described in activities and tasks.
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Farewell

Dear students, sorry | could not join you throughout the course, but | hope you
enjoyed it.

Were the two main project examples suitable? The engineering students
learning project management by doing real project and the European Parliament
Elections. The first one was intended to show you how PM? can be applied at any
sector and even in contexts without prior project management knowledge. And
the second one was intended to allow you to develop the project through PM?2
life cycle and even customize it to your own environment, country.

Now that you have finished the course, you have seen the other examples. The
“website” project, showing a quite common governance model. And the family
games afternoon, an anecdote of my worst risk management and how we forget
project management should also be applied at personal projects. And many
others to see how PM2 is applied at real-project environments.

The real purpose of the course, beyond preparing you for the certification, was
to enjoy project management with PM2. Hoping you are convinced to apply PM?
as your organization project management methodology.

The course has ended, but your personal project, the PM? Practitioner
Certification, is not completed yet. The road ahead is yours to follow, but we
surely made clear the path, so that you can achieve the final goal. Never less,
remember that the final reward will only come after studying.

Thank-you for sharing this journey with us and hoping to see you soon as a PM?
Practitioner.

Ready to finish your PM2 Practitioner Journey !

Elisabet Duocastella Pla
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