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STEP 2: DEFINE THE ‘WHY’ AND ‘WHAT’

xi

Introduction

We start with two bits of good news:

● In most situations project management is very straightforward –
and you can do it!

● By applying the project management techniques you learn in this
book, you will significantly improve your chances of success.

This is a book for anybody who is about to start, or who has just started,
on a task that is somewhat bigger and more complex than they are used
to. You may know this is a project, or you may just be realising that your
normal approach of scrawling a hurried list of things to do on a piece of
scrap paper to act as memory jogger is not quite enough to make sure
you get this task done. You may have been given a project by your boss
or you may be an entrepreneur creating your own projects. The project
may be a conventional business project, such as launching a new
product, opening a new branch or improving the way something is
done. However, it may be that you’re embarking on something self-initi-
ated and non-work-related such as building a new house. The list of
possible projects is endless. The common thing about these tasks is that
they are complex and important. You want to complete the task success-
fully, and you want to do so whilst looking fully competent and profes-
sional. What you don’t have is the time, inclination or money to hire or
become a professional project manager. Don’t worry – this book will
show you that in many cases this is not necessary, because project
management is easy.

If you have some common sense, can follow a series of steps and apply
them in the structured way described, and have the ability to make
simple judgements, then you can manage and complete a project
successfully.

You can also benefit from this book if you are starting out on a career as
a professional project manager. This book will teach all the essentials
that, with a bit of common sense and experience, will enable you to
become a successful project manager. I’m not saying that the more
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specialised books do not add value, sometimes they do, but the secret to
project management is in getting the basics right. If you are a project
manager who wants to be able to do projects, without filling your head
with obscure jargon and overly complex models, then this is the book
for you.

Finally, perhaps you are a senior manager in a business. Project
managers work for you and you send them off to do great and impor-
tant things, but you are a bit fed up with getting confused by their jargon
and want to cut through to the core issues. You want to manage and get
the best from your project managers, but to do this you need a better
understanding of what and how they do things without spending a large
amount of time becoming an expert. This book will quickly make
project management clear to you.

What you will be able to do once you have 
read the book

If you read this book, absorb and practise the approach described within
it, and apply it with some common sense, you will be able to:

● Manage and deliver more complex projects than you can currently
without killing yourself or becoming overly stressed.

● Apply the principles to your normal life and find yourself doing
everyday tasks in a more structured way.

● Come across to others you work with as competent and professional
in completing your project (no headless chickens here!).

● Talk to, manage and get the best from other project managers.

How this is done

Project management, like most specialist disciplines, grows in
complexity all the time. It has its own jargon, approaches, professional
qualifications and societies. But you do not need all of this for your task.
The very specialist approaches are just that, specialist approaches that
are useful in special situations; most times you do not need them.
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This book explains the essentials of project management in a simple way
– but do not confuse simple with dumb or basic, think of it more as
straightforward and practical. This book leaves out the esoteric and
highly specialised parts of project management, not because they are too
complex, but because in 90 per cent of situations, you don’t need them.
If you are really about to start building a new Channel Tunnel, sending
a satellite into space, or developing computer software to control all the
traffic flows in a country, then yes, you probably do need the most
advanced project management methods and tools and more than is in
this book. But most tasks are not like this. There are lots of tasks that
have sufficient complexity for you to worry about, that you will not be
able to ensure they are completed successfully without some structure
and tools, but for which the structure and tools can be simple, robust,
practical, and easy to use – and yet still add huge value.

How to use this book

This book is called Project Management: Step by Step because it describes
project management as a series of steps. Each of the steps is immediately
useful and takes you through the life of a project. The book follows the
sequence of steps you should follow in completing your project.

You don’t need to read this book end-to-end and then apply it. Chapter
1 provides some basic information that is helpful to understand before
you get started. Chapters 2 to 5 provide the step-by-step guide to project
management. You can either read a chapter at a time, applying the
approach described as you learn it or read it end-to-end and then do
your project.

I have tried to avoid using project management jargon as far as possible.
In many cases this is easy because the jargon is unnecessary – but in
some cases I have used it. I use it because in some situations the terms
are actually useful; in others because it will help in making you appear
as a fully competent and professional project manager. Where I do this,
I introduce and explain the terms in advance. In addition there is a
useful Glossary at the end of the book which provides a summary of all
the project management jargon used.
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Every chapter covers one step of the project management lifecycle, and
is structured in the same way, with the following eight sections:

1. This chapter covers. Gives a summary of the contents of the
chapter.

2. The central point is. Stresses the key idea(s) in the chapter.

3. Setting the scene. Provides some context to the content of the
chapter through an example.

4. Introduction to the topic of the chapter. Provides all the informa-
tion you need to understand the activities you will perform in this
chapter.

5. The step-by-step guide. The core steps you must follow to
complete this stage of your project.

6. Key tips. Key tips to remember from the chapter.

7. References. References to further optional reading if you want it,
plus links to a web site for copies of forms and further informa-
tion.

8. To do now. The immediate first actions to undertake to make the
steps in this chapter a reality.

Each chapter is filled with examples, so the process explained is
completely practical. It can be applied to any project, from a very simple,
one-man activity through to a complex project for a team of people. The
examples used vary to reflect the varying nature of different projects.
Generally the examples have been selected for simplicity, but in some
parts of the book clear and more complex examples are used to ensure
all the details of the step-by-step guide can be shown.
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Your learning process as you read each chapter will be:

This book contains more than the steps to complete a project, as dotted
throughout it are text boxes titled ‘Key drivers for success’. The informa-
tion in these boxes is there to support your development as a project
manager. The ‘Key drivers for success’ focus less on the process of
managing a project, but look at styles of working that will help to ensure
your project is a triumph. Most people can follow a set of steps but not
everyone will get the same result. If you follow the steps in this book,
your project can be a success, but you can maximise your achievement
by adopting certain styles of working and interacting with people as
defined in the ‘Key drivers for success’.

So sit back, relax, and let’s start your project!

Understand 
what this step 

is all about

Section 1 & 2

Learn the 
step-by-step

process

Section 5

Learn what you
need to know to

perform this step

Section 4

Understand
why it is 

important

Section 3

Remember
the key points

Section 6

Optionally
extend your

learning

Sections 7 & 8
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Understand the
basics

Step 1

1.1 What is a project?
1.2 What is project management? What is your

role?
1.3 The project’s customer
1.4 The project team
1.5 Delivery and deliverables
1.6 The five dimensions of a project – scope,

quality, time, cost, risk
1.7 The stages of a project – a lifecycle

1: Understand the basics

2: Define the ‘why’ and the ‘what’

3: Create your Project Plan

4: Manage delivery

5: Complete your project

THIS CHAPTER COVERS:

� A short explanation of some essential concepts used in project
management.
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Setting the scene

When you seek assistance from an expert in any field – whether it is a
garage mechanic fixing your car, a doctor advising on your health, or a
company lawyer explaining some point of law – you will often find your-
self listening to a set of unfamiliar words or, worse, familiar words used
in unfamiliar ways. Welcome to the world of professional jargon!

Project management, like other professions, has built up its own glos-
sary of jargon, much of which is unnecessary. This book explicitly sets
out to be a step-by-step guide to project management that you can
directly apply without having to become an expert project manager first,
and this includes minimising jargon. Everyone finds jargon painful, but
sometimes it can be useful. I have kept it to a minimum in this book, and
where it is useful to know specific terms, I try to introduce them in the
text at the most relevant points.

However, there is some jargon it is helpful to understand before going
further in this book. Understanding this jargon will avoid any confu-
sion. (Also, as a side benefit, you will be able to sound more like a profes-
sional project manager – should you wish to!) Take the few minutes to
read this chapter as it will make your life a lot easier.

Introduction to project management jargon
There are seven pieces of jargon which are useful to understand, none of
which is complex, but by understanding them you will have completed
your first step in becoming a project manager.

PROJECT MANAGEMENT: STEP BY STEP

2

THE CENTRAL POINT IS:

� Project management is full of jargon and concepts, many of which
are unnecessary except for the largest and most complex of
projects. However, there is some basic terminology and some
simple project management concepts which are helpful to 
understand and which will aid you in fulfilling your project.
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The step-by-step guide
STEP 1 – Understanding the basics

Step 1.1 What is a project?
A project is really a very simple concept that many professional and
academic books spend pages and pages defining. Essentially, a project is
a task with a known end point. For example, building a new house is a
project, the end point being when the house is built. Similarly, creating
a new piece of computer software is a project, as is launching a new
product for a business. Projects can be used to complete many different
types of tasks.

Usually the term ‘project’ is applied to tasks with some degree of
complexity. So whilst you could argue that cooking yourself some toast
is a project, with the end point being buttered toast on your plate,
usually the term is not applied to such simple activities which do not
need to be managed with the rigour of a recognised project.

Projects fulfil some clear pre-defined objective, in a planned period of
time, and to a planned cost. Once the project is complete something will
have changed – for example, you have a new house, a new computer
system or a new product.

Step 1.2 What is project management? 
What is your role?

Project management is a formal discipline for managing projects.
Project management has been developed over the past few decades as it
has become apparent that without a structured approach, people are not
very good at completing projects successfully. The aim of project
management is to ensure that projects are completed and that the end
point (the new house, computer system or new product) is achieved.
More than this, project management is about reaching that end point
predictably, which usually means to a given cost and within a planned
amount of time.

STEP 1: UNDERSTAND THE BASICS
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As you read this book you will learn that successful project management
is all about structure, control, sufficient attention to detail and continu-
ously driving action.

Your role as the project manager is to understand enough project
management to apply its rigour and structure and ensure your project is
successfully completed within the time and cost you require. If you
follow the steps in this book, you will find this is not so hard. The things
you must do as a project manager are:

1. Ensure there is a clear understanding why a project is being done,
and what it will produce.

2. Plan the project – to understand how long it will take and how
much it will cost.

3. Manage the project – to ensure that as the project progresses, it
achieves the objectives you have defined within the time and cost
specified.

4. Complete the project properly – to make sure everything produced
by the project is of the quality expected and works as required.

Step 1.3 The project’s customer
Every project is done because someone wants it to be done. The person
who wants it to be done is called, in project management terminology,
the project customer. The customer may be yourself, your boss at work,
someone who buys products and services from you, or anyone else you
work for or with. The customer may be one person or a group of people.

In projects it is important to understand who the customer is and to
work closely with them. Project customers have some specific responsi-
bilities in projects. They will be involved in determining why you are
going to do a project and what it will produce, for giving you access to
resources such as people and money, and for making various decisions
through the life of the project.

PROJECT MANAGEMENT: STEP BY STEP
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Step 1.4 The project team
The project you are about to manage will have a whole range of tasks
that need to be done to complete it. For a very small project you may be
both the project manager and the person who actually does all the tasks
planned. For larger projects a number of people will be involved at
different times in the project’s life. These people are collectively known
as the project team and it is this team that you will be managing.

There is a difference between managing people in a project team and the
normal task of line management. The people in the project team usually
have a line manager whom they work for on a day-to-day basis. They are
only working for you on the project, and they may have other tasks to
complete which are nothing to do with your project. When the project
ends you may have nothing further to do with the team. Even so, you
need to be able to manage, motivate and direct the team. This requires
you to have a clear understanding of what you need them to do in
respect of the specific project you are managing and how much time
they should spend on the project. Critically, you also need to make sure
they are spending this time working on your project and not doing other
tasks for their normal manager.

The starting point to make this work is to discuss this with each team
member’s normal manager, and agree that the team member will be
available for the project and under your management control whilst
they are working on it.

Step 1.5 Delivery and deliverables
There is a word that project managers and people involved regularly in
projects use all the time; it is delivery. Delivery in the context of projects
simply means getting the things done you set out to do. Your role as a
project manager is therefore to deliver the project.

Delivery is a useful piece of jargon as it saves having to write “completing
the project to the expected time and cost with the desired outcome”
again and again!

Deliverables are what is delivered by a project – so taking the examples
above, the deliverables from the respective projects are a new house, a

STEP 1: UNDERSTAND THE BASICS
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new computer system or a new product. In a project the deliverables
wanted are defined at the start of the project, and your success as a
project manager is in delivering them in the planned time and to the
expected cost.

Step 1.6 The five dimensions of a project –
scope, quality, time, cost, risk

I am about to explain one of the fundamental concepts of project
management. It is quite straightforward, but very useful and powerful.
Spend a few minutes to make sure you understand this.

Imagine a very simple project – you are going to redecorate some rooms
in your house. So you sit down and do some thinking about this deco-
rating and decide that you will decorate your front room and your
dining room, that you will use three coats of paint on every wall. You do
some sums and find out that the paint will cost you £100, and it will take
you four days to do the work using normal paint brushes. A friend has a
machine that can spray the walls, which is much quicker. Unfortunately,
it does not always work and is liable to spray paint all over the place,
including any uncovered nearby furniture, so you choose not to use it.
The information here has defined some important things about your
project:

� You have defined the scope. Scope is the project manager’s word for
what your project encompasses. In this case your scope is to paint
the front room and dining room.

� You have defined the quality. You have decided to use three coats of
paint on all the walls. Quality is a complex concept and depending
on what a project produces, the way quality is measured will vary
considerably. However, most deliverables can be created in some way
with different levels of quality. By changing the level of quality, you
make more or less work to produce the deliverables. Quality can be
a nebulous but important concept: other examples of quality could
be how robust or reliable a deliverable is, or how well presented a
deliverable is.

� You know the time it will take – four days.

PROJECT MANAGEMENT: STEP BY STEP
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� You know the cost – £100.

� You understand the level of risk you want to take – you are choosing
the low-risk option (painting by hand). There is an alternative high-
risk option of doing it with the spray painting machine. If you
choose to use this machine, you may do the work more quickly, but
there are risks to your furniture and it may not work.

You may be thinking at this point – so what? The ‘so what’ is that these
five pieces of information are not independent facts but interdependent
variables. Change any one of these and you may impact the others. So
for example, change your scope and add your hall to be painted as well,
and you will increase the time and the cost. However, if you subse-
quently reduce the quality so you use only two coats of paint on the
walls, or alternatively take the risky option and use your friend’s
spraying machine, you may still be able to do it in the original time and
cost but with the increased scope. Alternatively, by spending more
money and getting in a couple of professional decorators, you may be
able to reduce the time and increase the quality of the end result. There
are a vast number of ways you can juggle between these five dimensions
of your project.

Business projects are more complex than this but the principle still
holds. Once you understand these five dimensions, you can trade them
off to get the optimal result you need. For example, often in projects
there are conditions set, such as the project must be done for £10k or
less, or it must be completed before Christmas. If you do not think you
can achieve this, then by looking at changing the scope, or the quality of
your deliverables, or taking a higher-risk approach, you may be able to
meet these conditions.

The following table shows some examples of these five dimensions for
three projects, plus some sample trade-off decisions:

STEP 1: UNDERSTAND THE BASICS
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Step 1.7 The stages of a project – a lifecycle
Every project goes through various stages in its development. These
stages vary depending on the type of project. For example, a project to
build a new car has different stages compared to a project to develop an
advertising campaign for a new type of washing detergent. However, at
a generic level projects must go through common steps such as:

1. Specifying in detail what the project is for.

2. Planning the project and working out how it will be done.

3. Doing the project and creating the deliverables according to the
plan.

4. Checking that the deliverables are as you originally wanted and
meet the needs.

5. Closing the project down.

These five steps defined are a simple project lifecycle. The lifecycle is a
skeleton framework which you can build your project around, and
Chapters 2 to 5 of this book are arranged as a straightforward lifecycle.

You now know as much as you need to get started. You are ready to
adopt the role of a project manager and begin to deliver your project. As
you go through the following chapters of the book, you can literally do
your project as you read.

You may find it useful to come back and read the definitions in this
chapter again once you have explored some of the other material in this
book.

Key tips
� Projects have a clearly defined objective which must be achieved in a

set amount of time and cost. At the end, the project will have
produced the pre-defined deliverables. The deliverables are for the
project customer and are created by the project team, under the
guidance of the project manager.

PROJECT MANAGEMENT: STEP BY STEP
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� Projects have five dimensions that can be flexed – the scope, the
quality, the time, the cost, and the level of risk taken. Be prepared to
think about the optimal balance between these dimensions before
you start your project.

REFERENCES

� Specific references which explain some of this in more detail in a
way I think is helpful are:

The Definitive Guide to Project Management (Financial Times
Prentice Hall) by Sebastian Nokes et al., 2003, Chapters 1–2.

The Project Workout (Financial Times Prentice Hall) by Robert
Buttrick, 2nd edn, 1999, Chapters 1–3.

The Project Manager: Mastering the Art of Delivery (Financial Times
Prentice Hall) by Richard Newton, 2005, Chapter 1.

TO DO NOW

� Check you really understand the terminology in this chapter. If
possible discuss the terminology with one or two colleagues. Do 
you understand concepts like the dimensions of the project?

� If you are unsure about any of the terminology, think about the 
last project you were involved in (whether or not it was formally
called a project):

� What were the deliverables from the project?

� What were the five dimensions of the project?

� How could you have traded off between them to get a better
result than you did?

� Write down a lifecycle for any project of this type.
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Define the ‘why’ and
the ‘what’

Step 2

2.1 Complete the Project Definition
2.2 Check your role
2.3 Agree the Project Definition with your

project customer

1: Understand the basics

2: Define the ‘why’ and the ‘what’

3: Create your Project Plan

4: Manage delivery

5: Complete your project

THIS CHAPTER COVERS:

� Creating the Project Definition. This involves answering two main
questions:

� Why do you need a project?

� What will your project deliver?
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Setting the scene
Imagine your partner wants you to do a DIY project on your house. If
they ask you to decorate part of the house, your response will probably
be ‘which part of the house?’ The clarification is ‘I want you to decorate
the front room’. By asking a question, you now understand what you
need to achieve with the project.

Underlying the request to decorate your front room is another question:
why should you decorate it? You can complete a task only knowing what
outcome you want, but it is very useful to understand also why you are
to do it. The decorating might be required because you want to sell your
house and the front room is looking tatty and this will reduce the selling
price. Alternatively, it could be that the front room is unpleasant to sit in
with its dated and scruffy decoration and, as you plan to live there for
years to come, you are to redecorate it to be a really nice room to relax
in. In the first case, you may decide that a quick flick round with the
paint brush will be enough to convince a buyer to pay the asking price.
In the latter you may take a more critical look and do some quality and
more fundamental decorating.

In business, projects are usually considerably more complex than this,
but the principle that there is an underlying reason why you are doing it
(the ‘why’), and a way you are going to achieve this (the ‘what’), remains
true. So, for example, if your project is to launch a new product (the
‘what’), the underlying ‘why’ is probably something like: to increase
revenues from customers in a specific segment of the market. Good
project managers know that one of the core reasons they are successful
is because they get clarity around why their project exists, and what it is
there to do. Successful projects start by understanding clearly what the
end point is.

Isn’t this just common sense? Yes!

THE CENTRAL POINT IS:

� Success in projects depends on understanding precisely, completely,
and unambiguously what you are trying to achieve;
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In this chapter I am going to explain how to understand and write the
‘why’ and the ‘what’ into a single, simple, short document called the
Project Definition.

Introduction to ‘why’ and ‘what’
Understanding the ‘why’

Everything you do, you do for a reason, and doing a project should be
no different. Essentially, the reason you are doing something is the
answer to the question ‘Why are you doing this?’ ‘Why?’ is simple and
easy to ask, yet the answer can alter what you do, how you do it, and how
you think about something. It is, unfortunately, a question that we do
not ask enough.

In established businesses the definition of why something is done often
exists in a formal document known as a business case, and may be called
the business rationale or business benefit. Alternatively it might be
called the business objective. Whatever it is called, you only need a
concise understanding of why a project is being done – a short statement
or one sentence is usually enough. The purpose is not to verify the defi-
nition of why, but to get an understanding of it.

Good examples of simple, clear, concise statements of why you are doing
something are:

� To increase revenues from the shops in London by 10 per cent.

� To provide the office space to expand the business in line with fore-
casts.

� To attract 25 per cent more customers over the summer period.

� To provide a pleasant environment to live in with enough space for
a family of five.

Defining the ‘why’ needs to be precise. Small differences in the definition
can make significant differences in what you end up doing. For example,
the following two statements are quite similar, but what you would do as
a result could be significantly different:

PROJECT MANAGEMENT: STEP BY STEP
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1. To improve our shops in London to increase sales per square foot.

2. To improve our shops in London to align with our high-quality
brand image.

To fulfil the first, your project might fit more shelves into the shop,
whereas in the second you could end up doing the opposite and having
less in the shop and making it feel airy and stylish.

A word of caution: often people start out by knowing what they are
going to do, because this is what they want to do irrespective of the
reason. When asked the question ‘why?’, they make up an answer that fits
the situation and which is most palatable to the person they are talking
to. This is dangerous as someone else hearing the ‘why’ may determine
to do a completely different ‘what’. For example, a business colleague
may say the reason he is raising his prices is to increase his margins by
10 per cent. If he really wants to increase margins and not revenues, then
this could also be done by reducing costs. If he asks someone to increase
margins, on the assumption they are going to increase prices, he may be
surprised when he finds that instead some staff have been fired to reduce
costs.

