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PREPARATION 
Go to the last page of this workbook and write down 3 expectations that you have from this training 

programme. Record these 3 expectations on the “Training Evaluation Document” of part 1 and return 

to the next section of the manual on completion. 

 

Continue here when you completed with this activity. 
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1 - INTRODUCTION AND PRINCIPLES 
 

What is a Project? 
 
An interesting question and one answer might be that anything you do is a project. Some 
people treat planning their annual holiday as a project. Some would say that a project is a 
significant undertaking, say three months or more - anything smaller is just a piece of work. In 
the end it’s up to you but in a business environment anything lasting more than 3 months, or 
anything costing over R10000 is mostly define as a project and should be managed as such. 
 
If you think about it, project management is an ancient discipline. Construction of both The 
Pyramids and Stonehenge would have employed a Project Manager, even if they didn't 
necessarily have that job title or the salary to go with it! 
 
A project is something that: 
 

• Delivers something - an end product or products. 
• Has a defined end date. 
• Is planned and controlled. 
• Has a defined Management Structure. 
• Has a Business Case 
• Involves Risks. 

 
One of the best ways of defining an individual project is by the end products rather than the 
activities involved - what is sometime called the Product Driven approach. Be clear on WHAT 
you need to deliver, and then plan the activities to do it. 
 
The Project Plan will then include the products, development activities, quality control 
activities, timescales and resources. 
 
A project should have a management structure distinct from the day-to-day operational 
management structure of the organisation. As start there should be a designated Project 
Manager and a Project Board. 
 
A Business Case should state why the project is being undertaken and quantify the costs and 
benefits as far as possible. If you don't understand why you are doing something maybe you 
shouldn't be doing it! 
 
All projects involve some degree of Risk. These should be identified, analysed and managed.  
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SELF CHECK QUESTIONAIRE 
 
Answer the following question as far as possible in your own words without discussing 
with any other learners in your class. This is not a test! 
 

Total of 10min allocated for this exercise. 
Question Your Answer 

What is the current Inflation rate in 
South Africa? 

 

Name 2 of the 4 most important 
financial reports that any business 
should have. 

 
 
 
 
 
 
 
 
 
 

What do you understand with the term 
financial ratio, or give an example of 
one. 

 
 
 
 
 
 
 
 
 
 
 

 
Define and explain how to calculate: 
 
Gross Profit 
 
Net Profit 
 
Cost of Sales 
 

 

What should appear on a Vat Tax 
Invoice? 
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2. PROJECT AND STAGES 
 

Projects are divided into six stages: 
 
   1. Definition 
   2. Initiation 
   3. Planning 
   4. Execution 
   5. Monitoring & Control 
   6. Closure 

 

 
 
Each stage is characterised by a distinct set of activities that take the project from its first idea 
to its conclusion. Each stage is of equal importance and contributes to the overall success of 
the project. 
 
1. Definition 
 

Before a project starts the project manager must make sure the project goals, 
objectives, scope, risks, issues, budget, timescale and approach have been defined. 
This must be communicated to all the stakeholders to get their agreement. Any 
differences of opinion need to be resolved before work starts. 

 
2. Initiation 
 

This is perhaps the most important stage of any project as it sets the terms of 
reference within which the project will be run. If this is not done well, the project will 
have a high likelihood of failure. The initiation stage is where the business case is 
declared, scope of the project decided and stakeholder expectations set. Time spent 
on planning, refining the business case and communicating the expected benefits will 
help increase the likelihood of success. It is tempting to start working quickly, but a 
poor initiation stage often leads to problems and even failure. 
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3. Planning 
 

The key to a successful project is in the planning. Creating a project plan is the first 
task you should do when undertaking any project. Often project planning is ignored in 
favour of getting on with the work. However, many people fail to realise the value of a 
project plan in saving time, money and many other problems. 
 

4. Execution 
 

Doing the work to deliver the product, service or wanted outcome. Most of the work 
related to the project is realised at this stage and needs complete attention from the 
project manager. 

 
5. Monitoring & Control 
 

Once the project is running it is important the project manager keeps control. This is 
achieved by regular reporting of issues, risks, progress and the constant checking of 
the business case to ensure that expected benefits will be delivered and are still valid. 
A project that is not controlled is out of control. 

 
6. Closure 
 

Often neglected, it is important to ensure that a project is closed properly. Many 
projects never end because there is no formal sign-off. It is important to get the 
customers agreement that a project has ended and that no more work will be carried 
out. Once closed, the project manager should review the project and record the good 
and bad points so successes can be repeated and failures avoided. A project that is 
not closed will continue to consume resources, albeit slowly. 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of 
our learning review and does not form part of a test. Total of 15 min will be allocated for the 
exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only 

use short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

 
Learning Review Comment Remarks 
Define the following in our own words: 
Definition  

 
 
 

 

Initiation  
 
 
 

 

Planning  
 
 
 
 

 

Execution  
 
 
 
 
 

 

Monitoring and Control  
 
 
 
 
 

 

Closure  
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3. ROLES AND RESPONSIBILITIES 
 

It is important to have a defined formal structure for the project and for the project staff. This 
provides each individual with a clear understanding of the authority given and responsibility 
necessary for the successful accomplishment of project activities. Project team members 
need to be accountable for the effective performance of their assignments and achievement 
of the project goals and objectives. 