The answer to the question ‘why’ is fundamental and should not be
engineered to fit the ‘what’ – ‘what’ must be derived from it.

It is often argued that if you are responsible for the ‘what’, you do not
even need to know the ‘why’. Many project managers only ever discuss
what the project is, and never why they are doing it, which is short-
sighted. You can say you don’t need to understand why you are doing
something and still do it quite well. This is sometimes true, but often it
is very useful to understand why you are doing something. It helps to
motivate and drive you and other members of your project; most people
perform better not when they blindly do things, but when they know
why they are doing them. Knowing why you are doing something also
assists in checking what you are doing is actually worthwhile and in
ensuring that you are making the best decisions as you go along.

I have seen many projects in which people have got so fascinated or
bogged down in doing what they planned to do, that they did the wrong
things because they didn’t know or lost sight of why they were doing it.
For example, I remember a project involving moving staff from an office

STEP 2: DEFINE THE ‘WHY’ AND THE ‘WHAT’
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to a new location. Responsibility for finding and negotiating a contract
on offices was duly handed out. The department responsible for new
offices focused excitedly on the core negotiations with landlords. They
did what they thought was a fantastic deal, and got bargain-priced
offices in the new location. However, one of the reasons the project was
started was to improve staff morale and retention. Staff morale and
retention problems arose because of the old office location, and also
because of the environment in the offices. The new offices weren’t bad,
but they did not live up to the expectations of an exciting new environ-
ment which had been set with the staff. By taking on cheap offices, staff
morale declined rather than improved! The negotiator did a very good
job if the ‘why’ had been what he assumed it was, ‘save as much money
as you can on our rent’. Had the negotiator kept his eye on the real ‘why’,
the deal done would have been very different.

Understanding the ‘what’

Once you know why you are doing your project, you need to understand
what the outcome or deliverable from your project must be to enable
you to achieve your ‘why’. For example, if the reason why you are doing
your project is to increase your company’s sales, then what you must
deliver must be something to increase sales – such as a new product.
Alternatively, if the reason why you are doing your project is to allow
your business to expand, then what you must deliver is whatever will
allow your business to expand – such as new larger offices.

It is obvious that to complete a project you need to understand what it
is meant to deliver. However, we don’t always think the obvious and too
often jump into doing things without worrying if they are the right
things. If you have ever started a project without understanding what
the purpose is, don’t worry, you are in good company. If I was given £50
for every project I have reviewed and found out that no one really
understood what the outcome of the project was to be, I would be a very
wealthy man.

If you get the Project Definition right, you will make the rest of your job
much, much easier. If you don’t, you are risking disaster. The time to get
it right is now.

PROJECT MANAGEMENT: STEP BY STEP
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The step-by-step guide
STEP 2 – Defining ‘why’ and ‘what’

Step 2.1 Complete the Project Definition
So, how do you go about defining what the outcome of your project is
to be? This is what project managers call scope. The way you understand
the ‘why’ and ‘what’ is by asking a series of simple structured questions
and then by making sure that the answers are agreed with the relevant
people.

The questions
The key questions you should ask are:

� Why do you want to do this project?

This needs to be a clear statement of the reason why you are doing
the project – what you will be able to achieve when you have done
the project that you cannot achieve now.

� What will you have at the end of this project that you don’t have
now?

This is the fundamental question. You are doing a project to deliver
something. This may be some tangible object like a new house, or a
new product launched; it may be something less tangible, such as
creating a useful new piece of computer software. Finally it may be
something completely intangible such as a change in people’s 
attitudes. (If this sounds too nebulous, remember this is essentially
what a marketing campaign does.)

One way to think about your deliverables is to ask yourself ‘How
will I know when the project is finished – what will I have that I
don’t have now?’

� Will you (should you) deliver anything else?

You know from the first question what you are setting out to deliver.

STEP 2: DEFINE THE ‘WHY’ AND THE ‘WHAT’
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However, is that really everything? If you think about it, there may
be other things you need at the same time, or which it is sensible to
do whilst you are doing the work on the main project. These need to
be included in your Project Definition.

Be cautious answering this question, as the temptation can be to
throw everything in and keep expanding your project. It is perfectly
legitimate for the answer to this question to be ‘No’. A project should
not be a dumping ground for everything you might want to do. It is
a structured way to achieve a specific goal. If it really makes logical
sense to include other things, or if they are fundamental to
achieving your original ‘why’, then go ahead. Otherwise say no – if
your customer wants more and more put in, the response should be
‘I can do anything you want, but the more you put in the more it
will cost, the longer it will take, and the greater risk that something
will go wrong.’ That usually helps to get some focus!

� Is anything explicitly excluded from the project?

Sometimes there are activities and deliverables, which for one reason
or another, you want to exclude from the scope of the project, which
otherwise might be thought to be included in it. It is worth being
very explicit and noting these down as the scope is as much to gain
an understanding of what will not be delivered as what will be.

You now understand both why you are doing the project and what
the outcome needs to be. In Chapter 3 you will use this information
to plan your project, and to work out how you will do your project.
There are some important subsidiary questions to ask:

� Are there any gaps or overlaps with other projects – or changes to the
boundaries of your project?

Often when you start a project, you find that there is someone else
doing something similar or related already. Your goal is to get some-
thing done, not to do it twice. So find out if this other project will
do part of your work for you. If it will, and it will do it in the time-
frame you need, you don’t need to do it as well. Project managers
call this a dependency on another project – we will discuss this in
later chapters.

PROJECT MANAGEMENT: STEP BY STEP
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Alternatively sometimes more than one project is kicked off at once,
with the intention of the deliverables from all the projects coming
together to some greater goal at the end. This set of related projects
is what project managers call a programme. For example, while you
are developing and launching a new product, a colleague may be re-
fitting your shops to be ready to sell the new product. The aim is
that your two projects come together so your new product goes into
the shops fitted out by your colleague. Unfortunately, often when
two or more projects like this are finished and you try to make the
deliverables from all the projects work together, they don’t work or
there is some gap. If there are several related projects, then someone
called the programme manager – essentially a super project manager
– has to look at the Project Definitions for all of them and make
sure the bits add up to the overall objective you have. If not, other
deliverables must be added to one or more of the projects.

� What assumptions (if any) are you making?

We all make assumptions, if we didn’t, we would never get anything
done because we would be frantically proving everything before we
could move on. However, when you make assumptions in a project,
you should do so consciously and note them down. The point about
assumptions is that they can be wrong. Take an everyday life situation:
when you tell your father you will visit him next Saturday you are
making a series of assumptions. For example, that nothing more
important comes up that will stop you going; and that your car will
be working on Saturday. Normally you would not think too much
about this. If however, you were not visiting your father, but a key
customer, and if you do not make it you may lose a £10 million
contract, you will start to think through, verify these assumptions,
and may even put some plan in place in case they turn out not to be
true.

The same should happen in projects. I am not asking you to list liter-
ally every assumption you are making, but the important ones that
may be wrong and that, if they are wrong, may alter your project.
Partially you are doing this to see if they are reasonable, but also
because later on you will actively manage these assumptions as part
of your project. We look at using these assumptions in Chapter 4.

STEP 2: DEFINE THE ‘WHY’ AND THE ‘WHAT’
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Note the assumptions and ask yourself – is it really a reasonable
thing to assume? Even if it is, you need to keep it visible as the state
may change which can undermine your project (we will deal with
this more in Chapter 4). Typical examples of assumptions that
people make are:

� The operations department will provide the necessary resource to
implement the deliverables at the appropriate time.

� Our existing supplier will provide the additional components
necessary at or below existing prices.

� Customer behaviour in London will follow the pattern observed
when we offered this service in Birmingham.

Each of these is probably reasonable, but could in some situations
be wrong, and if they are wrong, they would alter the cost, timing or
approach of the project.

� Are there any significant problems you are aware of that you must
overcome?

Almost every project has some problems and challenge to overcome
– if it didn’t you might not need a project in the first place! When
you start out you should note down anything significant. This is not
an attempt to get a complete list of all possible problems but you
should capture the ones you are aware of, as they may impact the
way you do your project.

What does ‘significant’ mean in this situation? A significant problem
is one that will materially affect the cost or time of the project, or
change the way you approach it.

� Has the customer, or the situation, set any specific conditions on the
way you do this project?

If you are starting a project, it is nice to have complete freedom as to
how you do it. This is rarely true. Often your customer will have a
fixed time in which it must be completed, or a maximum cost.
Conditions come in many forms, for example there are rules, guide-
lines, regulations and legislation about the way you must do some
things (such as health and safety rules).

PROJECT MANAGEMENT: STEP BY STEP
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It is important to note you are not yet saying you can complete the
project with these constraints – merely that you understand them. It
is only when you plan your work out in Chapter 3 that you will
actually know if it is possible.

A good way to collect the answers to the questions so far is in a
simple template. Once completed, this constitutes the Project
Definition. An example is shown in Table 2.1 overleaf.

The aim for the information is to be specific, precise, complete, unam-
biguous and concise. It should contain all the information you reason-
ably need to know to make a judgement about how big and complex
your project is and to start planning the work. Is that every single detail?
No, the real detailed requirements come later. So, taking the earlier
simple decorating example, you don’t need to know what colour you
will paint the room – this is a detail as it does not impact making an
initial judgement of how to go about painting the room, how long it will
take, or how much it will cost.

Having defined what your project is about, check again. If you achieve
what you have defined, will that really fulfil the reason why you are
doing the project? So for example, if your ‘why’ is to ‘increase revenues
by 10 per cent’, will the things you have specified in your Project
Definition really increase revenues by 10 per cent? If not, you need to go
back and enhance the definition until it does.

STEP 2: DEFINE THE ‘WHY’ AND THE ‘WHAT’
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Are there any gaps or overlaps with other projects 
– or changes to the boundaries of your project?

Is anything explicitly excluded from the project?

Will you (should you) deliver anything else?

PROJECT DEFINITION Project Name

WHAT will you have at the end that you don’t 
have now?

WHY do you want to do this project?
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What assumptions (if any) are you making?

Completed On Completed By Agreed By

Are there any significant problems you are 
aware of that you must overcome?

Has your customer, or the situation, set any 
conditions on the way you do this project?

Table 2.1 The Project Definition

�
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– I will not decorate the skirting boards or the door.

PROJECT MANAGEMENT: STEP BY STEP
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Is anything explicitly excluded from the project?

– Yes – I will also replace the broken light fitting by the side window.

– Because we want to sell our house at a maximum price and the current
state of the decoration in the front room will reduce the price we get.

– We will have a newly decorated front room.

PROJECT NAME/REFERENCE Maximise house price

WHY do you want to do this project?

WHAT will you have at the end that you don’t 
have now?

Will you (should you) deliver anything else?

Here are three examples of completed Project Definitions: first for the
simple decorating project, second for the more complex launch of a new
product, and finally for an office re-fit prior to a move of staff to a new
location.
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– The crack in the wall by the door needs to be plastered before it can be
painted. As the plaster must be dry before decorating, this must happen
at least a week before decorating starts.

– I cannot work over the next weekend when we have guests.

– The whole thing must be finished by September.

Table 2.2 Example of a Project Definition for a simple personal project

– The wallpaper is OK to paint over.

– I will paint the left-hand wall of the hall outside the front room as this
was missed out in the previous decorating project.

Completed On Completed By Agreed By

26/05/06 Eric Angela

Has your customer, or the situation, set any 
conditions on the way you do this project?

Are there any significant problems you are 
aware of that you must overcome?

What assumptions (if any) are you making?

Are there any gaps or overlaps with other projects 
– or changes to the boundaries of your project?
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Are there any gaps or overlaps with other projects 
– or changes to the boundaries of your project?

– Yes – as this is the first new product we have delivered, we will document
the steps I go through to speed up delivery of future products.

– To achieve a 25 per cent increase in revenues from the consumer
market, and to expand our presence in that market.

– We will have a new product available, consistent with our existing 
range, to sell into this market, with sufficient volume in store to meet the
Christmas rush.

– Our shops and sales-force will be ready and trained to sell it.

– We will have the capability to handle follow-on customer support and
customer service issues.

– We will not produce any advertising material for the product as we want
it to sell by word of mouth.

– We are revamping the shops in London and they will have a marketing
campaign following this which there is some synergy with. We need to
ensure that the new shelving they are fitting is suitable for this product.

PROJECT NAME/REFERENCE Launch new product

WHY do you want to do this project?

WHAT will you have at the end that you don’t 
have now?

Will you (should you) deliver anything else?

Is anything explicitly excluded from the project?
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– The market research we performed 6 months ago still provides a reli-
able view of the opportunities in the market.

– The product will expand our total share of consumer spend and will not
cannibalise sales of our existing products.

– We will get a better price per unit for manufacturing costs than for
existing products because of increased volumes.

Table 2.3 Example of a Project Definition for a business project

– The technology we are going to use to make the product has never been
used for a consumer product. Currently it is expensive. We are certain it
will work, but we need to be able to reduce the price per unit by at least
15 per cent to achieve a profitable price that we can sell the product at.

– Ideally the product must be launched by 6 November to enable us to ship
it to shops to take advantage of the ramp up in sales up to Christmas.

– Additionally, when we revamp the shops, all sales staff will have refresher
training. This should be used also to educate them about the new product.

What assumptions (if any) are you making?

Are there any significant problems you are 
aware of that you must overcome?

Has your customer, or the situation, set any 
conditions on the way you do this project?

Completed On Completed By Agreed By

26/05/06
Richard Newton
Project Manager

Dominic Thompson
Marketing Director
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Will you (should you) deliver anything else?

PROJECT NAME/REFERENCE Office Re-fit Project

WHY do you want to do this project?

– To provide suitable office space for the 100 staff in our current Logan Road
offices, so we can vacate the Logan Road offices by 1 December and cease the
lease on that building.

– We will have the office space fitted with new carpets, desks and chairs
for the 100 staff, new PCs and telephones – plus any other miscellaneous
furniture required (e.g. coat racks etc).

– No.

– Arranging the lease on the new building and generally dealing with the
landlord.

– Painting and decorating of the office. (It has recently been painted and
this is adequate.)

– We will not be responsible for moving staff to this office.

– The office move project will follow on and will be responsible for config-
uring the telephone system with numbers. We will simply install phones
and connect to the PABX.

WHAT will you have at the end that you don’t 
have now?

Is anything explicitly excluded from the project?

Are there any gaps or overlaps with other projects 
– or changes to the boundaries of your project?
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What assumptions (if any) are you making?

– The project must be completed in time to allow move out of the existing
premises by 1 December and must cost not more than £400k as if it does,
the business case justifying the move will be invalid.

Table 2.4 Example of a Project Definition for a business project

– There are insufficient power sockets for the staff, so there will have to be
some rewiring on the office floor.

– That we can complete the project in the available time window.

– The existing telephony PABX within the building has sufficient capacity
and functionality for our needs.

– The new phone handsets we have bought are suitable for the new
building.

– The existing cupboard space within the office is sufficient for our needs.
We do not intend to install any new cupboards.

– We have the landlord's permission for the work we intend to carry out.

Are there any significant problems you are 
aware of that you must overcome?

Has your customer, or the situation, set any 
conditions on the way you do this project?

Completed On Completed By Agreed By

16/05/06
Eric Brown

Project Manager
Harold Smith

Facilities Manager
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Step 2.2 Check your role – are you respon-
sible for achieving the ‘why’ or making sure
the ‘what’ happens?

To be successful in completing your project, you need to know what you
are responsible for. Consider the simple example I started this chapter
with – you are decorating the front room. Remember the reason for this
was to get the asking price for the house you are selling. You must start
by understanding whether you:

� Are only responsible for decorating the front room? (what) OR

� Are also responsible for ensuring the house achieves its asking price?
(why)

Normally, as a project manager, you will be only formally responsible for
achieving what you have specified, not why you are doing it. You should
understand the ‘why’ but it is not your job to achieve it. Do check this
though. Sometimes your customer may expect you to be responsible for
the ‘why’, which in business is usually called being responsible for the
business benefits, or the benefits realisation. If you are responsible for
the benefits, you should pretty quickly start asking yourself some
subsidiary questions, such as:

� Is decorating the front room really the best way to achieve the
asking price?

� If decorating the front room does not achieve the asking price, what
do I do then?

If you are only responsible for decorating the front room without
worrying about whether it achieves the asking price or not your life is a
lot simpler!

PROJECT MANAGEMENT: STEP BY STEP
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Step 2.3 Agree the Project Definition with
your project customer

Completing the Project Definition is straightforward if you are working
for yourself. It takes some good quality thinking time and should not be
done in a rush. Do not under-estimate how much thought needs to go
into your Project Definition. If you are unclear about any of the parts
think about it some more. Whenever you start a project with the defini-
tion being incomplete, you are at the very least adding to the risk it will
go wrong. It is like starting to build a house without any drawings of
what the end result will look like. Any mistakes you make now will be
magnified by the time the project is complete – so get it right now!

When you are managing a project for someone else, completing the
Project Definition can be harder. People are often surprisingly vague
about what they want, other than they know they want something. Give
them some time – and when you have completed a first version of the
Project Definition, sit down with them and talk it through, trying to get
them to understand the implications of their choices. For example, by
asking questions like:

� Do you really want purple paint? Of course I can do it, but are you
sure it will help sell your house?

� Do you definitely want to sell the product only in the London area –
won’t that inhibit overall sales?

STEP 2: DEFINE THE ‘WHY’ AND THE ‘WHAT’
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As a project manager you are providing a service for the project customer.
It is easy in the drive to get the project started, and the pressure to get it
completed to do what is best from your perspective. The question you
should always ask yourself is – are the decisions you are making and the
actions you are driving really best from the project customer's viewpoint?
If you don't know ask!

Start with a customer viewpointKey drivers 
for success 1
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� You want me to get new offices for the existing staff but that might
not be enough for the future. Don’t you want me to consider our
expansion plans whilst I am doing this?

However, remember that it is your job to get the project done, and if the
customer knows what he or she wants, and has been given the chance to
think through the implications of their choices, then as long as they are
happy you should be too.

Unfortunately, people often change their minds and later say they want
something different – this is dealt with in Chapter 4 under the topic of
change management. More annoyingly, the customer may say you are
not doing what they originally asked for. To avoid this, ask them to sign
off the Project Definition once it is completed. This is not just about
protecting yourself, but also about getting the right level of input from
your customer. Experience shows that people put more effort into and
take more seriously things they sign.

When you have multiple customers for one project, it can be problem-
atic to get agreement to the definition of the project. For example, a
marketing person may say ‘the new product you launch must be of the
highest quality to be consistent with our brand’, whereas a sales manager
may say, ‘to shift the volumes we want, we need something cheap and
cheerful’. Differing views about projects can be quite fundamental. You
thought you were just going to deliver a project and suddenly you find
yourself as the arbitrator in a dispute! Project managers often have to
facilitate such negotiations. The best way is to get all the customers into
one room at the same time. Go through the Project Definition line by
line, discuss and work on it until you have full agreement – and get them
all to sign it. This can take some time but it is time very well spent.
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Key tips
� Start by understanding why you are doing something, then define

what it is. Not the other way around.

� Good projects start with the end result in mind.

� Don’t just think what your project is – write it down. Forcing your-
self to write it down is a great way to ensure it makes sense.

� Success in developing a Project Definition requires that the informa-
tion be specific, precise, complete, unambiguous and concise.

� Make sure you know if you are responsible for ‘what’ the project
delivers or also for ensuring it achieves the ‘why’. It is easier just to
be responsible for the ‘what’, and this is normally all a project
manager is responsible for.

� If you are running a project for someone else, ensure they under-
stand the Project Definition and the implications of its contents,
and get them to sign it.

REFERENCES

� Copies of the Project Definition table (2.1) can be downloaded from
the web site http://www.pearson-books.com

� If you really want to explore this topic in more detail, try:

The Project Manager: Mastering the Art of Delivery (Financial Times
Prentice Hall) by Richard Newton, 2005, Chapter 2.
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TO DO NOW

� There is no better way to learn than by doing, so print off a copy of
the Project Definition template (Table 2.1) and start to complete it
for your project.

� As you fill it in ask yourself:

� How much detail should you go into?

� For the project you are about to start, who are you going to
work with to develop the Project Definition? 

� How are you going to ensure they agree and commit to it?

The end result of the Project Definition should be a document that
gives you enough information to really understand what the project
is, and which gives your customer confidence that you really under-
stand their needs.

� If you are having problems completing the Project Definition, prac-
tise by thinking about a project you are going to do for yourself –
perhaps you will do some major DIY, have a special holiday, or want
to start your own business. Try developing your own Project
Definition.

PROJECT MANAGEMENT: STEP BY STEP
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Create your Project
Plan

Step 3

3.1 Brainstorm a task list
3.2 Convert the task list to a skeleton plan
3.3 Estimate times, add dependencies and

delays
3.4 Add in who will do what
3.5 Build the plan into a schedule
3.6 Work out costs
3.7 Add in milestones and contingency
3.8 Review and amend – can you do it, should

you do it, is there a better way?
3.9 Review the plan with your project customer

1: Understand the basics

2: Define the ‘why’ and the ‘what’

3: Create your Project Plan

4: Manage delivery

5: Complete your project

THIS CHAPTER COVERS:

� Creating the Project Plan. The Project Plan shows how you will do
your project, and from it you can see how long the project will take
and determine how much the project will cost.

� Checking that your project is possible (can you do it?), and that it
makes business sense (should you do it?).
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Developing a Project Plan is explained through a detailed example in the
section of this chapter titled ‘The Step-by-Step Guide’. The approach
presented can be used for simple and complex projects. To ensure that
all the different considerations in developing a Project Plan are covered,
the example is slightly more complex than in the previous chapters. If
you take a little time to understand this chapter, you will see the
approach explained is straightforward. So having grasped it, you will
understand the most complex part of this book.

Setting the scene
Imagine that you are about to sign a contract with one of your suppliers
who will do a major piece of work for your business, perhaps the devel-
opment of a new computer system for your office or the re-fitting of a
chain of shops. Alternatively, in your private life you may be asking a
builder to do some work on your house. Whichever example you
consider, you are about to ask the supplier to do a project for you.
Imagine you have already agreed what this project will deliver using the
approach described in Chapter 2, so you know you will get what you
want. What more information do you want from your supplier before
you commit to the contract? The most important questions you will
have to ask are usually: ‘How long will this work take?’ and ‘How much
will it cost?’

Now instead of thinking about someone doing a project for you,
imagine you are doing a project for someone else. They want to know
how long you will take and how much you will charge. To answer these
questions you need to understand how you will do the project and how
much it will cost you to do the project – and the answers to these ques-
tions are found by developing a Project Plan.

THE CENTRAL POINT IS:

� Project management is about ensuring that you achieve your
objectives to a predicted time and cost. The basis for doing this is
to understand clearly how you will do your project. This under-
standing comes by developing a Project Plan.
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Project plans do not always provide the answer you want to hear. For
example, you may have a condition that the project is to be completed
by the end of May, but the plan shows it will take until the end of July.
Alternatively, you may have a maximum of £10k to spend on your
project, but the plan shows it will cost £25k. The Project Plan enables
you to check that you can actually do the work within the conditions
defined, and that it makes sense for you to do it.

Project Plans sit at the core of managing projects and so this is one of
the longest chapters in the book. Good planning is what enables a
project manager to take the understanding of what is to be delivered and
reliably make this happen to a predicted cost and time. Doing any
complex task without planning first means you do not know how long
it will take and how much it will cost – and such predictability is often
essential in business and private life. More critically, without a plan your
ability to meet the original objectives of the project (the ‘why’ and the
‘what’) is completely uncertain. Without a plan you are stepping out
into the dark.

Introduction to the Project Plan and estimating
The next few pages of this chapter provide an introduction to project
planning and estimating, by presenting all the information you need to
understand before you create your Project Plan. The subsequent section
then applies this knowledge and presents the actual steps to develop a
plan through a detailed worked example.

How you will do your project and achieve the objective you are setting
out to achieve is defined in a document called the Project Plan. At one
level, a Project Plan is just the list of tasks you need to do to complete
your project. Essentially, this plan shows the order of the tasks, the
length of time each task will take, and who is responsible for doing each
one. The plan is used for many things, but most importantly:

� It enables you to understand how long a project will take, and how
much it will cost to do.

� It provides information you can use to explain the project to other
people.
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� It allows you to allocate work to different people in the project. This
is very important as a plan is as much a tool to do work allocation
and management of people, as for understanding the length of time
it will take.

� It is the basis for managing your project to a successful completion
(as will be described in Chapter 4).

Professional project managers have a huge set of tools, a vast set of
jargon, and usually some helpful experience to produce plans. The work
to produce the plan for a major programme of work requires skill and
expertise, but the fundamental activities in producing a plan are not that
complex and are easy to apply for reasonable sized projects. Planning
builds on the normal human approach of breaking problems that are
too large to resolve in one go into smaller chunks, and this process is
called decomposition by project managers.

I am first going to define the logical activities in producing a plan, and
then I shall describe how to create a plan in practice. The six activities in
producing a plan are to:

1. Divide the overall project into its component tasks, and continue
to divide the component tasks into smaller tasks until you have a
comprehensive list of things that must be done to complete the
project.

2. Estimate the length of time each task will take.

3. Order the tasks into the right sequence.

4. Determine the people, money and other resources you need to
meet this plan and determine their associated costs.

5. Check what resources you actually have available and refine your
plan to take account of this. Once you have done this you have a
complete plan.

6. Review the plan – does it match your needs? Looking at the plan –
can you actually do it, and should you do it?

The six activities are shown here as a simple logical sequence. In practice
you will go through these activities several times before your plan is in a
state you are fully happy with. Before you start to develop your plan, I
introduce these topics in some more detail.
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The component tasks and milestones

Breaking big activities into component tasks is something we all do all
the time. Whether it is as simple as planning a trip to London – thinking
about the three tasks of driving to the station, taking the train to
Paddington, and then using the Underground to the final destination –
or a complex activity that breaks into hundreds of tasks, decomposition
is something we all do naturally. However, in a project it is generally
more complex than the activities you are familiar with on a day-to-day
basis. Breaking down a major project into the relevant tasks requires lots
of thinking and effort. Determining the task breakdown enables you to
bring any experience to bear, whether it is your own or anyone else’s
familiar with the type of project you are planning.

One of the problems for people new to project planning is what level of
detail to go to in breaking tasks down. This is a subjective judgement
and there are no hard and fast rules, but remember the purpose of the
plan: you are not defining a detailed step-by-step instruction for
carrying out each of the tasks in the plan, but a structure you can use to
estimate times and costs, allocate work to people, and manage delivery.
The questions to ask once you have broken your work into its compo-
nent tasks are:

� Is it enough to help you manage the work? 

� Does the detail help you estimate and schedule the project?

So, for example, consider three different task breakdowns for a deco-
rating project (Table 3.1).
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Insufficient Detail Sufficient detail Too much detail

Decorate room. Select and buy paint. Go to DIY store.
Prepare walls. Get sample pots of paint.
Paint first coat. Try on wall.
Paint second coat. Wait for it to dry.
Final touch up. Select option.

Estimate how much paint you want.
Return to DIY store.
Buy paint.
Survey walls.
Identify all bits of walls that need 

to be fixed.
Mark the places to fix.
Fill cracks.
Fix paper etc. . .

Table 3.1 Example of task decompositions

If your project lasts any length of time, especially if it is over a month
and you are inexperienced, it is helpful to add some milestones.
Milestones are points in a project that identify when you have completed
an important stage of the project. Once you start to manage a project,
you will find that the detailed tasks tend to shift around – the milestones
should not. They are useful to track progress at a high level and to
communicate to people outside of the project; in other words, to under-
stand where you are in project progress without knowing all the details.
They are not activities in their own right, but reflect the completion of a
series of activities and the production of some key deliverable. One
milestone a month is a good rule of thumb. Examples of possible mile-
stones for three projects are shown in Table 3.2.
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Project One Project Two Project Three

Project Building your own Developing a Producing a short 
Description house computer system film in a school

Possible 1) Completion of 1) Requirements 1) Script finalised.
milestones foundations. gathered. 2) Cast selected.

2) Completion of 2) System designed. 3) Script learnt.
walls and roof. 3) Programming 4) Filming 
3) Completion of code written. completed.
internal walls, 4) System tested. 5) Editing completed.
plumbing and 5) Bugs fixed and 6) Film shown.
electrics. system handed over 
4) Completion of for live use.
internal fitting 
and decorating.

Table 3.2 Examples of milestones

Estimating time

The part of planning that people find the hardest, and which they often
get stressed doing, is estimating how long the project will take. Accurate
estimating is difficult and most people are simply not very good at it.
The first thing to understand is that whilst it is helpful for your estimates
to be as accurate as possible, don’t try to make them perfect. They are
inherently uncertain as they are a judgement about the future. If you try
to make them perfect you will spend more time estimating than doing
anything else on your project. Estimation is as much an art as it is an
accurate science – and is best done with experience of doing similar
tasks before.

The next thing to clarify is what you are estimating. Your estimates
should be the effort it takes to do a task, not a guess as to how long it will
take before you have completed the task (which is the duration). This is
a subtle but critical difference. The effort is how much time you must
spend working on something to complete it. The duration is how long it
takes you to get around to doing it. It may, for example, take you one
hour to read a business report (the effort), but if you start reading it,
then go off and do something else for four or five hours and then
complete reading it, the time to actually complete the task from starting
will be five or six hours – this is the duration. In planning you should
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only be interested in the effort to do the reading – one hour. The beauty
of planning is that the duration will be derived automatically when you
look at the sequence of events you need to do in the project.

The next thing about estimates is that they should be a judgement of
how long a task takes normally. What is a reasonable length of time to do
it in? Most tasks take different lengths of time in different situations. For
example, it may take you typically two days to read a book if you sit
down and read it end-to-end without interruption – but some books
will take half a day, and some may take four days. If I ask you how long
will it take you to read 100 books, you may think – well anything
between 50 and 400 days. When planning use the average time at two
days per book; this gives a total for 100 books of 200 days. You may be
thinking, but doesn’t that mean I risk running out of time in the project?
Yes, but this is dealt with by something called contingency, which will be
explained later. In practice when people are asked for estimates, they
often give the maximum time a task takes. But if you do this, your plan
will stretch out for much, much longer than the project will really take.

The unit of time being estimated depends on the size and scale of the
project. You may estimate in terms of hours, days, weeks, months or
years. The units of estimation can be man-hours, man-days, man-weeks,
man-months etc. – where a man-hour is the amount of work one person
can do in an hour, a man-week is the amount of work one person can
do in one week and so on. In practice estimating to man-days is
normally sufficiently accurate for a small to quite large project.
Estimating to man-hours usually just gives a spurious feel of accuracy.
In fact, if you are doing this, you have probably gone into too much
detail in your task breakdown. For larger projects man-weeks, or just
possibly man-months of effort are usually sufficient. Man-years are
normally never accurate enough!

But what if you really don’t know how long a task will take? There are
many specialist ways of estimating task durations, but essentially you
have five options:

1. Ask someone who does know. This is the best option. Experience is
usually the best way to estimate.
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2. Use any available rules of thumb. For instance, if it takes about 1
hour 15 minutes to install a PC on a desk, someone can probably
install about six a day. To install 100 will take about 17 days for
someone allocated full time to this task.

3. Model it against other similar tasks. If you don’t know anyone who
has done this, have you ever done anything similar? How long did
that take?

4. Break the task down further until you get tasks you can estimate.
Such an approach works in situations in which a more detailed
breakdown gives clarity. However, if you are getting to a set of tiny
tasks that each take an hour or two, you are going too far. To an
extent, by breaking down tasks into smaller chunks, you make esti-
mation easier. However, at some stage you have to make an esti-
mate, and guessing the length of ten small tasks is inherently no
more accurate than guessing the length of one big task!

5. Make an assumption. At this stage an assumption is nothing more
than an educated guess as to how long it will take. If you have no
better information, do this.

Having planned your tasks and estimated their lengths, you can create a
first-cut plan. However, you may be concerned about errors you have
made in planning. You may also be concerned that in real life things may
go wrong – how do you deal with this? You deal with this by setting aside
a pot of money and time that you will try not to use, but will resort to
only if there are problems. This is called contingency. The amount of
contingency you set aside depends on how risky the project is and how
much experience you have of doing similar things. For low-risk projects,
doing things you are familiar with, a contingency of 10 per cent for time
and money is normally enough. For higher-risk projects, you may want
to leave a contingency of 20–25 per cent, and for very high risk and
unfamiliar tasks it may be 50 per cent or more. You may think – isn’t this
just cheating or a sign of poor planning on behalf of the project
manager? No, it’s not. Contingency will not be used unless it is really
needed, and it is there because a good project manager knows he or she
cannot predict the future with 100 per cent accuracy, especially for a
high-risk or unfamiliar task.
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The importance of contingency also depends on what happens once
your project is finished. If it is a personal project and it does not really
matter if it is a little late, or over budget, and you are using project
management simply because it is a complex task and you want to be sure
it gets done, then you do not need to worry about contingency. If,
however, it is a critical project, that once you have completed someone
else will immediately start some major business initiative, you want to
be sure that the date you give as the end date is achievable. This requires
giving yourself some buffer in the form of contingency. Having such a
buffer is not being over-cautious, it is sensible management.

Ordering the tasks

If your project breaks down into 100 tasks you can, in theory, start all
100 tasks at the same time, and the project will take as long as the longest
task. There are two problems with this idea:

� There are dependencies between some tasks.

� People can only do so many things at a time, so tasks have to wait
until people are free to do them.

A dependency is a link between activities, which means that they can
only be done in a certain order. For example, for me to drive my car I
have to put petrol in it – the task of driving is dependent on the task of
filling up the petrol tank first. There are many forms of dependency, but
in practice the only one you need to think about is the predecessor
dependency. What tasks have to be completed (or started) before
another task can be started? These are shown on your plan as predeces-
sors.

One specific type of predecessor you need to be aware of is an external
dependency. This is a dependency on a task that is not being done within
your project or under your management. For instance, consider the situ-
ation in which you are running a project to design and build some new
houses, and you are not involved in buying the land to build them on or
in getting planning permission for the building. All the tasks involved in
selecting and buying land, and applying for and gaining planning
permission are outside of your project and will not appear in your
Project Plan. However, you still have a dependency on them – you
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cannot build without the land or the planning permission – and so the
order of your tasks has to at least acknowledge when the necessary
external predecessor tasks are complete. (The external dependencies
should have been identified in your Project Definition.)

When you review your plan, you can find tasks that you think ‘Oh, I can
do half of the task and then I need to wait a week whilst something else
happens before I can complete it.’ Divide such a task into two parts. A
good example of this is when you have to order something from a
supplier. If your project requires you to install new screens to all the PCs
in an existing office, you will have a task to install the new screens which
is dependent on the supply of new screens. As part of this task, you will
actually remove the old existing screens as well. You cannot install the
new screen until you have received them from your supplier, but you
could remove the old screens. Split the task into two halves. The first half
of the task (Remove the old screens), can be done straight away, and the
second half (Install new screens) waits until the completion of the 
predecessor task (Supply new screens).

It is important to differentiate between, on the one hand, tasks that have
been ordered because they have predecessors and, on the other, tasks
that are ordered to take account of the availability of people to do the
work. In the latter situation a project can sometimes be speeded up by
using more people, whereas in the former it cannot.

You may think simply adding more people will always speed up your
project. It may do, but beware as not all tasks can be broken into many
pieces for different people. This is shown by the project management
aphorism: ‘It takes one woman 9 months to have a baby, but nine people
cannot have a baby in 1 month.’ No matter how many resources you
throw at having a baby, it cannot be done any earlier than 9 months. Also
be aware that as you add more people, it becomes more complicated
logistically and takes more time to manage them.

The people in your project team

Once you have a task list you are in a position to identify who you need
in your project team. In practice, you probably had a good idea of who
will do the project work prior to completing the Project Plan. However,
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it is essential you get the right project team. Without the right team, no
matter how good a plan you have, the work will not get done. When
choosing the people to work on your project, consider six things:

1. What skills are required – and what skills do the people you are
choosing have? You are looking for a match between your needs
and the skills of the people chosen.

2. How many people with each type of skill do you need?

3. Which people have these skills?

4. Are they available? It is no good trying to run a project with
people who are 100 per cent busy on other work.

5. Can you afford them? People usually do not work for free, and
different people usually are paid different salaries. If you have to
pay for people from your project budget, can you afford the people
you have chosen?

6. Do they have the right attitude? This is often forgotten, but you do
not only want people with the right skills available and affordable
for your work, but ideally you want people who want to be
involved in your project. A person who wants to be involved and is
energetic and excited by the work will often produce more than a
nominally more highly skilled individual who is not interested.

As the project manager, you are also a member of the project team. Do
not under-estimate the work of managing the project. On a small
project you can be a part-time project manager and also be allocated
some of the tasks in the plan. On a large project, the job of managing the
work will take 100 per cent of your time – you will not have the time to
be doing any of the individual tasks as well.

Dealing with costs

The costs of a project fall into two main categories:

� Costs associated with doing the work on the project. This is usually
mostly people’s time working on the project. It may also include
things you have to buy or rent to do the project. For example, you
may rent a room for a couple of months for the project team to
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work in, and may want to buy a copy of some project management
software to help you run the project.

� Costs associated with things you must buy to create the deliverables.
For instance, if the project is to do with building some houses, this
would include cement and bricks; if your project was to develop a
new computer service, it would include buying PCs and software.

I am not going to deal with the accounting treatment of these costs as it
is not relevant to project management. However, it is helpful to identify
variable costs that depend on how much of something you use or buy,
and fixed costs which you have to pay irrespective of how much you use.
To calculate the cost, identify all the variable and fixed cost elements.

The budget you need for a project is the total of the costs of all of these
elements. Some organisations do not allocate the cost of staff time to the
project. In the detailed example I provide below, I have charged people’s
time. This is good practice as it forces you to make sure that people do
things in the time you expect of them. If you are charging staff time to
your project, don’t forget to include your own time as project manager.

Usually some costs are known or can be easily looked up, such as the cost
of a PC. Other costs need to be estimated, and most of the same princi-
ples used for estimating time hold. Where possible ask someone with
experience. Where this is not possible, you must make an assumption
and estimate the cost to the best of your ability. The more you need to
guess costs, the more risk that the budget will be wrong, and the more
contingency you should have.

Can you do the project; should you do the project?

Once you have a Project Plan and a view of the time and cost of a
project, you may feel it is time to get started. Almost – but you need to
ask yourself a couple of important questions:

1. Can you do the project? Is it possible? If your plan shows you need
50 people to do your project and you only have 10, or it will cost
£1 million and you only have £10,000, then it is not possible – or
at least not possible in the way you are currently proposing.

2. Should you do the project? Is it viable and economically sensible?
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Do you meet the conditions you set yourself (if they exist – is
there a maximum time or cost you need it done within)? If you do
the project, will you meet your original ‘why’? If your project was
being done to reduce costs by £400k, but your plan shows the
project will cost £2 million to do and you have £2 million, then
you have the money to do it, so you can. However, you probably
should not do it as the cost saving (£400k) is a lot less than it will
cost to achieve (£2 million).

It is an unfortunate truth that sometimes all planning does is make you
understand that something you really want to do is not possible. If your
plan does show this, do not immediately despair. You should think
whether anything can be changed to meet your conditions. For instance,
if the condition you cannot meet is that the project must be completed
in a limited amount of time, can you do it faster by spending more
money? If it is to do the project for a limited amount of money, can you
do it more cheaply – by reducing the scope, lowering the quality, or
taking more risk?

Although project management will significantly improve your chances
of doing a complicated task well, it will not make the impossible
possible. And it is far better that you know the truth now rather than
spending time and money on a project only to find out that you cannot
do it. Even if your project can be done and should be done, you must
review your plan and check to see if it is the best way to achieve your
objective. A first pass at a plan is not always the best way of doing some-
thing.

Developing a Project Plan in practice

In the next section I explain the actual steps to develop a Project Plan.
The first time you develop a plan you may find it complicated. You may
ask yourself all the time, is this good enough? The amount of time and
effort you spend planning is a judgement and depends on the
complexity of a project. Some project managers do it relatively quickly,
while others spend up to 30 per cent of the total project time getting the
plan right in the first place. It is a trade-off between planning forever to
get the perfect answer versus going too quickly and producing some-
thing meaningless. Planning is a valuable activity – and the better your
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plan, the easier and more reliable your project will be. But also
remember that the Project Plan is a tool to help you deliver the project
and not an end in itself.

There are many software packages that can help you in implementing
the approach described in this chapter. I have assumed you do not have
any such tool and will work using some simple forms. Even if you do
have project management software, it is a good idea to use the forms
once as it will help you to understand project planning more fully. Great
as the software tools are, and successful as they are in helping people to
manage the planning process, they will not ensure you create a good
plan, which requires your clear and structured thinking.

The step-by-step guide
STEP 3 – Creating your Project Plan

In the previous section you learnt all you need to know to be able to
create a Project Plan. This section turns this information into a practical
and straightforward process for planning. It is explained via a worked
example. The example is a little more complex than in previous chapters
to ensure it shows all the different nuances of planning. Work through it
with a little care and you will have completed the most complex part of
this book.

Step 3.1 Brainstorm a task list
Start to develop your Project Plan by brainstorming all the tasks you
need to do to complete the project. Your aim is to get close to a complete
set of tasks roughly in the order in which they need to be done. You can
do this by yourself, but it is better to involve others whom you think
could help with this activity. (In practice I advise not running a brain-
storm with any more than five or six people, as unless you are very good
at managing brainstorming sessions, it can turn into more of a debate
than a brainstorm). If you know anyone who has done a similar project
before, try to involve them as their experience will be valuable.
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It is unlikely that you will produce a complete set of tasks at first, nor
will you put them all in the correct order. Ideally, then, you should do
this in a way that enables you to add more tasks as you think of them
and re-arrange the order several times.

A very good way to do this is to write each task on a Post-It Note. Each
Post-It should have only one task on it. As you create them, stick these
on to a wall. At first this may be difficult, but once you have stuck a few
tasks up, you will find your mind starts to generate more and more tasks.