A successful project requires that the project team have the authority to complete a project, 
be participants (at some level) in the planning process, have ownership and buy-in to the 
project plan, and be responsible and accountable for completion of the project.  

The roles and responsibilities of project participants will vary. The requirements placed on 
participants will be determined and defined during the project planning process phase, 
however, the following is a good “rule of thumb” perspective: 

• On a large project, individual role assignments may require full-time attention to the 
function. 

• On smaller projects, role assignments may be performed part-time, with staff sharing 
in the execution of multiple functions.  

• Tasking and individual responsibilities are often covered in the Organisational 
Breakdown Structure (OBS) as activity assignments are defined during the planning 
phase. Typically these assignments are shorter term and exist only to the completion 
of the activity deliverable. 

3.1 The Project Team and Stakeholders 

A project team includes a diverse combination of people and skills who share the 
responsibility for accomplishing project goals.  

Stakeholders are individuals and organisations who have a vested interest in the 
success of the project. The identification and input of stakeholders help to define, 
clarify, drive, change, and contribute to the scope, cost, timing, quality and, ultimately, 
the success of the project. 

To ensure project success, the project management team needs to identify 
stakeholders early in the project, determine their needs and expectations, and manage 
and influence those expectations over the course of the project. 
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Stakeholders on every project include: 

• Organisational Management, who define business needs, goals and objectives 
of the project as well as defining the policies and procedures governing the 
project 

• The Project Manager, who has ultimate responsibility for project success 
• The Project Team members, who are responsible for managing the 

performance of the project work activities. These could include: 
o Project management staff 
o Business development staff 
o Subject Matter Experts (SME) 
o Documentation (user and technical) staff 
o Training staff 
o Technical staff 
o Information Security Officer (ISO)  
o Leaders/decision makers 

• The Project Sponsor, who leads in getting the need for the project recognised 
as well as providing funding, enabling the resource staffing. 

• The Customer, who is the person(s) or organisation(s) using the product of the 
project and who determines the acceptance criteria for the product 

3.1.1 Organizational Management 

Organisational Management is responsible for the identification of the need and 
opportunity for a project, assessment of project risk, and the approval of the project’s 
feasibility and resources. They are also responsible for establishing the strategic plans 
and for validating that projects are consistent with customer and organisational 
requirements. Management provides close oversight for high risk or high cost projects.  

3.1.2 Management Roles and Responsibilities 

a) General Functions 

• Provide leadership and resources to establish and improve project management 
• Ensure that sufficient resources are available to conduct projects 
• Review/approve commitments to external entities (e.g., customers, vendors) 
• Ensure staff is properly trained in project management techniques and principles 

b) Project Initiation 

• Select Project Manager and assist in project team staffing 
• Review/validate/approve project charter 
• Authorize and provide funding 
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c) Project Planning 

• Verify that project goals and objectives are defined 
• Review/approve project plan, cost, risk and establish management reserves 
• Provide management oversight as predicated by review of the project risk 

analysis, risk response planning and project plan 
• Enable project staff availability 

d) Project Execution 

• Regularly conduct executive management reviews and provide oversight 

e) Project Control 

• Review project status and corrective action plans (if required) 
• Review/Approve changes affecting scope, timing, cost, and/or quality, as required 
• Project Close-out 
• Validate project completion (goals & objectives) 
• Verify customer and sponsor acceptance 
• Review and close project accounting/financial files 
• Review project lessons learned and post project reports for continuous 

improvement action 

3.2 Project Sponsor / Business Sponsor 

The Project Sponsor is usually a member of the management team who will be the 
recipient of the project’s end result (the product). The Project Sponsor is typically the 
head of a program area. This individual makes the business argument for the project 
to exist, controls the overall funding of the project and defines the acceptance criteria 
of the product.  

Sponsor Roles and Responsibilities 

General Functions 

• Articulate project and/or customer requirements 
• Validate that project requirements are met 
• Provide the necessary funding and resources as appropriate 
• Champion the project to provide exposure and buy-in 
• Communicate the sponsor’s views on project progress and success factors 

to the project team and other stakeholders 
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Project Initiation  

• Provide the strategic goals and objectives of the recipient organisation and 
guidance to the project team to identify the relevance and value of the 
project 

• Develop project concept document 
• Define sponsor and organisations needs 
• Obtain or provides funding for the project 
• Document requirements 

Project Planning 

• Review and approve the Project Management Plan and management 
approach 

• Participate in planning sessions 

Project Execution 

• Attend executive requirement reviews 
• Resolve escalated project requirements issues, removes barriers and 

obstacles to the project 
• Provide written agreement to project requirements and qualifying criteria 

Project Control 

• Attend and participate as needed at Project Status Reviews and steering 
meetings 