When you have created a set of tasks on the wall, group the common ones
together. What you are looking for here are related tasks – or better still,
the hierarchy of tasks. A hierarchy of tasks shows the decomposition of a
major task into more minor tasks. For example, you may have a major task
‘Install new PC system for office’, which breaks down into a series of sub-
tasks such as: ‘Select PC; Select office software’; ‘Load software on PC’; and

It seems trite to state that successful projects are not those that
complete some of the tasks, but are those that complete all of the neces-
sary tasks. Yet, project managers do not always think from an end-to-end
perspective. By this I mean one in which they are continuously thinking:
What is left to be done? Is that all the things that need to be done? Is
there still enough time in the plan, and money in the budget to do every-
thing required to ensure success? Is there anything that may have been
forgotten? An end-to-end perspective is about thinking holistically about
the whole project and not just the things you are doing at this precise
point in time.

Having an end-to-end perspective is about looking back over the work
you have completed and checking it is sufficient to move the project
towards the end goal and that nothing has been left out. Even more
important, an end-to-end perspective is about regularly looking forward
and ensuring that the plan is complete and the budget is enough. From
the first day you start your project and build the plan, you should ensure
you are thinking about all the things to reach your end goal. Tasks of the
type described in Chapter 5 do not get forgotten in the plans of project
managers who take an end-to-end perspective.

Develop an end-to-end perspectiveKey drivers 
for success 2
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‘Install PC into the office’. There may be several layers of sub-tasks. Put
these groups of tasks into what seems like the most logical ordering.

Once you have your Post-It Notes ordered on the wall, this effectively
represents your first pass of a rough-cut plan. The picture of the project
will be clearer, but will remain incomplete. Ask yourself:

1. Are these really all the tasks you need to meet your objective? If
not, add the missing tasks and fit them in where appropriate.

2. Are all the tasks at a sufficient level to help you understand and be
able to allocate to someone and then manage the task? If not,
break down the tasks into smaller pieces until you really start to
see all the activities. Keep on repeating this until you feel you have
all the tasks needed at a level that enables you to see what needs to
be done to deliver the plan.

3. Is everything here really necessary to meet the objective or are
some extra? If any tasks are additional to meeting your objective,
remove them. In a brainstorming session you will often create
tasks that are not really part of your project.

4. Are all the tasks different or are any really the same? If any tasks are
the same, remove one of them. Alternatively if two tasks overlap,
redefine them so they are distinct separate activities. (For example:
the tasks ‘Train all sales staff ’ and ‘Train all staff in London’ overlap
for London sales staff. Rewrite them so they are separate tasks.)

Once you have a task list you are happy with, number the tasks in the
order you have them. Literally, start at 1 and increment by 1 for each
additional task. Put this number in the top left-hand corner of the Post-
It Note. This is the task number. Now you are going to number the tasks
again, but this time taking account of the hierarchy of tasks. This is
called the Work Breakdown Structure, or WBS number. Start by
numbering the first task with a 1 again in the top right-hand corner of
the Post-It Note. Now if this task has any sub-tasks, number them 1.1,
1.2, 1.3 and so on. If any of these has sub-sub-tasks, number them in the
format 1.1.1, 1.1.2, 1.1.3 and so on.

The WBS number is what you will use in managing the project and is
explained below. The task number is simply there for administration. The
WBS number is essential. You don’t absolutely need the task number, but
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it helps with things like handling your Post-It Notes and making it obvious
if you have lost one, and in generally administering the plan later on.

For example, consider a project that involves improving some office
space that your business has just taken over, which will be used by the
100 staff you have. (The Project Definition for this project was produced
in the last chapter – see Table 2.4). You want to run this project yourself
but need some specialist help, therefore you will choose a contractor to
work with on the project. You are planning to do some re-arranging of
the office, which may require new lights and new power sockets for staff.
You want everyone to have new improved furniture and better PCs. Your
contractor will help with the office and the furniture, but you can sort
out the PCs yourself using your existing IT staff. The set of Post-It Notes
you have created and organised could look like the figure below.

Select
contractor to

work with

1 1

Prepare
office

7 2

Install 
furniture

13 3

Document
needs

2 1.1

Design office
layout

8 2.1

Choose new
furniture

14 3.1

Choose new
PCs

19 4.1

Order 
furniture

15 3.2

Select 
software

20 4.2

Remove old
furniture

16 3.3

Order PCs
and 

software

21 4.3

Fit new
furniture

17 3.4

Install 
software on

PCs

22 4.4

Install
configured

PCs

23 4.5

Write tender

3 1.2

Fit electrics

9 2.2

Send tender
to possible
suppliers

4 1.3

Install new
lights

10 2.2.1

Review
responses

5 1.4

Install new
sockets

11 2.2.2

Select
contractor

6 1.5

Fit carpets

12 2.3

Install new
PCs

18 4

Output from brainstorming task list
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At this stage, do not worry about who will do the work, or whether the
order is absolutely correct.

Step 3.2 Convert the task list to a 
skeleton plan

The task breakdown you have produced on Post-It Notes is now going
to be transferred into your plan. This set of information once docu-
mented is called the Work Breakdown Structure by project managers.
There is a lot more information in a plan other than this WBS, but it
provides the skeleton which all the other information is built upon.

You will transfer the information from the Post-It Notes on to a form.
When you transfer the information, you may find you need to rename
some of the tasks to achieve greater clarity, and may also find that as you
write them down, you realise more tasks should be added.

Over the next few subsections I am going to show you how to complete
a plan, building the information into a table. I will build this table a few
columns at a time until you have a completed plan. The first three
columns simply use the information directly from the Post-It Notes. By
doing this you will get something that looks similar to Table 3.3.

Task WBS number Task description
number

1. 1 Select contractor to work with
2. 1.1 Document needs (what you want the contractor to do)
3. 1.2 Write tender (convert needs to a formal tender 

document)
4. 1.3 Select possible contractors
5. 1.4 Send to possible contractors
6. 1.5 Review responses
7. 1.6 Select contractor
8. 2 Prepare office
9. 2.1 Design office layout

10. 2.2 Fit electrics
11. 2.2.1 Install new lights
12. 2.2.2 Install new sockets
13. 2.3 Fit carpets
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Task WBS number Task description
number

14. 2.4 Install telephones
15. 3 Install furniture
16. 3.1 Choose new furniture
17. 3.2 Order furniture
18. 3.3 Remove old furniture
19. 3.4 Fit new furniture
20. 4 Install new PCs
21. 4.1 Choose new PCs
22. 4.2 Select software
23. 4.3 Order PCs and software
24. 4.4 Install software on PCs
25. 4.5 Install configured PCs

Table 3.3 Example initial skeleton plan

When you see the information in a format like this, it may trigger
further thought about the Project Plan. Again ask yourself:

� Are these really all the tasks you need to meet your objective?
(Check and review the Project Definition.)

� Is there anything you need to do at the end of the project that you
have not yet included? At this stage it is worth jumping ahead and
quickly checking Chapter 5. There are some tasks to perform at the
end of a project which are often forgotten, but which need to be
included in the plan and budget.

� Are all the tasks at a sufficient level to help you understand and be
able to manage the task? 

� Is everything here really necessary to meet the objective or are some
tasks extra?

Then take the necessary action. At this point you should be striving for
completeness. If you are observant, you will notice I have added two
additional tasks into the Project Plan – a new task 1.4 (Send to possible
contractors), which seems necessary between the original tasks 1.3
(Select contractors) and 1.4 (Review responses) and task 2.4 (Install
telephones), which was in the Project Definition, but was forgotten
during the brainstorming.
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Step 3.3 Estimate times, add dependencies
and delays

To convert your Work Breakdown Structure into a schedule of activities,
you need to add how long each task will take, and then add in any
dependencies between the tasks.

Note that when a task has been broken into sub-tasks, you estimate the
length of the sub-tasks and not the overall task. (The length of the
overall task is simply a function of the lengths of the sub-tasks.) For
example, as task 1 is broken into sub-tasks 1.1 to 1.6, it is each of 1.1 to
1.6 that I have estimated the length of, not task 1.

Sometimes in real life there are natural delays in activities when you
have to wait for something to happen. You may be able to use this time
for something else, or sometimes the project just has to wait. You need
to include these delays in your plan. Examples of this include waiting for
paint to dry between coats – or as in the case of our sample project,
waiting for equipment that has been ordered to be delivered (see tasks
1.5, 3.3 and 4.4 in the example overleaf).

Building on the example in Table 3.3, I have added two further columns
to create Table 3.4. Although this is not part of the plan, I have also
included a notes column to help explain the new entries.
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Task WBS  Task Predecessor Estimated Notes
number number description effort

(Man-days)

1. 1 Select contractor See sub-tasks
to work with

2. 1.1 Document needs 0.5
(what you want the 
contractor to do)

3. 1.2 Write tender 1.1 0.5 This task can’t be
(convert needs to started until task 
a formal tender 1.1 is complete.
document)

4. 1.3 Select possible 1.2 0.5 This task can’t be
contractors started until task

1.2 is complete.

5. 1.4 Send to possible 1.3 0.5 This task can’t be 
contractors started until task

1.3 is complete.

6. 1.5 Wait for responses 1.4 0 After ordering
there will be a
delay as we wait
for responses.
This task can’t be
started until task
1.4 is complete.
This task has
duration, but zero
effort.

7. 1.6 Review responses 1.5 2 This task can’t be
started until task
1.5 is complete.

8. 1.7 Select contractor 1.6 1 This task can’t be
started until task
1.6 is complete.

9. 2 Prepare office See sub-tasks

10. 2.1 Design office layout 1.6 3 This task can’t be
started until task
1.6 is complete
as we need the
contractor’s help.
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Task WBS  Task Predecessor Estimated Notes
number number description effort

(Man-days)

11. 2.2 Fit electrics See sub-tasks

12. 2.2.1 Install new lights 2.1 3 This task can’t be
started until task
2.1 is complete.

13. 2.2.2 Install new sockets 2.1 2 This task can’t be
started until task
2.1 is complete.

14. 2.3 Fit carpets 2.1 2 This task can’t be
started until task
2.1 is complete.

15. 2.4 Install phones 3.5 4 This task can’t be
started until task
3.5 is complete.
At approx 15
minutes to fit a
phone, the task
will take 4 days’
effort for 100
phones.

16. 3 Install furniture See sub-tasks.

17. 3.1 Choose new 1.7 1 This task can’t be 
furniture started until task

1.7 is complete
as we need the
contractor’s help.

18. 3.2 Order furniture 3.1 1 This task can’t be
started until task
3.1 is complete.

�

PROM_C03.QXD  6/3/06  2:43 pm  Page 57



 

PROJECT MANAGEMENT: STEP BY STEP

58

Task WBS  Task Predecessor Estimated Notes
number number description effort

(Man-days)

19. 3.3 Wait for furniture 3.2 0 After ordering 
to be delivered there is a delay

as we wait for the
furniture to be
delivered. This
task can’t be
started until task
3.2 is complete.
This task has
duration, but zero
effort.

20. 3.4 Remove old 1 This task can’t be 
furniture started until task

3.3 is complete.

21. 3.5 Fit new furniture 2.3, 3.3 2 This task can’t be
started until
tasks 2.3 and 2.3
are complete.

22. 4 Install new PCs See sub-tasks.

23. 4.1 Choose new PCs 1 No predecessor.

24. 4.2 Select software 1 No predecessor.

25. 4.3 Order PCs and 4.1, 4.2 1 This task can’t be 
software started until

tasks 4.1 and 4.2
are complete.

26. 4.4 Wait for PCs to be 4.3 0 After ordering 
delivered there will be a

delay as we wait
for the PCs to be
delivered. This
task will not start
until task 4.3 is
complete. This
task has dura-
tion, but zero
effort.
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Task WBS  Task Predecessor Estimated Notes
number number description effort

(Man-days)

27. 4.5 Install software 4.4 13 This task can’t be 
on PCs started until task

4.4 is complete. 
Each PC takes
about 50 minutes
to install – so a
person can do 8 a
day, and it will
take 13 days’
effort to do all of
them.

28. 4.6 Install configured 3.5, 4.4 17 This task can’t be 
PCs started until

tasks 3.5 and 4.4
are complete.
Each PC takes
about 75 minutes
to install – so a
person can install
6 a day and it will
take 17 days to do
all of them.

Table 3.4 Predecessors and task lengths

Step 3.4 Add in who will do what
The next step is to allocate the tasks in the plan to the people who will
do them. Nothing ever gets done unless someone does it! It is essential
that all tasks have the name of someone to do each task. This needs to
be someone who is really and truly available to do this work.

When you first see the completed task list, you are in a position to
understand what skills and what amount of resources you require.

Tasks with zero effort (such as delays), and ones that are divided into
sub-tasks do not need any person allocated to them (as the project
manager you will monitor these).
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Task WBS  Task Predecessor Effort Who does it
number number description (Man-days)

1. 1 Select contractor 
to work with

2. 1.1 Document needs 0.5 Dave
(what you want the 
contractor to do)

3. 1.2 Write tender 1.1 0.5 Dave
(convert needs to 
a formal tender 
document)

4. 1.3 Select possible 1.2 0.5 Dave
contractors

5. 1.4 Send to possible 1.3 0.5 Dave
contractors

6. 1.5 Wait for responses 1.4 0

7. 1.6 Review responses 1.5 2 Dave

8. 1.7 Select contractor 1.6 1 Dave

9. 2 Prepare office

10. 2.1 Design office layout 1.7 3 Contractor

11. 2.2 Fit electrics

12. 2.2.1 Install new lights 2.1 3 Contractor

13. 2.2.2 Install new sockets 2.1 2 Contractor

14. 2.3 Fit carpets 2.1, 3.4 2 Contractor

15. 2.4 Install phones 3.5 4 Adam

16. 3 Install furniture

17. 3.1 Choose new 1.6 1 Dave
furniture

18. 3.2 Order furniture 3.1 1 Dave

19. 3.3 Wait for furniture 3.2 0
to be delivered

20. 3.4 Remove old 2 Contractor
furniture

21. 3.5 Fit new furniture 2.3, 3.3 12 Contractor

22. 4 Install new PCs

23. 4.1 Choose new PCs 1 Mary

24. 4.2 Select software 1 Mary 

25. 4.3 Order PCs and 4.1, 4.2 1 Mary 
software
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Task WBS  Task Predecessor Effort Who does it
number number description (Man-days)

26. 4.4 Wait for PCs to 0
be delivered

27. 4.5 Install software 4.4 13 Mary
on PCs

28. 4.6 Install configured 3.5, 4.5 17 Mary
PCs

Table 3.5 Task allocation

Step 3.5 Build the plan into a schedule
The schedule is the start and end dates for each task, and from that the
start and end date for the overall project. The end date is simply the start
date plus the effort (in reality it is more complex than this – but this will
do for now). The start date is determined by:

� When any predecessor tasks are finished (and do not forget external
dependencies)

� When the people who are to do this task have completed previous
steps they must work on

� When the people who do this task are available (i.e. not weekends,
not holidays, not doing other non-project work). This is easiest if
everyone is 100 per cent on the project (see the end of this section
for further points on this).

Building on the example in Table 3.5, I have added two further columns
to give Table 3.6. I have used a 2005 calendar to work out dates and to
exclude weekends and bank holidays. Although this is not part of the
plan, I have also included a notes column to help explain the new entries.
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The dates in the schedule measure elapsed time or duration – and not
effort. Therefore don’t forget when you are working out times:

� Weekends are normally to be excluded. (So 10 working days is two
calendar weeks.)

� Bank holidays are normally excluded. (So on this schedule 30 May
and 29 August are excluded.)

� You need to account for personal holidays. So if Mary has 2 weeks’
holiday starting on 15 August, task 4.6 will have a two-week delay in
the middle of it – so it will stretch out until 15 September. (In this
plan no holidays have been assumed.)

� People may be working on other things at the same time. Often
people are not available 100 per cent of the time. So if Mary is not
only doing your project, but must also give 50 per cent of her time
to another project, all the elapsed times for tasks she is responsible
for will need to be doubled. For example, an effort of 2 days will
take 4 elapsed days for someone 50 per cent available.

� Remember to consider how many days a week people are ever avail-
able. In practice no one is available for 5 days a week continuously.
People always have other things to do at work. On a very short
project, when you involve someone for a week or two, it is fair to
assume you will get 100 per cent of their focus. Beyond this, at best
you will get 4 days a week from someone once you have accounted
for other things they need to do. (If you wonder what other things,
add up the time you spend handling your mail, phone calls, e-mails,
having coffee, in meetings, and simply walking around the office
every day.)

This is really where planning software comes into its own as it will auto-
matically calculate the start and end dates, and change them immedi-
ately you change the length of any other task, or the availability of
people to do the work – hence it can speed up the process of creating a
plan. When used, planning software removes an administrative burden
but the end plan will be not be better because you used it.

PROM_C03.QXD  6/3/06  2:43 pm  Page 64



 

STEP 3: CREATE YOUR PROJECT PLAN

65

Step 3.6 Work out costs
To work out the costs you must identify the cost elements from the
project as shown in Table 3.7 overleaf. Remember the elements of cost
are:

� Costs associated with running the project. These include the time of
people working on the project and anything you must buy to enable
them to complete their work. Do not forget that your time as the
project manager needs to be included, even though this is not
shown as a task on the plan.

� Costs associated with buying deliverables, or anything used to create
your deliverables on the project.

Step 3.7 Add in milestones and contingency
Put in milestones that give some key dates and that will help communi-
cate and explain the plan to your customer, and which you can use as
overall markers of progress. To select milestones, choose key events that
are meaningful and helpful to your customer. The milestones for the
office re-fit project example could be:

� 7 July – Office fitted and ready to be furnished

� 8 August – Office furnished

� 1 September – Project completed and office ready for use

You add contingency to account for the inherent risk in the project. This
can be done in two ways:

1. As a top-down estimate. Looking at the whole plan and using a feel
for how much risk there is. This is effectively a project manager’s
intuition, or gut-feel, about the project. The example project feels
like a reasonably low-risk project to me, so I would add a 10–20
per cent buffer to costs and time.

2. As a bottom-up estimate. Looking at every individual task in the
plan and identifying how much risk there is associated with every
time and cost estimate. This is where you look at the individual
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elements of the project and identify risks and add contingency for
each of them. This is generally more accurate, but can be very time-
consuming for a complex project because you may have hundreds of
tasks to review. For the example project, this is what I have done.

PROJECT BUDGET Project Name: Office Re-fit Project

PPrroojjeecctt  ssttaaffff  ccoossttss  ((vvaarriiaabbllee)) TToottaallss

PPeerrssoonn UUnniitt  CCoosstt UUnniittss TToottaall
Dave £400 per day 8 days £3,200
Mary £300 per day 35 days £10,500
Adam £325 per day 4 days £1,500
Project Manager £300 per day 70 days £21,000

TToottaall  PPrroojjeecctt  SSttaaffff  CCoossttss £36,200

OOtthheerr  pprroojjeecctt  vvaarriiaabbllee  ccoossttss

IItteemm UUnniitt  CCoosstt UUnniittss TToottaall
Office rental £1000 per week 13 weeks £13,000

TToottaall  PPrroojjeecctt  VVaarriiaabbllee  CCoossttss £13,000

PPrroojjeecctt  ffiixxeedd  ccoossttss

IItteemm TToottaall  iitteemm  ccoosstt
Contractor (set fee) £20,000
Copy of project management software £400

TToottaall  pprroojjeecctt  ffiixxeedd  ccoossttss £20,400
TToottaall  ccoosstt  ttoo  rruunn  pprroojjeecctt £69,600

DDeelliivveerraabbllee  vvaarriiaabbllee  ccoossttss

IItteemm UUnniitt  CCoosstt UUnniittss TToottaall
Chairs £100 per chair 100 £10,000
Desks £300 per desk 100 £30,000
PC £1000 per PC 100 £100,000
PC software £450 per PC 100 £45,000
Telephone handsets £50 per handset 100 £5,000
Light fittings £150 per light 40 £6,000
Socket fittings £75 per socket 200 £15,000
Carpet £50 pr sq mtr 1250 £50,000

TToottaall  ddeelliivveerraabbllee  vvaarriiaabbllee  ccoossttss £261,000
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DDeelliivveerraabbllee  ffiixxeedd  ccoossttss
IItteemm TToottaall  iitteemm  ccoosstt
Miscellaneous additional furniture £10,000
Disposal of old furniture and carpets £5,000

TToottaall  ddeelliivveerraabbllee  ffiixxeedd  ccoossttss £15,000

TToottaall  ccoossttss  ffoorr  pprroojjeecctt  ddeelliivveerraabblleess £276,000

TToottaall  pprroojjeecctt  bbuuddggeett  rreeqquuiirreedd £345,600

Table 3.7 Project costs

So what are the riskiest parts of this plan? From my perspective I think
they are:

� The assumption that your contractor will be ready to start work the
day after you have selected him or her. Allow 10 days’ contingency
here.

� The three delays waiting for equipment to be delivered. What if your
suppliers are late? Allow another 10 days’ contingency here.

� Tasks 26 and 27 require installing 100 PCs. In my experience some-
thing will go wrong that will take some time to resolve. Allow two
days extra to account for problems.

� The deliverable variable costs. You know the costs of PCs and soft-
ware, but the furniture and fitting costs are best guesses and could
be wrong. Allow an extra 25 per cent budget for these items – or
£28k (25 per cent of £111k).

� The cost of staff required if you use the 22 days’ contingency. Most
of the 22 days’ contingency if used will be extra waiting time when
no one is working, but it may add 22 days to the project manager’s
time (£6,600), and two extra days for Mary (£600).

There is no great science to the estimates I have used for contingency,
other than that they seem about right. There are more formal
approaches and algorithms you can use for calculating contingency, but
unless the project is very complex these are unnecessary. Where you
know you can estimate something accurately, you need little contin-
gency. Where you do not know, or there are many assumptions about a
task, you must add more. You are the project manager and it is your
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project – you must add enough contingency to give yourself confidence
you can deliver the project.

Having contingency does not mean that you give the people doing those
tasks an extra 22 days and £35,200 to spend, but that as the project
manager, you hold this as a buffer you can use only when you need to.
We will explore this more in Chapter 4. What this means though is that
you will ask:

� For a project budget of £380,800, which typically I would round up
to budget of £385k.

� For time until 29 September to complete the project.

Does adding an additional 22 days seem a lot? Consider the situation
whereby you will make all staff leave their existing office when the
project is complete, and you will advise your existing landlord and
terminate your rental from that date. If you tell everyone you will
complete on 1 September and are then not ready, you risk a big problem
for your business as where then will you staff work from? Better have
some contingency and avoid this risk. You may even decide that, given
the business risk, 22 days is not enough contingency. Now is the time to
be sensibly cautious, not heroically over-optimistic.

Step 3.8 Review and amend – can you do it,
should you do it, is there a better way?

You have a plan, and you have an understanding of the budget you
require to deliver this plan. Before you move on to starting to deliver the
project, there are three related questions to ask yourself:

1. Can you do it? The project you have planned will take just over 3
months (31 May to 1 September), cost you £345k, and requires the
time of Mary, Dave, Adam and a contractor. Do you actually have
this time and money and access to these people?

2. Should you do it? Going back to your original reason for your
project, will the plan you have developed meet it? For example, if
you are moving office to reduce your office rental by £500k per
annum, then you will probably think spending £345k to achieve
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this is a good investment. However, if your saving is only £50k per
annum then £345k is probably too much to spend to save this
amount, and the project is not worth doing. The planning was still
a worthwhile activity as it proved this.

3. Can you do it any better way? Your plan is just one way of doing
the work: is there any way you can juggle the plan to do it faster,
cheaper or better? You do not need to look at everything, but by
exploring the key items in cost and the things that make the time-
line as long as it is, you may find things you can cut. Look at how
you can juggle between the five dimensions of the project: time,
cost, scope, quality and risk.

In the project example, the major costs are the deliverable variable costs
– buying the furniture and PCs for your staff. If you need to reduce
costs, can you buy cheaper PCs or cheaper furniture? £1,000 may be
considered a lot for an office PC, especially if you are buying 100. Find
out if you can get them cheaper, as reducing the cost to £500 will save
you £50k, which is about 15 per cent of the budget.

You should also review the time your plan shows the project taking. To
do this there is one useful piece of project management jargon to under-
stand, that is the critical path of a project. The critical path is the series
of tasks that create the timescale of the project. Other tasks that are not
on the critical path can move around without changing the overall
length of the project, unless they are changed so much as to become the
critical path. In the office re-fit project, the critical path is shown by the
tasks in italic (see Table 3.8).
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If any of the dates in italic move, then the whole project timeline will
change. For example, if task 1.1 (Document needs) or 1.2 (Write tender)
are one day late in completing, then the whole project will be one day
late and slip from 1 September to 2 September. In comparison to this,
task 4.5 (Install software on PCs) can slip by two weeks without
changing the overall end date.

For you to improve on the timeline of the project there are various
factors to consider:

� Can you remove any of the tasks? In this example, there are lights
already in the offices and although they are not perfect, they are
good enough and can be changed later on. This will remove task
2.2.1 (Install new lights), and so save £6,000 of cost and reduce the
contractor’s work by 3 days.

� Are estimates reasonable or can they be reduced? This is an obvious
concept to explore, and if you challenge estimates you will find that
some are longer than they need to be. However, if you are too
aggressive in challenging people, you may get shorter times in the
plan, but they will be unrealistic.

� Can you remove any dependency? For example, if task 4.6 (Install
configured PCs) was not dependent on task 3.5 (Fit new furniture)
you could start it on 21 July rather than 9 August. This is over two
weeks earlier and would allow you to complete the project on 16
August rather than 1 September. Unfortunately in this case you
cannot – but check all dependencies as sometimes you will find they
are not correct.

� Can you overlap any tasks? Task 4.6 (Install configured PCs) may
require 3.5 (Fit new furniture) to be started as you need desks to install
the PCs on. But you don’t really need it to be finished, as you do not
need 100 desks to be installed to fit the first PC. This means 4.6 must
start after 3.5, but only so enough desks are completed to put PCs on.
If you start 4.6 after two days of desk installation, it will start 10 days
earlier than in the current plan, and the overall plan will be shortened.

� Can you use any of the resources more efficiently? The best way to do
this is to look again at the plan. In the plan the tasks are ordered by
WBS number. Re-sort the plan to order the tasks by who is doing
them, followed by the date each task starts, as shown in Table 3.9.
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If you analyse the work of each individual member of the project
team (Adam, the contractor, Dave and Mary) in Table 3.9, you can
determine that:

� The contractor is involved in the project from 21 June to 8
August, but doing nothing between tasks 2.3 (Fit carpets) and 3.4
(Fit new furniture). This means that from 8 July and 21 July, or
for 9 working days, the contractor you have employed has no
work to do.

� Dave is involved on the project from 31 May to 23 June, but
doing nothing between tasks 1.4 (Send to possible contractors)
and 1.6 (Review responses). This means that from 2 June to 15
June (10 working days) Dave has no work to do.

� Mary is involved on the project from 31 May to 1 September, but
doing nothing between 7 June and 4 July (20 working days), and
again from 22 July to 8 August (12 working days).

You want everyone in the project team to be busy all the time they
are on the project. To achieve this you may need to move some tasks
around. For Dave and the contractor it is difficult to see any way to
easily re-organise the plan so these gaps do not exist, However, by
warning them in advance, they could possibly find other work for
this time not related to your project (and in the case of the
contractor you may save some money by doing this). Alternatively
you could expand the scope of the project and get them to do some-
thing additional. Mary needs to be involved until the end of the
project, 1 September, to complete the work on installing the PCs.
However, as tasks 4.1 (Choose new PCs) to 4.5 (Install software on
PCs) are not on the critical path, they can be moved. In the original
plan she was due to start task 4.1 (Choose new PCs) on the earliest
date she could, i.e. 31 May. Alternatively she could start work later –
up to 12 days later – without impacting the project schedule at all. If
this change is made, she will not be left waiting between 22 July and
8 August for other tasks to start.

� Can you add in more resource? Would any of the tasks be completed
faster if more people were to work on them? Not all tasks are
capable of being split amongst people, but it seems reasonable to
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assume that if tasks 3.5 (Fit new furniture), 4.5 (Install software on
PCs) and 4.6 (Install configured PCs) had two people working on
them rather than one, they could be done twice as fast.

If you make all these changes, your final plan looks like Table 3.10.
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Now you have a plan and are ready to start your project!

Step 3.9 Review the plan with your project
customer

The final activity for you to do is to explain your plan to your project
customer. The key information they will probably be interested in is the
time and cost of your project. Once they understand this and accept it,
you will move on to the next step – delivering your project.

When your customer reviews the plan, there are typically two challenges
they may give you, which you should avoid. Your customer may well ask
for:

� The project to be done more quickly and cheaply. Resist the tempta-
tion to agree to this; you now know much more about the plan than
they do. If they have a great idea as to how to achieve the reduction
in time or cost, then fine. But generally, if the project customer
wants the project done more quickly or cheaply, then something else
has to change. Perhaps you can reduce the scope or quality of deliv-
erables – if not, then the plan must stay as it is.

� The contingency to be removed. Your customer may think that if the
project is planned properly, you do not need really need contin-
gency. You know you need it, but it can be difficult to justify. The
way you justify it depends on the relationship with your customer,
but you have three main choices:

� Try to convince them the contingency is essential. This is the best
way, but it is not always possible. Consider contingency as an
insurance premium.

� Show them only the milestones. Do not explain the detailed plan,
but only explain high-level milestones. In the example used in the
chapter, the project completion is shown as 13 September. If you
deliver on 12 August and save them some money they will be very
happy!

� Hide the contingency by padding out other tasks. This is not a
good way of managing work although it is often what project
managers end up doing.
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Whatever you do, do not fall for the trap of taking out the contin-
gency!

When you start your project and have agreed the overall Project Plan with
your customer, you have set an expectation with them that the work will
be complete in a certain time and to a certain budget. As you go through
the project anything might happen to stop you achieving this – perhaps
your plan is wrong, perhaps some issues arise which you have not fore-
seen, or perhaps the customer asks for some change which extends the
project.

Whatever causes the project to change, it is best to make sure your
customer understands this as soon as possible. If you think your project
will be late or over budget, tell your customer as soon as you know, and
do not wait for the end of the project for this to be a surprise to them. You
must manage their expectations so that what happens is what the
customer expects.

When you go to the garage to have your car fixed, you may want it done in
one day but sometimes the garage cannot do this. Isn’t it better when
they tell you at the start that the car will take three days to fix, rather than
you turn up at the end of the first day only to be told to come back later?
Similarly, if when fixing your car the garage finds a further problem
which will take them an extra couple of days to fix, don’t you want them
to call you and tell you – or would you prefer to turn up again and be told,
‘Oh sorry, it’s not ready, come back in two days’ time’? Most people like
to know in advance if there will be a delay or an unexpected increase in
cost.

Great project managers know that managing expectations is the key to
keeping your customers happy – and a happy customer is a sign of
success.

Manage expectationsKey drivers 
for success 3

PROM_C03.QXD  6/3/06  2:43 pm  Page 79



 

PROJECT MANAGEMENT: STEP BY STEP

80

Key tips
� Resist the pressure to skimp on planning so you can start the work

immediately. What time you spend up-front on planning will be
repaid several times over in time saved later.

� Understand the difference between the effort an activity takes and
the duration of it.

� Contingency is not poor management, but a realistic and essential
component of a plan to account for the risk inherent in any task.

� Focus on getting your plan complete more than worrying about
estimates. A poor estimate will mean you may overrun on time, but
a missed task may mean you cannot complete the work. (Read
Chapter 5 for some important tasks that are easy to forget at plan-
ning time.)

� Get the right team, as no matter how good a plan you have, without
the right project team the work will not get done.

� Planning software helps you present and manage your plan, it does
not ensure your plan is any better.

REFERENCES

� Copies of the planning, staff view and cost forms in MS-Word and
MS Excel format can be downloaded from the web site at
http://www.pearson-books.com

� As this subject is core to project management, almost any book 
on the subject will cover this. Some references, if you want more
examples, are:

The Definitive Guide to Project Management (Financial Times
Prentice Hall) by Sebastian Nokes et al., 2003, Chapter 5.

Practical Project Management: Tips, Tactics and Tools (Wiley) by
Harvey A. Levine, 2002, Chapters 2–6.
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The Project Workout (Financial Times Prentice Hall) by Robert
Buttrick, 2nd edn, 1999, Chapters 6, 7, and 21.

The Project Manager: Mastering the Art of Delivery (Financial Times
Prentice Hall) by Richard Newton, 2005, Chapter 5.

TO DO NOW

� Start getting ready to brainstorm a task list:

� Where are you going to do it?

� When are you going to do it?

� Who are you going to work with? Do they offer the best combi-
nation of common sense and experience of this type of work?
Have you got the time booked in their diaries?

� Having completed the brainstorm, continue with the following parts
of this step – and continually ask yourself, do you believe the plan
you are developing?
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Manage delivery

Step 4

4.1 Start the project
4.2 Plan your day
4.3 Collect information and reports
4.4 Monitor and manage progress
4.5 Identify and resolve issues
4.6 Identify and manage risks
4.7 Manage changes
4.8 Take action to ensure the project’s

success
4.9 Keep your customer informed
4.10 Update the Project Plan or Project Budget

1: Understand the basics

2: Define the ‘why’ and the ‘what’

3: Create your Project Plan

4: Manage delivery

5: Complete your project

THIS CHAPTER COVERS:

� The day-to-day work of the project manager on an active project.

To ensure that all the different considerations in managing a project are
covered, the detailed example used in Chapter 3 is continued. When you
have completed this chapter you will understand most of the work of the
project manager.
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Setting the scene
In the rest of this chapter I continue with the example of the office move
project started in Chapter 3. To set the scene, and to show different ways
the project approach can be used, I am going to briefly use a different
example, this time of organising a conference.

Imagine you have been asked to set up a series of conferences. You have
developed a full understanding of what is wanted. You must organise
four big conferences with several hundred people at each, who all should
be looked after throughout the three days of every conference. Speakers
and presenters need to be identified and invited. Marketing materials
must be developed and distributed. Attendees have to be contacted,
invited, and fees collected from them. You want the conferences to be
sponsored by some large corporations. The conference centres them-
selves need to be identified, booked and set up specifically for your
requirements. Travel, catering and accommodation need to be arranged
for everyone. All in all this is a complex activity, which will require
several people to work on for some period of time to achieve the objec-
tive; in other words, it is a project.

So, you develop a well-structured Project Plan and identify who will do
all the work to arrange the conferences. Can’t you now just sit back and
let this project happen according to the plan?

Unfortunately, the answer is no. Things do not happen by themselves.
When you have a plan describing how to do a project, the work still
needs to be explicitly allocated and explained to people. No one will
book the conference venues unless they are asked to. Even when you
have a project team who understand the plan and their role on it, they
may not reliably get it all done. People have lots of things to do apart

THE CENTRAL POINT IS:

� Projects need to be actively managed to ensure they are successfully
delivered. There is a straightforward set of management tasks a
project manager has to undertake throughout the life of a project,
to ensure the smooth progress of the project.
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from your project, and will not automatically keep their attention on it.
Your project team members may be working on one or two other proj-
ects as well, and unless you keep them focused, they may not do the
work to arrange your conferences quickly enough. As they work on your
project, problems will arise. These problems, if they are not resolved, will
cause progress to be interrupted. For instance, one of the key members
of your project team may become ill and not be able to work over a crit-
ical period in the project. To make matters worse, customers have a
tendency to decide halfway through a project that they want something
different from what they originally asked for – perhaps your customer
decides that rather than four conferences of three days each, it is better
to have three conferences of four days each. Such a decision will throw
your work into disarray. For these reasons, and many more, projects do
not just happen, they need to be led, managed and directed, and this is
the role of the project manager.

Introduction to the role of the project manager
Having reached this stage in the book, you are in an excellent position to
deliver your project successfully. You clearly understand why you are
doing the project, what it will deliver, and how you will deliver this.

The goal you must now strive to achieve is to deliver your project
predictably to the defined scope, quality, time, cost and level of risk.
Everything you have done up to this point will help this – now you must
make it happen. To achieve this you need to:

� Ensure that the project is started properly, and that each project
team member understands their role and what tasks they need to
do.

� Manage progress and ensure day to day that the work on the project
is moving along as you have planned.

� Resolve any problems that are getting in the way of progress.

� Look out for things in the future that may get in the way of
progress, which you can avoid by taking action now.

PROJECT MANAGEMENT – STEP BY STEP
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� Make certain that the project objectives remain relevant to your
customer, and where they do not, change the project in a controlled
way.

Apart from starting the project, these tasks are not one-off activities, but
a continuous set of work for the project manager through the life of the
project. On a small project such tasks will not keep you 100 per cent
busy and you will have time to do other things. On larger projects the
role of the project manager is a full-time one.

To be effective as a project manager requires that you keep yourself
immersed in the day-to-day work of the project and understand what is
happening. You also need to keep talking all the time to the project team,
telling them what needs to be done and finding out how they are
progressing. Project management is not a hands-off activity, it requires
focus, attention and ongoing interaction with everyone involved in the
project.

Before I define how to perform these tasks on a live project I explain the
key items you must manage, and introduce four pieces of useful project
management jargon:

� Progress

� Issues

� Risks

� Changes.

Measuring and managing progress on a project

The most important task for the project manager is to manage progress
– that is, to ensure that a project is moving forward, at an adequate
speed, to deliver the desired end result in the timeframe wanted without
spending more money than was expected.

Managing progress is about ensuring that the pace of work being done
by yourself and other project team members is matching that planned
and required. To be able to determine this, you must have a way of meas-
uring progress. Because you have a plan, you have something to measure
with – and that is one way to think of the plan, as a project manager’s
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measuring device. However, a plan is simply a view of how the future
might work, it is not a statement of reality and no project ever goes
exactly to plan. The plan provides a baseline for the project manager to
assess whether things are going fast enough or not – and if they are not,
to take action to speed them up again. Consider a single task on a plan:

� If the task has a start date of 1 September and is allocated to David,
then by 1 September David should be working on that task, or else
the project will start to become late.

� If the same task is due to be complete by 15 September, unless it is
100 per cent complete by 15 September, your project is becoming
late.

In both cases, if you want the project to stay on time you must take some
action to get the task completed on time. Remember though, when you
developed your plan, you put in the reasonable time to complete a task
– not the maximum, so you are almost certain to run late on some tasks.
Running late in itself is not a problem, and you should expect it to
happen now and again – but you need to know that it is happening,
decide what to do about it, and implement the action you have decided
upon.

The key to measuring progress is to understand that progress is about
completing tasks, and not just working on them. Just because you are five
days into a ten-day task does not mean you are halfway through it, it
simply means half your time is used up. From a project manager’s
perspective, being halfway through a task means you have completed
half the work that needs to be done. It is often very difficult to assess
quite how much of a task has been done, so the simple rule of thumb for
a project manager is that a task is either 0 per cent complete, or it is 100
per cent complete and finished. You should only accept that tasks are
complete when they are 100 per cent complete.

To measure progress, you must collect information on how much work
people have done. Whilst it is good to trust people, as the project
manager you don’t just want people to say they have done tasks, you
should ask for evidence. If a project team member is meant to have
produced a report, ask to see it. If a project team member is meant to
have done some market research, ask him to show you the results. If a
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project team member is meant to have ordered 50 PCs, ask her to
confirm when they will be delivered. If a project team member is meant
to have thought about and planned some work, ask to see the plan. Some
tasks create an easily identifiable physical deliverable whilst others do
not, but even those that do not usually produce something which can be
measured indirectly or have some impact that can be assessed. Consider
the situation in which one of the tasks requires a team member to meet
and interview a specialist for advice – for evidence, ask to see the
meeting minutes or notes. Perhaps a task requires a project team
member to motivate some staff: for evidence talk to the staff yourself –
do they seem more motivated?

Once you have a view of the work completed, you can check this against
the plan to see if you have made as much progress as planned. You
should check two main things:

1. That you are progressing at least as fast as you planned.

2. That you are spending your budget no faster than you planned.

There are two ways of looking at the rates of work being done and
money being spent:

� Relative to the expected position on plan. If your project is due to
be completed on 1 September, every day you are running late
implies a day late at the end unless you can take action to recover
this time. The simple question is: what is today’s date and have you
done as much as you expected, according to your plan? Similarly if
you only expected to have spent £100 and you have spent £200, then
even though your overall budget is £10,000, you are going to be
£100 over budget unless you can recoup this money.

� As a trend. Often forgotten but also important is the trend in
progress, and projecting this trend into the future. For example, if
you are three days behind after three weeks, it may not be a disaster
if one identified task has overrun by three days. However, if the
trend is that you are actually slipping one day every week and have
under-estimated everything by 20 per cent, then it might be. A good
project management saying is ‘slippage occurs one day at a time’ –
you never find yourself suddenly two weeks late, you become late
one day at a time. If you are two days into a 100-day project and you
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have only done the work your plan said you should have done in
one day, you may not think you have a problem. You can almost
certainly catch up one day when you need to. On the other hand,
you are starting a bad trend as so far your project is taking twice as
long as it should take. If this trend continues you are in trouble.

Sometimes you will find your project is moving ahead successfully.
However, if everything always went according to plan, you probably
would not need a project manager. And the key reason for measuring
progress is to understand when you must take action to speed things up! 

If you are behind on time relative to the plan, or over-spent, of course
you do have your contingency to dip into. (In Chapter 3 I introduced
adding contingency time and budget to a project, so you have some
buffer in case things do not go according to plan.) Your aim should be
to try to complete the project without using any contingency, but some-
times this cannot be done. Perhaps you have built ten days’ contingency
into your plan, and find after a couple of weeks that you are running two
days late, then you are still on target to complete your project within
your contingency time. You should try to recover these two days by
doing some other tasks more quickly, but this cannot always be done. Do
not forget the project’s contingency is finite, and you may also need to
use it later in the project. Hence another good rule of thumb is that you
must use contingency no faster than the project’s overall progress. For
example, when you are halfway through, you should have used a
maximum of half of your contingency, and preferably less. If after two
weeks of a 12-week project you have used up the entire planned contin-
gency, then you should be concerned and you are probably going to be
late in finishing your project.

Issues

Problems that get in the way of project progress are called issues by
project managers. Much of your time will be spent resolving issues.
Issues can arise in any task you are doing whether or not it is a project
and can take many forms. Your car may break down on the way to work:
this is an issue. A colleague you needed to meet up with to complete
some work may fall ill on the day you needed to meet her: this is an
issue. A piece of equipment you wanted to buy for which you have
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£1,000 may cost £2,000 and you do not have the money: this is an issue.
The computer program you are writing may be more complex than you
thought and will take you ten days to write rather than the five you
planned: this is an issue. If these problems occurred as part of your
project, you must find a way around them.

Project management is a structured way for ensuring an objective is met,
and it has a structured process for resolving issues. By applying a struc-
tured process, issues are more likely to be resolved successfully. The steps
to sort out issues are:

1. To make sure that the issue is identified and understood.

2. To develop some appropriate action to resolve the issue.

3. To allocate someone with responsibility for performing this action
and hence resolving the issue.

4. To set a date for it to be resolved by.

Risks

You can prevent many of the worst issues by predicting what might 
go wrong in future, and taking some action now to avoid this 
prediction becoming true. This prediction is done by looking at project
risks.

Because the future is not fully predictable, risks are present in everything
that you do. You may be planning to launch a successful new product
next year, but there is a risk your competitors may do something similar
first. You may have some land on which you want to build a house, but
there is a risk you will not get planning permission. You may want to fly
to Indonesia next week, but there is a risk all the tickets have been sold
already. You may be planning to paint your front room, but when you
remove the existing wallpaper there is a risk that the plaster work under-
neath is in too bad a condition to be painted.

In a project, some of the risks will be related to the assumptions you
made in planning the project. (These assumptions should have been
documented in the Project Definition.) An assumption is, essentially, a
best guess – not a fact. For every assumption there is a risk that it is not
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true, and if it is not true this will have an impact on your project.
Consider two different examples in the Project Definitions in Chapter 2.
Two assumptions were ‘the wallpaper is OK to paint over’ and ‘the market
research we performed 6 months ago still provides a reliable view of the
opportunities in the market’. If either of these turns out not to be true
then it will have a major impact on the projects. In the first case, when
you start to paint it will not work, and your project will end up taking
longer as you may have to find another way to paint the room. In the
second case, if the market research is wrong then the product being
developed may not sell and the whole project will be a failure.

If you know what the risks are, you can take action now to stop them
occurring and having a negative impact on whatever you are trying to
do. However, the list of possible risks is almost infinite, and so you need
to find a way to focus on the most important risks only. To do this, you
need to have some easy way of assessing and prioritising the risks you
focus on. Prioritisation of risks can be done by looking at two aspects of
risk: the likelihood that the risk will happen, and the impact on the
project if it does.

There are many ways of measuring impact and likelihood. In practice,
on all but the most complex of projects, it is sufficient to measure them
by judgement and using a simple descriptive score. Both impact and
likelihood can be judged to be high, medium or low. This descriptive
score is going to be used for some simple arithmetic, so it is converted
to a numeric score of 1 (low), 2 (medium) and 3 (high). The priority of
your risk is simply the arithmetic result of multiplying the impact score
by the likelihood score. The risks with the highest score are the ones you
must worry about most, and have the highest priority to take some
action about.

For example, consider the following four risks relevant to a project to
launch a new product:

1. One of the tasks on your Project Plan is about to start. It is not on
the critical path and does not need to be started for another three
weeks. The person doing this task has had flu recently, but is now
back in the office. You are concerned they may not be fully 
recovered and will take a further couple of days off. But you think
the likelihood of this is low, and given the three weeks before the
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task needs to start, the impact will also be low if it does happen.
Likelihood = 1, Impact = 1, so Priority = 1.

2. Your product will be packaged in a box. The box is essential to the
sales. Your main supplier of boxes has financial troubles and it
looks as if they will go bankrupt. However, you have two other
suppliers who can easily and reliably provide the box. Therefore,
likelihood of this risk occurring is high, but the impact is low.
Likelihood = 3, Impact = 1, so Priority = 3.

3. You undertook some extensive market research before you started
the project and this shows the product will be a success. Because
you spent so much time and effort on the research, the likelihood
of it being wrong is low – but the impact if it is wrong is very high.
Likelihood = 1, Impact = 3, so Priority = 3.

4. Sixty per cent of the sales of this type of product happen at
Christmas, so for the project to be a success it must be completed
in time for a Christmas launch. You have planned your project and
you can do it before Christmas, but there is no contingency in the
plan and all the tasks have to be completed in the shortest time
possible. There is a very high likelihood you will not meet the
deadline and the impact is also very high. Likelihood = 3, Impact
= 3, so Priority = 9.

If you were going to prioritise one of these risks to take some action
about, it should be the fourth as it has both a high likelihood of
happening and will have a high impact if it does. You can probably
forget the first, and with the availability of alternative suppliers you have
a good solution for the second. The third one needs to be explored a
little more, for although the likelihood is low, the impact is so high that
you may want to do even more research to make the likelihood of your
research being wrong lower still.

Project management is a structured way for ensuring an objective is met
– and it has a structured process for managing risks. By applying a struc-
tured process, risks are much less likely to occur and have a negative
impact on the project. To manage risks:

� Make sure that risks are identified and understood.
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� Focus on those risks that have the greatest combination of
likelihood of occurring and possible impact on the project.

� Develop a risk strategy for the key risks.

� Allocate someone with responsibility for carrying out this strategy.

� Set a date for this strategy to be implemented.

In terms of a strategy for handling any one risk, there are many different
things you can do, but generically the approaches are to:

� Ignore it altogether. If the likelihood is low and the potential impact
is also low, then it is perfectly valid to ignore the risk.

� Monitor the risk. Do nothing, but periodically review the risk to
make sure it is not becoming more critical. Some risks have a good
combination of low likelihood and low impact but need to be 
monitored as either of these can change in some situations. For
instance, if your project required some work to be done outside, you
may choose to do it in summer as the weather is driest. You could
take some precaution against the rain – alternatively you can do
nothing, but watch the weather forecast and only if it is 
deteriorating take precautions against the rain.

� Reduce the likelihood of it occurring. One way to reduce risk is to
take action to reduce the likelihood of something occurring. For
example, if you think you may not have enough money in a bank
account to pay your bills, if you put more in the bank, the likelihood
of running out is reduced. You have not reduced the impact if you
do run out of money but you have reduced the likelihood of
running out.

� To reduce the impact if it does occur. The alternative way to reduce
risk is to take actions now to reduce the impact of a risk upon you if
it does occur. For example, consider again the situation where you
think you may not have enough money in a bank account. If a
friend agrees to pay your bills, when you run out you have reduced
the impact of this risk. You have not changed the likelihood of
running out of money but you have reduced the impact.
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� To have some contingency plan in place. This is similar to the
previous approach, except instead of taking action now, you develop
a plan to implement only if the risk happens.

Changes

How often have you had a clear idea in your mind of what you want, but
when you started to do some further work found that your ideas
change? Projects are not immune to such changes, and project
customers will often ask for some change to the deliverables whilst a
project is already under way and fully planned.

The problem is that you have agreed a time and cost within which to
complete the project. If you change the deliverables, you may also
impact the end date, or the cost of the project. Given that project
management is a structured way for ensuring an objective is met, it has
a structured process for managing change. By applying a structured
process, changes will only be undertaken if they are agreed with the
customer, and he or she understands the impact of them on the project.
The approach to manage change is to:

1. Ensure change is controlled, and no change is made without using
the change control process.

2. Assess every change in terms of its impact on the project. For
example, does it increase time, budget required, or the level of
risk?

3. Accept the change only if the project customer agrees to the
change, having first understood the impact on the project of the
change.

Poor change control is a very common reason for project failure.
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The step-by-step guide
STEP 4 – Managing delivery

Step 4.1 Start the project
Projects do not start by themselves just because you want them to, or
because you have developed a plan. Projects require a push to get
started. This push is something you, as the project manager, must give
the project team.

Before you give your project this push, it is usually worth having a final
conversation with your project customer, to:

� Confirm the Project Definition and that there are no last-minute
changes.

� Clarify the implications of the Project Plan. Make sure the customer
understands and accepts what the project will cost and how long it
will take (including contingency).

� Confirm that you have access to the resources you need and it is OK
for you now to start using them.

Once this is done it is time to get the project started. The push you give
a project is to communicate with everyone involved in the project. Each
person in the project team needs to know:

� What their role on the project is, and what tasks you are expecting
them to do in what order.

� When they need to do these tasks.

� What resources they will have access to in order to complete their
work.

� How you expect them to keep you updated on progress.

At this stage it is also worth asking all members of the project team for
any issues, concerns, ideas and suggestions. (It is not too late to change
the plan if someone has an idea of how to do it better.) It is also impor-
tant to try and motivate and excite people about the project, as well-
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motivated people are much more likely to work hard and deliver the
result you want.

For a small project this can be done by talking individually to each
project team member. For a large project it is useful to run a meeting
called a mobilisation session. This is a meeting in which you bring the
whole team together and explain the Project Definition, the Project
Plan, make sure everyone knows their roles, and respond to any ques-
tions people have.

Now the project is rolling!

Step 4.2 Plan your day
You have a complete Project Definition, a good Project Plan and a
Project Budget. You have briefed the project team and they are now
working. So what do you do on a day-to-day basis? The funny thing is
that you are about to manage a piece of work which is planned out step
by step in your Project Plan, but the one thing that is not planned in the
same way is your job as the project manager. Do not be under any
misapprehension though – there is plenty to do!

Your job is to make sure that everything that needs to happen, to keep
the project going towards the desired end result, happens. Anything can
occur on a project and you should start every day by thinking:

� What things are causing most difficulty to the project now (typically
related to progress and issues)?

� What are the things that are most likely to cause problems to the
project in future (normally relating to risks and changes)?

� What actions are my responsibility to undertake?

� Which are the most important things that I need to resolve now?

Having thought this through, you know what you need to overcome so
you can plan out what you are going to do today. This will need to be
prioritised and changed on an ongoing basis as different issues occur –
and they will occur every day.
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For a project manager it is important to understand that you are not
personally responsible for doing everything (unless it is a one-person
project) – there is a project team. But you are responsible for ensuring
that everything happens, and that someone in this team does everything
that needs to be done. Your role is like the conductor of an orchestra:
you play no instrument, but unless you do your work, the sound from
the orchestra will be a cacophony and not the wonderful concert
desired.

You know your objective, it is very clear. You know how you will get
there, this is also very clear. On top of this, you have a set of tools and
techniques to allow you to manage the project. The remainder of this
chapter gives you the tools to do what the project manager needs to do:

� Steps 4.3 to 4.7 are ways to give yourself the information to make
decisions about what you need to focus on.

� Steps 4.8 to 4.10 are how you go about doing things once you know
what they are.

Step 4.3 Collect information and reports
As your project progresses you need to collect various information so
that you can determine what you should be doing as the project
manager. If you are working on a project, by yourself and for yourself,
then this will happen automatically as the project goes along. However,
when there are many people working on a project, you need to put effort
into collecting information from them as the work progresses.

Some information will come to you naturally on a day-to-day basis as
you interact with people and ask them to do things. However, it is good
practice to have a formal update meeting once a week with the members
of your project team. You should try to make this meeting as short as
possible so it does not get in the way of working on the project. The
information you want from each team member is:

� What they did in the last week. Was it as planned, and what was
produced?
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� What they plan to do in the next week. Does that match the project
plan?

� Are there any new issues, risks or changes they need to raise?

� What is the progress on any issues, risks or changes they are working
on?

Following this meeting you are in a position to report to your customer.
You need to consolidate the information from all the people in the
project and only provide the key information to the customer, consisting
of:

� Overall project status – are you on track or not?

� If not, what will you do to bring the project back on track?

� Your current view of the likely outcome of the project.

� An overview of what was done last week and what will be done next
week.

� Any decisions you need from the customer – for example approvals
to changes.

A simple progress report should be produced which is at most one page
of A4. A suitable example of a report format is shown in Table 4.1.

Although this report is very short and simple, it provides most
customers with all the information they need to have a sufficient under-
standing of the project status. The aim is not to overload your customer
with detailed information, but to provide enough to give a good idea of
status, to avoid them getting any surprises if there are problems with the
project, and to give them confidence that the project is in safe hands!
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PROJECT REPORT Project Name: Office Re-fit Project

Reporting period: Week commencing 18 July

Project on No – 2 weeks late Estimated 26 August
track? currently completion date

Estimated £355,000
completion budget

Description of status – The project generally is running well with few critical
issues or problems. However the initial delay in finding
a suitable contractor has not been recovered and we
continue to run 2 weeks late. In addition, the contractor
has advised us that our initial estimates for time to fit
the offices were overly optimistic and so we now esti-
mate a completion date of 26 August. This is within our
overall contingency, but does give concern that if any
unforeseen problems arise we may be late.

– However, the contractor’s work is slightly cheaper than
expected.

– If the proposed change to expand the project to 110
staff rather than the current 100 is approved, the
project will be extended by a further 4 days and £22k.

Main actions done – Removal of old furniture.
this week – Fitted carpets.

Main actions to be – PCs will be delivered.
completed next week – Start installation of software on PCs.

Issues to be aware of – Desks cost has risen to £400 per desk, meaning an
increase in costs of £10k.

Risks to be aware of – Risk of late delivery of furniture.
– Risk of late delivery of PCs (due next week, but no sign

of them yet!). However, will not immediately impact 
critical path.

Approvals required – Change raised to expand project to 110 desks.

Table 4.1 Example of a project report
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Step 4.4 Monitor and manage progress
The project manager should be monitoring the progress of the project
continuously. This will happen informally all the time as you work on
the project, and once a week formally with the project team in your
review meeting. The basic process for monitoring and managing
progress is to look at what tasks are completed, and what should 
have been completed and then ask yourself the following series of
questions:

� Are you on schedule or not, relative to the plan? Are there any
trends you are worried about?

� If there is any slippage, what is the impact? Are the late tasks on the
critical path or not?

� How much time are you late? So how much do you need to recover
to bring yourself back on track? Are you likely to slip beyond your
contingency time?

� What options are there for recovering this time?

� Which option is best?

STEP 4: MANAGE DELIVERY
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A project has a defined objective which is meant to be complete within a
pre-defined amount of time. On some days you will find the project team
are successful in moving the project forward, on other days they will be
less so. Perhaps the task they are doing is complex, or a difficult issue
has arisen, or simply the team is not motivated on that day. No one works
flat-out all the time, but in your role as the project manager you need to
ensure that progress is being made all the time.

When you relax and do not push the project team to keep delivering, they
will also tend to relax and progress will slow down. Usually if the odd day
or two is lost it can be recovered, but if you are not careful you will be
starting a trend for the project to be late.

Drive progress relentlesslyKey drivers 
for success 4
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When slippage has occurred, there are an infinite variety of actions you
can take. The actions you choose will depend on the specific situation
you are in, but typically include:

� Getting your team to do subsequent tasks more quickly. This is often
the simplest way of recovering time. It is not always possible, but
often if you ask people to focus on your project and put in a little
more effort, some slippage can be recovered. If you work to keep the
project team motivated and interested in the project, they will often
automatically make up for any slippage that occurs. This only really
works if you are tracking your project closely and you need the team
to catch up a small amount of time, such as a few days.

� Accepting the slippage and using some contingency. This is a valid
option, but even if you are going to use up some of your contin-
gency you should see if there is another way of recovering the time.

� Adding more resources. This sometimes works, but it means you
may convert a slippage in time into extra budget.

� Looking at alternative ways to do what you are trying to do. There
are lots of ways projects can be done differently. If you look at the
tasks are there any that can be shortened? Or can any dependencies
be removed so tasks can be done sooner?

� Changing the project in some way. If you reduce your scope and
deliver less, the project can sometimes be done more quickly. This
should not be done lightly and always requires your customer’s
approval, but if you really are going to be late you should ask your
customer: ‘Would you prefer the project to be late, or on time but
deliver less?’

� Doing nothing. Accept the slippage and be late. This is a possible
option and sometimes you have no choice, but it is not always
acceptable to your project customer. If you keep doing this you
should ask yourself what value you are actually adding as the project
manager.

PROJECT MANAGEMENT – STEP BY STEP
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A good project manager faces challenges such as late tasks with the atti-
tude that there is always a solution, and actively seeks to find and imple-
ment it.

Step 4.5 Identify and resolve issues
At the start of a project you should have very few issues. If there are any,
they should have been documented as problems in your Project
Definition. However, issues will arise as the project progresses.
Unforeseen problems have a habit of occurring; in fact one of the most
important tasks of a project manager is in ensuring such problems are
resolved. Success in a project is not about having no problems – it is
about delivering in spite of them! What differentiates really good project
managers from average ones is the ability to overcome problems rather
than accepting them as facts of life.

As issues are identified they should be reported to you. This should be
done by all members of the project team as soon as they are identified.
To be sure you are aware of all problems, ask all team members at the

STEP 4: MANAGE DELIVERY
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Although the progress of a project follows a well-defined plan, the reality
is that day-to-day working is very dynamic and constantly raising chal-
lenges. You must respond flexibly to the challenges that arise, and recog-
nise if what you are doing is not working, as there is certainly another
approach that will work better. When problems arise that seem
intractable, try to think in different ways and usually you will find a way
around them. Also don’t forget to use the project team – when there is a
problem, asking everyone in the team for solutions will often throw up
innovative and practical solutions.

The best project managers adopt the attitude that all problems can be
solved, and that by thinking and rapidly applying that thinking, all projects
can be successful. This is not to say they do impossible things, but by
being flexible and creative in overcoming obstacles on projects, they get
around most problems.

Be flexible and creativeKey drivers 
for success 5
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weekly review session if there are any new issues. You must keep on top
of issues, as the number of them can build up. A large project may have
tens or even hundreds of issues.

Once you become aware of issues, document them in an issues log,
which provides a simple tool to allow you to manage them. For every
issue identify:

� What the issue is.

� When it was identified.

� What impact it is having on the project.

� Who is going to resolve the issue? This person is usually called the
issue owner.

� What the action to resolve the issue is.

� When it needs to be resolved by.

� When the next update on progress to fix the issue is due.

� Whether it is open (still a problem to the project) or closed (it has
been resolved and is no longer a problem). This is shown on the
issues log as ‘O’ for open, and ‘C’ for closed.

An example of part of an issues log for the office re-fit project is shown
in Table 4.2.
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You should manage the actions in the issues log like any other task on
the project and ensure they are being progressed. It is best to review this
log on a daily basis to make sure issues are being resolved. Regularly
contact owners of issues and ask them to confirm progress is being
made. If an issue is having a major impact on the project, or actions are
due for completion in the next day or two, phone whoever is responsible
for the action daily and make sure it is done. At your weekly review
meeting check that the owners are undertaking their actions. Important
information in this table is the ‘Date to be resolved’, which needs to be
treated as if it is a task end date on the plan and should not slip.
Additionally, because some issues do take several weeks to resolve, by
putting information in the ‘Update due’ column, you can start to ensure
that progress is being made even if the issue is not fully resolved.

A sign of a project in trouble is when issues do not get resolved and the
list keeps on getting longer and longer.

Remember your job is to manage the project – not to do everything. So
although you can own some issues, you should not be the owner of all
of them unless it is a one-man project team.

Step 4.6 Identify and manage risks
At the beginning of a project, think of all the risks that exist and priori-
tise them by the impact and likelihood, as described in the section ‘Risks’
at the start of this chapter. Start by reviewing the assumptions in your
Project Definition and decide if any of these add significant risk to your
project.

For larger projects, a good way to do this is to run a brainstorm with the
project team as part of the mobilisation session. Once you have this
initial log, you need to keep it updated. If additional risks are identified,
they should be reported to you. At your weekly review session ask all
team members if there are any new risks.

Once you become aware of risks, then you should document them in a
risk log. For every risk identify:

� What the risk is.

� What is the likelihood of it occurring.

PROJECT MANAGEMENT – STEP BY STEP
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� What the impact will be, if it occurs.

� What its overall priority is.

� Who is responsible for managing this risk.

� What the next action to resolve this risk is.

� When any actions need to be completed.

� What the current status of the risk is.

An example of a risk log is given in Table 4.3.
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You should manage the actions in the risk log like any other task on the
project and ensure they are being completed. At your weekly review
meeting check that this is happening.

Step 4.7 Manage changes
As the project progresses, it is common for the understanding of the end
goal to improve, and as a result for it to become apparent that something
on the project needs to change. Alternatively, the customer may decide
that the end deliverables are not now what is needed and he or she
desires to change them. Unless changes are controlled, you will not know
what the outcome of the project will be. The project may be late or it
could fail – or if change is continuous, the project may simply never
finish. The way to control changes is via a change management process.

The change management process uses a change control form. Once
changes have been identified they should be documented with the
following information:

� Document what the change is.

� Describe why the change is being proposed.

� Identify when the change needs to be accepted by, if it is to work.

� Identify the impact of the change – will it change the length of the
project, or the cost? Does it change the level of quality or risk?

� Note what the proposed action with regard to this change is.

� Keep track of the current status of the change: it can either be ‘in
review’; it can be ‘accepted’ (i.e. it is agreed and has been built into
plans); or ‘rejected’ (i.e. the project will continue unchanged).

� Sign off from the customer to the change.

An example of a completed change form is given in Table 4.4.

STEP 4: MANAGE DELIVERY
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The current project will deliver desks and PC facilities for 100 staff. This
change would increase, by an additional 10 desks, to 110.

This would provide the opportunity to shut down the small office in
London Road, which has 10 staff in it. Originally this was not viable as the
lease is for a further two years. However, the landlord has agreed he will
allow us to move out early without penalty so he can re-develop the site.
There is floor-space in the new office and if done, we will save the rental
on the London Road office from 1 November.

Timescale: +4 days
Cost: £20k for furniture, fitting and PCs, £2k for additional labour.
Other: Some minor risk implications. PCs are arriving next week; we
think an additional 10 can be sourced quickly. The furniture was ordered
about two weeka ago and will arrive in two weeks. The supplier has indi-
cated he can provide the additional 10 within a couple of days of
completing the main order, as long as he receives the order by 25 July.

PROJECT CHANGE Project Name: Office Re-fit Project

Last Updated: 16 July

Description of proposed change

Reason for change

When this needs to be agreed by

Impact on the project

22 July
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As part of your weekly review with your customer, you should go
through the proposed changes and how they will impact the project.
Your customer should then decide whether to accept or reject them. If
the change is accepted, it needs to be explained to other project team
members and, where necessary, the Project Plan and Project Budget
must be updated.

For big projects, or those which have a lot of changes, you may need to
keep track of all the changes in a change log. An example of a change log
is given in Table 4.5.

PROJECT CHANGE LOG Project Name: Office Re-fit Project

Last Updated: 25 July

No. Change description Owner Current status Update due

1 Include refitting of all cupboard Dave Rejected n/a
space in office

2 Change PC specification to Mike Accepted n/a
flat screen

3 Expansion to 110 desks Dave In review 29/07
4 Expansion of project to include Dave In review 29/07

upgrading telephony PABX

Table 4.5 Example of a change log

STEP 4: MANAGE DELIVERY
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We propose that this change is accepted. The timescale impact is minimal,
and cost is modest compared to savings.

Table 4.4 Example of a change form

Proposed action

Status

Customer approval

Date of customer approval

In review Rejected Accepted

not yet approved – for review this week

not yet approved – for review this week

�
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Step 4.8 Take action to ensure the project’s
success

By performing the previous parts of Step 4 you understand your
project’s progress, you understand issues and risks and the changes that
are being asked for. You have all the information you need to manage the
project, but managing a project is not simply about understanding it, it
is about taking action.

PROJECT MANAGEMENT – STEP BY STEP
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There are always lots of things to do on a project: tasks that need to be
completed, issues that need to be resolved, risk and changes that need
to be analysed, and customers who need to be briefed on progress. There
is sometimes a temptation for the project manager to get involved in
doing the work and not focus on managing it.

The title project manager is a deliberate one – it is not project doer,
project team member, or project worker. The role is to manage the
project – and it is an essential role. If people simply work on a project
without someone looking over, co-ordinating, directing and controlling
all the different activities it is unlikely to be a success unless it is a very
simple task.

Of course you may be working on a project by yourself, or it may be a very
small project, in which case you do not have a full-time project manager,
and you will get involved in doing the tasks on the plan as well. However,
even in this situation, do not confuse the work of doing tasks with
managing the project.

A good analogy is with the conductor of an orchestra. No-one expects a
great conductor to pick up an instrument halfway through a concert and
start playing. Everyone understands that his or her role is to conduct, and
that this is a critical role. The same should be true for a project manager,
your role is to manage the project and this is an essential role.

Be the project manager!Key drivers 
for success 6
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Action can take many forms: you may need to ask permission to access
a building; you may need to phone someone to check they are doing the
work they are meant to be doing; you may need to buy some stationery
for the project team; you may need to hire a contractor to get some work
done more quickly; you may need to talk to a project team member to
motivate them to work faster, and so on. The actions will cover the spec-
trum from large and complex tasks through to simple, quick acts.
Whatever the actions are, they do not just need to be decided upon and
planned, you need to make sure they happen!

Some project managers have the false impression that project manage-
ment is about monitoring and reporting, with some supporting admin-
istration. These are important parts of project management, but the key
role of the project manager is to keep progress going on the project and
to take whatever actions are necessary to keep this happening.

The action you take depends on what the information you have
collected shows. You must assess it all and decide what needs to be done
and implement the action in the most appropriate manner. Project
management processes and tools show when you need to take action
(for example, to recover time so you are not late or to overcome issues)
but they cannot tell you how to do this. Now is the time to use your
common sense and experience to come up with solutions – and having
determined solutions, to implement them.

Table 4.6 shows some examples of typical problems on projects and
what actions can be taken to overcome them.

STEP 4: MANAGE DELIVERY

115

PROM_C04.QXD  1/3/06  9:22 am  Page 115



 

Typical problems Constructive actions

When the project team starts to � Get the project team to succinctly define 
create a deliverable, they find the the area(s) of ambiguity.
definition provided by the customer � Arrange a short workshop with the 
is not clear enough. customer to clarify all ambiguous 

definitions.

When the project team starts to � Generate three versions of the Project 
create a deliverable, they find that it Plan, Budget and Definition:
cannot easily be created in the way 1. A revised plan and budget for 
it is defined without significant delay the deliverable as described
or cost. 2. A revised definition to meet the 

original cost and time.
3. A recommended balance between the

two.
� Present the options to the customer and

agree which to follow.

A member of the project team is � Assume the illness will last, i.e. do not 
unavailable due to illness and it is be over optimistic on speed of recovery.
unclear how long the individual will � Assess the impact on the project of not 
be unavailable for. having this person.

� If impact is significant then look for
alternative ways of getting the work
done:
1. Can you get another person easily?
2. Is it possible for other team members

to do the work, possibly paying for
overtime?

3. Can you find and use a contractor?
4. Is it possible to buy a service in from

an external company?
� Select best option and implement.

The project is running late. � Determine if the delay in progress is
important or not (some lateness may not
be a problem, it depends on the indi-
vidual situation).

� Review the plan and determine if the
time can be recovered as the project
progresses, or by using contingency.

� Identify other options to recover time.
� Assess if any option is viable and which

is best.
� Implement chosen option.

Table 4.6 Examples of project actions to overcome common problems
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Step 4.9 Keep your customer informed
The nature of projects is such that sometimes there will be problems. An
unforeseen issue will arise which jeopardises the project, or a risk
happens that you cannot do anything about. As the project manager,
your job is to try and stop this happening – and if it does happen, to
minimise the impact on the project. However well you apply structure,
rigour and good discipline, you are not a miracle worker and sometimes
the project will be late or over-spent.

One of the key differences between a good project manager and a poor
one is that a good project manager makes sure that a project delivers no
surprises. If the project goes wrong, there should at least have been a
prediction that it might go wrong (this is the purpose of the risk log).
And when it goes wrong, your customer should know; it should not be
a secret. Although giving bad news about a project is never a pleasant
thing to do, hiding it and leaving your customer with a potentially bigger
problem is far worse.

Often customers are very happy with projects that are late compared to
the original plan, or a little over-spent. However, this is only true when
they have been kept informed, and understand why it is late and more
expensive. Through good information flows, as the project progresses,
the customer should be briefed if the project is expected to be late.

STEP 4: MANAGE DELIVERY
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Project management is at its heart about people management. It is about
listening and understanding what your customer wants, explaining what
you want people to do, instructing the team on the order of tasks, and
watching for problems as they arise.

Although project management requires you to sit by yourself sometimes,
to think through what needs to be done and the best way to do it, it is work
that relies on the constant and continuous interaction with people. The
best project managers spend a large proportion of their time communi-
cating with customers, the project team, and anyone who can impact
progress on the project. This ongoing action of listening and talking is key
to successful project management.

Communicate continuouslyKey drivers 
for success 7
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Step 4.10 Update the Project Plan or Project
Budget

The Project Plan and the Project Budget are your predictions at the start
of the project of what it will take to deliver the project. As such, your
success is about meeting the timescale and the budget agreed. However,
the plan and budget are also tools to help you manage the project as it
happens. In some situations the plan or the budget become so different
from reality that you need to update them. This should be an
uncommon occurrence as what you are effectively doing is changing the
way you will deliver the project. You are also changing the basis of meas-
urement of the project.

If any change you make moves a milestone on the plan, alters the overall
timescale or changes the budget for a project, you must agree it with the
project customer.

The times to make changes are:

� If you realise that there is a better way to complete the project. This
does sometimes happen and is obviously a good thing!

� When you implement agreed changes. If a customer agrees to a
change that results in the timeline or budget for the project
changing, then the plan or budget must be updated to reflect this.

� When the issue(s) becomes unresolvable in the timescale or budget
originally allocated and there is a significant resulting overrun in
time or money. Changing the plan or budget is not something to be
done lightly, and should be done with a heavy heart, but occasion-
ally it is necessary.

When the plan or budget does need to be updated, then go through the
relevant parts of Chapter 2 again.

Key tips
� Remember, slippage occurs one day at a time. Keep on top of

progress. You do not suddenly become two weeks late, you become
two weeks late one day at a time.

PROJECT MANAGEMENT – STEP BY STEP
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� To understand your progress, you should look at your absolute posi-
tion relative to the plan, and the trend in progress.

� Contingency should not be used up faster than a project is
progressing.

� After identification, risks and issues should have actions allocated to
a project team member to resolve them. This action should be
managed like any other task on a project with a target date for
completion.

� Do not let change happen to a project in an uncontrolled manner.

� Project management is about taking action to overcome anything
that gets in the way of meeting your objectives.

� Good project managers ensure their customers know how the
project is progressing on a regular basis.

� The likelihood of success in projects will be increased not only by
following the correct process, and understanding what a project
manager needs to do, but by applying this knowledge in the most
constructive way. Be hands-on, communicate regularly, and manage
your customer’s expectations.

REFERENCES

� Copies of the report, risk, issue and change forms in MS-Word and
MS Excel format can be downloaded from the web site at
http://www.pearson-books.com

� As this subject is core to project management, almost any book on
the subject will cover this, although some are better than others.
Some books of several hundred pages simple cover one topic, such
as risk management, but this level of expertise is really only required
in very specialised situations. Some optional references to try are:

The Project Workout (Financial Times Prentice Hall) by Robert
Buttrick, 2nd edn, 1999 Chapters 21–25.
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The Project Manager: Mastering the Art of Delivery (Financial Times
Prentice Hall) by Richard Newton, 2005, Chapters 5, 7 and 10.

The Definitive Guide to Project Management (Financial Times
Prentice Hall) by S. Nokes et al., 2003, Chapters 4–7.

Practical Project Management: Tips, Tactics and Tools (Wiley) by
Harvey A. Levine, 2002, Chapters 4–8.

TO DO NOW

� Get ready to start your project. Are you comfortable to run a mobil-
isation session for the project team? It’s worth planning this out
fully. Do it well and you will have a motivated and energised project
team; do it badly and confidence in your skills as the project
manager may be dented.

� Get your project administration clear. Make sure you have all the
paperwork and forms you need, know how to use them, and are
clear about who on the project team has access to them. Will you
send forms out by e-mail, make them available on a web site, or use
hard copy paper versions only?

� Plan out your personal schedule and how you will manage actions,
issues, risks, changes and progress.

� Make sure the project team members have the meetings you want
them to attend in their diaries.

� Make sure your customer is available regularly to discuss issues and
progress. Forward book an hour a week in their diary. Even if you
don’t know precisely what you will use it for, you will find you have
plenty to discuss every week.
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Complete your
project

Step 5

5.1 Test the deliverables
5.2 Implement deliverables
5.3 Provide support to your customers
5.4 Release resources
5.5 Review for next time
5.6 Celebrate!

1: Understand the basics

2: Define the ‘why’ and the ‘what’

3: Create your Project Plan

4: Manage delivery

5: Complete your project

THIS CHAPTER COVERS:

� How to finish a project – which encompasses ensuring the deliver-
ables are complete, correct and usable by your customer.
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The activities described in this chapter are performed at the end of a
project. However, the tasks described take time and use up resources,
and so they need to be included in the Project Plan. Hence in Chapter 3,
I proposed reviewing the contents of this chapter to ensure the tasks are
planned in advance. The tasks in this chapter are often essential to a
successful project, and so they need to be built into project plans and
budgets.

Setting the scene
Suppose you have been running a project to write a small piece of
computer software for a business. The project team of five people has
worked on this for six weeks and has just completed writing the soft-
ware. Is your project over?

No. There are still some things to do. First, just because you have written
the software, it does not mean it works properly – the software has to be
tested. Once it is tested you may have greater confidence that it works,
but will your customer be able to use it? Normally you have to spend
some time installing it onto your customer’s computers and showing
them how to use it, and possibly running some structured training – in
other words, the software has to be implemented. Having implemented
the software, a few days later they may have some additional questions
or they may identify a bug that your testing did not pick up. So it is
usually good practice to provide some support to your customer for a
limited period after the deliverables have been handed over, to answer
their questions and fix any faults they find.

Now you can start to close your project down. The project team can be
‘released’, that is let go to work on another project to develop some other
software. But you probably don’t want them all to go at once. They

THE CENTRAL POINT IS:

� Successful projects end in a controlled way, with the project
manager making sure all the loose ends are tidied up. This often
requires testing the deliverables, and making sure your customer
understands how to use them.

PROM_C05.QXD  1/3/06  9:23 am  Page 122



 

should be let go at different times, as the relevant parts of the project
complete. Also, any money you have not spent from your Project Budget
needs to be given back to your customer.

If you are never going to run a project again perhaps you can stop now.
However, if you think you might run projects in future, it is worth
reviewing this whole software development project – what did you do
really well, and what could have been done better? If you know what to
do better and what was done well, when you start to develop your next
piece of software you should do it even more successfully.

If the project was a success and your customer was happy with the soft-
ware you developed, it may be worth having a small celebration. You
deserve it, after all you have completed a project!

Introduction to completing your project
If you have followed steps 1 to 4 in this book, you should now have a
successfully running project. However, one of the things that really
differentiates the average project manager from the outstanding one
who is always in demand, is the way the manager ends a project. Success
in projects is not simply about producing deliverables, it is about
producing deliverables and giving them over to your customer in the
best way possible and making sure they can be used to meet the ‘why’
defined in your Project Definition.

The way you need to complete your project does vary considerably,
depending on the nature of the project and the deliverables. There are
many factors to consider when ending a project, most of which you will
be aware of simply through common sense. However, there are some
critical steps for some projects, which are regularly forgotten:

1. Test the deliverables. Do they work, and do they work as expected?
This does not apply to all deliverables. But deliverables like
computer software, a new telephone system, a new machine and so
on should be tested to ensure they work properly.

2. Help the customer to use the deliverables. Some deliverables need
to be explained to people, or implemented for them. On some
occasions people need to be trained in how to use the deliverable.

STEP 5: COMPLETE YOUR PROJECT
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Again, this does not apply to all deliverables. For example, if your
deliverable is a report, then customers usually don’t need to be
shown how to use it. However, some deliverables are not so
obvious to use – so if you have a new computer system, people
need to be trained in it. A new office layout may need to be
explained to the staff moving into it. New ways of working, such as
revised processes and procedures, may require you not only to
train people in how to use them, but also to convince them that
the new processes are an improvement. If your deliverable is a new
business policy or set of rules, you will need to educate staff on the
new policy, and you may also need to explain the implications of
the rules or policy and how they impact all aspects of their work. A
new machine in a factory will require the operators to be trained.
Whatever your deliverables, you must consider what help the final
users and customers may need to gain the full benefit from it.

3. Support the customer whilst they get used to the deliverables, and
for a short period when they find out if they are working properly.
Some deliverables require support even if a customer has been
trained how to use them. This may be because they are particularly
complicated or because some problems do not immediately show
up. So for example, with new computer software, it is usual for
customers to find bugs after it has been implemented which the
developers have to fix. Similarly if some building work is done for
a customer, it is common for them to pull together ‘snagging’ lists
of all the small things that are not quite right with the building.

The nature of the tasks you need to carry out in step 5 of the project will
vary, depending on the type of project and the nature of the deliverables.
So this section is less a list of specific instructions and more a set of
questions to ask yourself. By asking the questions in this chapter you
should be able to derive the tasks you need to do relevant to the specific
situation. (There is also some more detailed supporting information in
the Appendix.)
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The step-by-step guide
STEP 5 – Completing your project

Step 5.1 Test the deliverables
If you are responsible for a project, it is right for your customer to expect
you to manage it to produce deliverables that work, and which meet all
the requirements agreed. To do this you may need to test the deliver-
ables. There are many ways to do this, and the testing required depends
entirely on the type of deliverable. How you test a new car is completely
different from how you test computer software, or from how you would
test a new building you had just built. However, each deliverable should
be tested before you are completely confident they meet your expecta-
tions.

Whilst the actual tests vary between deliverables, there are some generic
questions you need to ask to test any set of deliverables:

� Is the set of deliverables complete?

� Does each deliverable work?

� Does each deliverable work exactly as you intended and with all the
features you expected to be in it? 

� Have the deliverables been made / built / created to the level of
quality that was required? 

� Are there any specific acceptance criteria or processes that the
customer has defined – and have the deliverables met these criteria?

Considering the office example used in Chapters 3 and 4, the test might
be to check that:

� There are 100 desks, chairs, PCs and telephones installed.

� Each combination of desk, chair, PC and telephone is arranged in
such a way, and with enough space, that a member of staff can use
them comfortably and effectively.

� Each desk has adequate lighting and power points.
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� Each PC can be switched on, it boots up correctly and offers the
correct range of computer software.

� Each telephone has dial tone when it is picked up and can be called
on the number it is expected to be on.

There is some more detailed information on testing in the Appendix.

Step 5.2 Implement deliverables
Now that your deliverables work properly, you must implement them.
For some deliverables, implementing is just about giving them to a
customer, but for others they need to be made to work with existing
items. (For example, loading new software onto a customer’s computer
system – the software needs to work with any software already on the
computer.) Also, how the deliverable works or can be used needs to be
shown to the customer.

There are many ways to implement deliverables, and it does depend on
the type of deliverable. Typically the questions you need to ask to imple-
ment any deliverable are:

� Are your customers ready for the deliverables? For example, if you
are going to install a new set of furniture in an office, is the office
available or is it full of people busily doing their normal work who
cannot be currently disturbed?

� Are the deliverables something completely new or do they replace
something the customer already has? If the latter, how are you going
to help them make the transition from what they currently have to
what you have developed? Consider the situation in which the deliv-
erable from the project is a new sales manual for a company’s sales
force that describes a new way to sell a new product you have devel-
oped. How are you going to ensure that the sales force get hold of
the new manual, understand it, and follow it instead of the existing
sales manual?

� Do the deliverables need to be integrated or made to work with
anything else? Who is responsible for doing this and how will it be
done? Imagine the situation that you are delivering a new machine
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into a factory. If this machine works alone, then you simply need to
find space and a power supply for it. But what if the machine has to
work with another existing machine: who is going to fit the two
machines together and check that they work properly together?

� Do the deliverables need any specific actions to implement? What
are these and who will do them? Some deliverables can only be
implemented in a special way. If your deliverable is some new
computer software, how is it to be installed onto everyone’s
computers? Who will do this?

� Does your customer need to be trained? If so, how is this training
going to be provided? Consider a project in which you are delivering a
new set of work instructions for staff in a call centre. The project has
developed the instructions, but now the staff, who must follow the
instructions, need to have the instructions explained to them, and
someone must make sure the staff understand the instructions fully.

There is some more information on implementation in the Appendix.

Step 5.3 Provide support to your customers
The deliverables are now being used by the customers. However, the
customers still may not understand every feature of them. Also
customers can come across problems that only appear when the deliver-
ables are in daily use. This means you may need to provide support to
your customers for a short period after completing the project. Ask
yourself:

� Are the customers likely to have any problems with your deliverables
once you have handed them over?

� How will you resolve these issues?

� How will you know when this period of support is complete?

Supporting your customer after you finish a project is good practice, but
you can risk a situation in which your project never ends. To avoid the
trap of never being able to finish a project, agree up front with your
customer how long you will provide support for. This period of time
should be built into the Project Plan.
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In the example of the office move in Chapters 3 and 4, you may decide
you need to provide support for the first few days after everyone moves
into the new office. In providing support you may want to ensure:

� Each member of staff knows which is his or her desk.

� There is help for anyone who needs to raise or lower their chairs, or
configure them in any way for themselves.

� Everyone knows their new phone number and PC password – and
just in case anyone forgets, that someone is available for them to ask.

� Everyone knows how to use the new PCs and telephones – and if
they have any problems, that there is someone available to show
them and help them overcome any initial problems.

Step 5.4 Release resources
As people complete the tasks on the Project Plan you required them to
do, you can release them from the project team. However, do not do this
prematurely. People should only be released from the team when:

1. You are sure that they have completed all the tasks required. This is
not simply that they have worked until a certain date specified in
the plan has passed. It is not only a date that needs to have passed,
but that all the work they were meant to do has been completed.

2. You have confidence you will not need them to help you test and
implement the deliverables, or provide any further support to the
customer.

The other resource you may have left is money. Hopefully you have not
spent more than your original budget (including contingency).
Assuming there is some money left, you need to give this back to your
customer, or at least alert the company accountant that all that is going
to be spent has been spent.
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Step 5.5 Review for next time
Is this the only project you will ever run? Is this the only project that will
ever be run in your business? Normally the answer to both of these ques-
tions is no. If that is so, it is worth reviewing the project very soon after
it is complete to make sure you have learnt any valuable lessons. Don’t
leave a long period before doing this review as you need the memory of
the project to be fresh in your mind.

The main questions to answer in performing a review are:

� What will you continue to do? What went well and what will you do
again on your next project?

� What will you stop doing? What went badly and will you do differ-
ently on your next project?

� What will you start doing? What didn’t you do on this project that
in hindsight would have been good to do?
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Project management is a hands-on task. To be able to manage a project
well you have to have an up-to-date view of the status. You need to know
accurately how the project is progressing, what problems have occurred
today and whether they can easily be resolved or not. You should keep a
feeling for how the team are doing: are they enjoying the work and finding
it easy, or are they struggling and in need of motivation?

The only way you can achieve this is to remain closely involved in the
work. Some project managers take a very hands-off approach and spend
their time in the office poring over the Project Plan or thinking about
what needs to happen next. Yes, you need to make sure you have a good
plan, and yes, you need time to think – but in the end successful project
management is about action. Any action is most effective when it is taken
at the appropriate time and usually this is as early as possible. To be able
to do this on a project you need to be deeply involved in the project and
aware of what is going on.

Remain closely involved in the workKey drivers 
for success 8
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� Is there anything else you have learnt that is worth remembering for
next time?

This review should involve the project team – and if you can, the project
customer as well.

Step 5.6 Celebrate!
Finishing a project successfully should be something you are proud of.
If you have followed the steps in this book, you will now understand that
the principles of project management are really not that complex and in
some ways are just common sense applied in a structured way. Yet
managing projects well is something many people struggle with and
often fail at. If you have completed your project successfully, you and the
project team deserve a celebration.

Key tips
� Consider whether the deliverables from your project need to be

tested and implemented, and if they do how you are going to do
this.

� Be prepared, if necessary, to provide some support to your customer
for a short period after the deliverables have been implemented.

� Control the release of people from the project.

� Don’t forget to celebrate your success!

� Build your Project Plan and Project Budget to include the necessary
tasks in this chapter.

� If you are running late, or short of budget, avoid the temptation to
skip these tasks.
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REFERENCES

� This subject is more related to development approaches (such as
software development or engineering development) than pure
project management, but is essential to good project delivery. A few
specific references are:

The Definitive Guide to Project Management (Financial Times
Prentice Hall) by Sebastian Nokes et al., 2003, Chapters 10–11.

The Project Workout (Financial Times Prentice Hall) by Robert
Buttrick, 2nd edn, 2003, Chapters 8–11, 27.

TO DO NOW

� Review your Project Plan. Ask yourself, is there anything else you
need to do to make sure your customer will really benefit from the
results of the project?

� Make sure you have built all these tasks into the Project Plan and
Project Budget, and that you have people in the project team allo-
cated to these tasks.

Conclusion
Now you have completed Project Management: Step by Step, and if you
follow the steps in this book you can manage a project. There is a little
more information in the Appendix and a glossary to reference.

You started in Chapter 1 by building up your vocabulary and under-
standing of simple project management concepts. Then in Chapter 2
you learnt how to clearly define the objective of a project in a Project
Definition. By following the activities in Chapter 3 you learnt how to
build a Project Plan, and by following Chapter 4 you saw how to manage
a project. Chapter 5 showed you how to ensure your project finishes
successfully. Supporting these chapters were the ‘Key drivers for success’,
which highlight the best styles of working to achieve your project goals.
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There is much more about being a really great project manager, who can
deliver the largest and most complex of projects. However in most situ-
ations, what is in this book, if applied well, will greatly enhance your
chances of success. Reference the material here as often as you need to.

The more you practise, the better your skills as a project manager will
become. And in the end, project management is a practical rather than
a theoretical subject. Review what happened after every project and
learn from your successes and your mistakes. When you have the oppor-
tunity, observe others and learn from them too.

For now though you have completed this step-by-step guide, and you
can call yourself a Project Manager. Good luck and enjoy it!
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Appendix

A.1 Collecting requirements
A.2 Using external contractors and companies

on your project
A.3 Testing, integration and implementation

Appendix

This appendix provides some additional information that may be useful
to you in running a project, but which is not core to project manage-
ment. The topics here typically do not impact simple or smaller projects,
however it is useful to have a summary understanding of them.

Collecting requirements
For some projects, once you know what the deliverables are, you have all
the information you need to develop them. For others, you need a series
of more detailed information about the deliverables that together
precisely specify the deliverables. This more detailed information is
called requirements, and the complete collection of requirements is
called the requirements catalogue or requirements specification. For
example, in the office re-fit case study used in Chapters 2, 3 and 4, the
project scope included putting new furniture into the office, such as
desks and chairs. This was enough information to allow the project to be
planned and managed. However, there could be some very specific addi-
tional detailed information, such as the type of chairs required, the
number of drawers needed for each desk and so on. These more detailed
pieces of information are examples of requirements.
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Some very large or complex projects have thousands and thousands of
requirements; moreover in large businesses there is a specialist disci-
pline, business analysis, whose role is primarily to analyse business prob-
lems and develop the requirements list necessary to overcome them. It is
beyond the scope of this book to give a detailed description of what is in
itself a complex and specialist discipline. In large projects, for example
in software development, one of the first major stages of the project is
often to collect requirements, which can take many weeks in its own
right.

There may be some situations in which you want to collect more
detailed requirements than you would include in the Project Definition,
but do not need to go to the extent of employing professional business
analysts. (Remember the information in the Project Definition was there
so you could scope the project, not so you know every detail of every
requirement.) The aim is to get an exhaustive set of requirements that
goes beyond the limited scoping information in the Project Definition
and which fully defines the deliverables.

The way to develop requirements is through a series of structured inter-
views with your customers, to gauge exactly what it is they want from
the project. If you ask people what they want delivered, they may go on
giving you far more requirements than you can possibly deliver. So it is
important to understand that every requirement typically adds some
time and some cost to the project. Therefore when people are giving you
requirements, you should understand whether these are:

� Mandatory. The project will not be complete without them, and
your customer will not be satisfied without them. Unless all the
mandatory requirements are met by the end deliverables from the
project, it is a failure.

� Nice to have. Whilst not mandatory, these are requirements the
customer really wants you to fulfil, and unless there is a good
reason, usually in terms of unacceptable extra cost or time to the
project, you will try to deliver these as well.

� Optional. Requirements the customer wants you to fulfil if it is
reasonably straightforward, but will not be too worried if you
cannot.
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A simple example requirements catalogue is shown in Table A.1.

No. Requirement description M N t H O

1 Each member of staff will have a suitable office �

chair that conforms to our business standards

2 Each member of staff will have a desk with an �

integrated drawer unit, space to work on and 
space for a full sized PC.

3 Each member of staff will have additional �

storage space for two archive boxes near their 
desk.

4 For every four members of staff there will be �

an additional chair for visitors.

5 There will be five additional tables which can �

take up to four chairs for informal meetings.

6 The six secretaries’ desks will have a second �

drawer unit to account for the additional paper 
work they deal with.

Key:
M = Mandatory: NtH = Nice to Have; O = Optional

Table A.1 Example of a simple requirements catalogue

Using external contractors and companies on 
your project

In many projects you may end up using staff who do not work for your
business as part of the project team. The use of contractors, consultants
and third party suppliers is common to projects. These external contrac-
tors may have specialist skills, provide some service you do not know
how to do yourself, or may simply be an additional resource to get over
any shortages you have whilst running the project.

For individual contractors, you should manage them as you would any
other member of the project team. There are many advantages and
disadvantages of using a contractor compared to a colleague who works
for the same business as you. As the project manager, you generally have
a little more leverage over them than employees, as if they do not deliver

APPENDIX

135

PROM_Z01.QXD  1/3/06  9:24 am  Page 135



 

what you have employed them to do, you may not pay them. This
usually focuses their attention!

An alternative scenario with an external company working on your
project is where they take total responsibility for a section of the project
and they manage it themselves. If you do this your project management
task can become a lot simpler, as what was a whole series of complex
tasks on your plan may become a single task with a start and end date,
the details of which are invisible to you. This ‘black box’ type of task has
many attractions. For one thing, you don’t need to worry about who is
doing something or how they do it – only the start and end date and the
cost. However, for this to work well you really have to trust your third
party supplier. They are often just as likely to be late as you would have
been in doing it yourself! 

If you do choose to use a third party supplier to be responsible for a
whole section of the plan, then they must plan this task themselves.
When they tell you how long they will take and how much they will
charge you should:

� At least challenge their timelines and costs: ask why can’t it be done
cheaper or quicker? You will often find that with some respectful but
demanding challenges a supplier can deliver more quickly and more
cheaply.

� Ask to see their plan, so you can at least check that they have one. If
they do not, you should not be confident in their ability to do your
work, unless the task is quite simple.

� Make them put some periodic milestones in their plans which are
visible to you. This will give you confidence that their work is on
track as the project progresses – or at least it will forewarn you if it
is not.

Testing, integration and implementation
In Chapter 5 I touched on the need to test and implement the deliver-
ables from your project. There is an additional stage to consider as well,
and that is integration. For major projects the topics of testing, integra-
tion and implementation need specialist resources and significant time
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to complete. Poor testing, integration and implementation are often the
basis of project failure. These are three very large topics, which cannot
be covered in the context of this book, and this section simply gives a
brief introductory overview of them.

Testing is a complex subject and there are, for example, people and
teams whose sole role is to perform testing on complex projects such as
major software developments. There are many types of testing for
different types of deliverables. Generically the types of testing tend to
fall into the following five categories:

1. Testing for completeness. Do you have all the deliverables you
expect to have?

2. Functionality testing. Does each deliverable do what it is meant to
do?

3. Quality testing. Is each deliverable of the quality level required?
Quality can be measured in many ways, but would include issues
such as reliability.

4. Usability testing. Is each deliverable in a form that can be used
easily by the customer, and that they are happy with?

5. Operational testing. When a deliverable is used in the real world,
does it work as expected and can it be operated without disrupting
everything else it interacts with?

The process of formal testing has to be very rigorous and highly struc-
tured. To pass, a deliverable is checked against a very specific and pre-
defined set of tests. These tests are written in a document called a test
specification. Ideally this test specification was written at a similar time
to the requirements and is a mirror document to it. For every require-
ment there should be a corresponding test step.

This is reasonably straightforward if the deliverables from your project
are distinct and complete deliverables in their own right. However, often
there are multiple deliverables which have to work together. Bringing
many deliverables together and making them work seamlessly is called
integration or systems integration. For example, if your project is to
build a new gear box for a kit car you have built, then at some point you
must integrate the gear box with the rest of the car’s engine. Similarly, if
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you have developed a piece of software it often has to work with other
pieces of software, including the operating system on your computer.
Without trying to explain the mechanics of integration, which are
complex and depend on the specific type of deliverables, there are three
important things for the project manager to understand:

1. Where integration must happen, it is a distinct task that takes time
and resources. It needs to be built into the Project Plan and shown
as a separate series of activities.

2. Integration is only possible if the various component deliverables
have been designed to be integrated. The gear box for your kit car
cannot be designed any way you like, it has to be designed to work
with the rest of your car’s engine. This may sound very obvious,
but it is common for complex deliverables to fail when it comes to
integration.

3. Integration will not happen by itself, someone with the necessary
skills has to do it. Simply having people on the project team
responsible for building all the individual component deliverables
is not enough, you have to have someone responsible for over-
seeing the integration itself.

Once a set of deliverables is integrated and shown to be working, it is
ready to be implemented. In a normal business environment the deliv-
erables from any one project must be made to work with the people who
work there. So for example, a new computer system has to be explained
to the people who must use it. Deliverables – such as new computer
systems, new processes for working, new organisational structures – are
changes to the way people work. For such changes to be successful, they
need to be willingly adopted by the people involved. If you look at many
business disputes, and major project failures in the press, they are often
because of failed or poorly implemented changes.

The art of getting people to adopt new deliverables and ways of working
is normally called change management. At the very simplest, this means
the bringing of deliverables into a working environment. It also encom-
passes training people to use them. One of the most challenging pieces
of change management is preparing people for the change that new
deliverables bring about, and overcoming any objections so that they
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work entirely successfully. Change management is not something that
happens at the end of a project, it needs to happen throughout the life
of a project. When the project completes, all the preparation has been
done and thus the change can be implemented smoothly.

When you consider testing, integration and implementation all together,
you can get a series of test stages that need to be built into the plan for
your project, such as:

1. Unit test. When the individual deliverables from the project are
tested.

2. Integration test. When the deliverables are tested together as a
complete working system.

3. User acceptance test. When the end users of the system test to see
whether it works as they expected.

4. Operations test. When the integrated deliverables are tested within
the live operational environment to ensure they work in the real
world.

To put these activities into perspective, for a major programme of work
the stages of testing, integration and implementation may take 50 per
cent or more of the total length of the project.
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Glossary

This glossary provides a summary of all the project management jargon
used in this book. It is not an exhaustive set of project management
jargon. All the definitions are my own and are specific to the context of
project management.

Benefits Realisation

The process of ensuring a project meets the objective (the ‘why’) it was
originally designed to meet.

‘Black box’ Task

A task in a project plan that does not need to be decomposed to the same
level of detail as the rest of the plan. A ‘black box’ task is defined as a
single item in the project plan. The project manager does not need to
understand, and does not manage, the detailed activities within the
‘black box’ task.

Business Analysis

The structured process for investigating a business problem. Business
analysis is initially done to gain a fuller understanding of the problem,
and then to assess and collect the requirements that must be met to
overcome this problem.

Business Benefits / Business Rationale / Business Objective

The objective of a business project (the ‘why’) – usually used to justify
any expenditure or the allocation of resources from a project, and
usually defined in financial terms as a measure of the benefit the project
customer will gain by investing in the project.

Business Case

The business rationale or benefit is the objective for undertaking a
project, which may be recorded formally in a document called a business
case. The business case is most often defined in terms of financial 
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measures (e.g. increased revenues, decreased costs etc), but it may be
measured in terms of any relevant business measures, (e.g. improved
customer service levels, increased staff morale etc).

Change

A change is an alteration to one of the five dimensions (see Project
Dimensions) of a project. In a project a change should be a deliberate
choice and not simply an accidental result of some other action.

Change Management

A set of processes, tools and techniques to ensure that a change, resulting
from an activity such as a project, is successful. A change in this context
refers to any adaptation or alteration that impacts people in an organi-
sation, so, for example, this includes organisational modifications or
new ways of working. Change management considers many of the
human aspects of change to make sure that the people impacted by the
change are ready, preapred and accept the change.

Contingency

A buffer, in the form of time and money, held by the project manager.
Contingency is in addition to the time and money required to complete
the project, as shown by the Project Plan. Contingency is used to manage
the risk from unpredicted events occurring on a project, and the amount
of contingency should be a function of how much risk there is associ-
ated with the project.

Critical path

The sequence of tasks on a plan that determines the length of time a
project will take. If any task on the critical path is extended, the project
will extend. Alternatively, to shorten the project, you must shorten the
critical path.

Decomposition

The process of breaking a (complex) activity into smaller component
tasks to allow it to be better understood.
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Deliverables

What a project develops or produces, also sometimes called the outputs
from a project.

Delivery

The completion of a project, or the activity of working to complete a
project, within the defined conditions – usually the creation of the
expected deliverables from a project within the time and cost expected.

Dependency

A logical linkage between two or more tasks in a project that determines
the sequence in which the tasks must be done.

Dimensions

See Project Dimensions.

Duration

The elapsed time from the start to finish for a task. Duration includes
both the time a task is being actively worked on (see Effort), plus any
delays or time waiting between the start and finish of the task.

Effort

The amount of time one individual would need to actively work on a
task to complete it.

External Dependency

A linkage between one or more tasks in a project, and tasks that are not
part of the project – in other words, external to it.

Impact

The resulting effect of a decision, issue, risk or change upon a project.
Impact is normally measured in terms of the scope, cost, quality, time or
risk of a project. For example: the impact of an issue may be to increase
the time or cost of a project; the impact of a decision may be to increase
the risk of a project; the impact of a change may be to decrease the scope
of a project.
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Implementation

The activity of using the deliverables from a project and making them
work within a live / operational environment. Implementation covers a
wide range of activities but includes tasks such as user familiarity /
training users, and introducing deliverables into a real working environ-
ment such as an office or factory.

Issue / Issue Management

An issue is a problem that occurs during a project that has a negative
impact on the progress of the project. Issue management is a project
management process for the identification and resolution of issues.

Issue Owner

The individual in a project team responsible for resolving an issue.

Lifecycle

A generic, high-level description of the stages a project goes through.

Man-Hour / Man-Day / Man-Week / Man-Month / Man-Year

Standard units of effort required to complete tasks in a project. A man-
hour is the amount of work that can be typically completed in an hour
by an average person, a man-day, man-week, man-month or man-year is
the amount of work that can be typically completed in a day, week,
month or year respectively. For example, a task that requires two people
to work on for a month is said to require two man-months of effort.

Milestone

The identification of the completion of a visible and verifiable stage of a
project. Milestones are used to track and communicate on progress at a
high level.

Mobilisation Session

A meeting or workshop used to kick-off a project and to ensure a project
team is ready to start the project. When mobilised all project team
members understand the tasks they are required to do, and are moti-
vated and ready to start working on the project.
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Predecessor / Predecessor Dependency

The most common and simple type of dependency, where a task cannot
be started until some previous task (the predecessor) is completed.

Programme / Programme Manager / Programme Management

A programme is an especially large or complex project, usually in the
form of a set of interdependent projects that together achieve some
common objective. Programme management is an advanced form of
project management used to manage programmes, and is exercised by a
programme manager.

Project

An activity, with a known and clearly defined goal, that can be achieved.
When the defined goal is achieved, the project is complete and ends.
Usually a project has to be completed within a fixed amount of time and
for a fixed amount of money.

Project Budget

The money required and allocated to run a project and create the deliv-
erables.

Project Customer

The person (or set of people) for whom a project is done. Typically a
customer defines the project requirements, pays for the project and
receives the deliverables from a project once it is complete. By using the
deliverables, the customer hopes to achieve some (business) benefit.

Project Definition

A documented description of the objective(s) and scope of a project.

Project Dimensions

A project has five dimensions: the scope of the project; the quality of
the deliverables produced and the work done to produce them; the
length of time it will take; the amount it will cost to complete; and 
the level of risk taken in completing the project. These five dimensions
are not separate, but are a set of interdependent variables that can be
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explicitly and deliberately traded off against one another to tailor a
project to a customer’s needs.

Project Management

A set of experienced based rules, processes, tools and techniques used by
a project manager to deliver a project.

Project Manager

The person with overall responsibility for ensuring a project is delivered.

Project Plan

A detailed description of the steps required to deliver a project. The
project plan is made up from a definition of the tasks required to
complete the project successfully, the order the tasks must be worked on,
the resources required to complete the tasks, and the time the tasks
should take to complete. The project plan’s uses include: gaining an
understanding of how long a project will take; determining the
resources required to complete the project; explaining the project to the
project team and customer; allocating work to members of the project
team; as well as managing progress against.

Project Team

The combined set of people who work on a project, under the manage-
ment of the project manager.

Requirements Catalogue / Requirements Specification

A document containing the set of the requirements a project is designed
to fulfil.

Risk / Risk Management

A risk is a prediction that an issue that has not yet occurred will occur,
measured in terms of the likelihood (or probability) it will occur and
impact if it does. Risk management is the project management process
for predicting and managing risks in advance of them becoming issues.
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Scope

A formal description and definition of what is (and is not) within the
work of a project – also referred to in this book as the ‘what’.

Systems Integration

The engineering discipline for combining two or more technical deliv-
erables from a project (e.g. IT applications, engineering components)
into a single working system. Many systems are built from separate
components each individually designed and developed. Systems integra-
tion ensures that each of the components will work seamlessly with the
others to create a single integrated system.

Task Number

A unique sequential number for a task in a Project Plan that reflects the
order the task appears in the Project Plan.

Test Specification

A documented definition of the tests required to prove that a set of
deliverables meets the requirements defined in the requirements speci-
fication.

Testing

The structured and controlled process of assessing whether the deliver-
ables meet the requirements they were originally specified to meet.

Work Breakdown Structure (WBS)

A formal description of all the activities required to complete a project,
shown as a hierarchy of tasks in the project. The WBS is the result of the
decomposition of the project into its component tasks.
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