• Attend change control meetings and reviews and approves change in scope, 
timing, quality and/or cost as impacted 

Project Close-out 

• Provide representation or input to lessons learned reviews 
• Sign off on project completion 

3.3 Program Manager 

The terms “program” and “project” management are often used interchangeably. 
However, within this document the two terms and concepts are separate and distinct. 
Program management is defined as a group or series of related projects and ongoing 
systems/applications managed in a coordinated way to achieve resource, cost and 
quality efficiencies not available to individual projects. Programs generally support 
strategic goals and objectives, while projects may be more targeted in focus. The 
program manager has responsibility for the management of a series of related projects 
and the management of the corresponding Project Managers.  
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Program Manager Roles and Responsibilities 

General Functions 

• Plan, organise, staff, direct, control and coordinate 
• Recommend composition of own program team 
• Own and guide the program 
• Reward and recognise performance 
• Is accountable for cost, schedule, quality and scope 
• Resolve any outstanding issues among the project teams that cannot be 

resolved within the team 
• Is responsible for overall resource allocation for Project Managers assigned to 

the program 
• Maintain ongoing communication with the project managers from the program 

management level perspective 
• Communicate project status to fellow program managers 
• Ensure projects are managed in accordance with the recommendations for 

project management as outlined in the Project Management Guide 

Project Initiation 

• Assign Project Manager and assist in project team staffing 
• Review/validate/concur in project charter 
• Validates and communicates individual project objectives 

Project Planning 

• Verify that project goals and objectives are defined 
• Verify that project is aligned with the strategic goals of the program 
• Review/concur with project plan, cost, risk and establish management reserves 
• Provide guidance in cost and schedule development 
• Ensure project staff availability 
• Conduct routine program planning sessions as defined by individual’s 

organization  

Project Execution 

• Conduct regular scheduled project reviews  
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Project Control 

• Review project status and corrective action plans (if required) 
• Review, concur and participate in milestone review briefings  
• Review/concur in changes affecting scope, timing, cost, and/or quality, as 

required 
• Prioritise any changes to project scope 
• Project Close-out 
• Review whether stated improvements or benefits were realised from the project 
• Assure customer and sponsor acceptance is obtained 
• Review and concur in project accounting/financial file closeout documents 
• Review project lessons learned and post project reports for continuous 

improvement action 

3.4 Project Manager 

The MPM (Master Project Manager) has overall project responsibility. In order to 
achieve success, the Project Manager should work closely with the Sponsor with 
respect to staffing requirements and funding availability. The Project Manager is 
responsible for completing the project on time, within budget, and meeting the quality 
criteria and requirements.  

The Project Manager should be assigned as early as possible in the life cycle of the 
project in order to establish project ownership and management responsibility as well 
as to begin the development of the project requirements from the “ground up.” 

Project Manager Roles and Responsibilities 

• Comprehend and implement organisational project policies and procedures 
• Maintain project staff technical proficiency and productivity, and provide training 

where required 
• Establish and maintain project quality 
• Identify and procure project infrastructure needs 
• Develop Project Charter and obtain approval 
• Define project goals, objectives and success criteria 
• Identify and document project constraints 
• Identify and document project assumptions 
• Identify and secure project team resources 
• Serve as focal point for project communications 
• Develop and present Milestone review briefings 

Project Planning  

• Develop Project Plan, and reflect project needs. The Project Plan should 
include the Project Charter, Scope Statement, constraints, assumptions, WBS 
defining project deliverables, cost estimates and project budget, major 
milestones, schedule, resource requirements, acquisition/procurement plans, 
risk analysis and response plans, project team structure and communications 
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plan. Also included will be the deliverables acceptance criteria (quality metrics) 
and the acceptance process. 

• Develop the supporting plans such as scope, cost, risk, schedule, quality, 
resource, security deliverables, procurement and change management plans 

• Obtain stakeholder approval and acceptance of the Project Plan 
• Obtain organisational commitment and support for completion of project task 

assignments, timing and quality 
• Establish baseline 

Project Execution 

• Manage and monitor day-to-day activity and provide direction to team members 
and supporting organisations 

• Manage to and monitor quality targets and goals (both project and product) 
• Manage and monitor risk response strategies 
• Disseminate project information and maintain communication 
• Develop and update system security plan and other security deliverables 
• Manage, or support, procurement process and contract administration 

requirements 

Project Control 

• Develop and distribute project performance reports. Regularly review project 
status, evaluating performance criteria (scope, cost, schedule & quality) 

• Develop and manage corrective action plans 
• Evaluate project performance and initiate change requests as required (scope, 

cost, schedule or quality) 
• Participate in change control board to review and approve product/project 

changes 
• Review project risks and establish risk response plans 
• Adjust project planning, as required, to include approved changes in scope, 

timing, cost or quality after obtaining customer approval 

Project Close-out 

• Obtain customer and management approval and acceptance of completed 
product 

• Complete contract closeout 
• Closeout open action items 
• Develop post-implementation report 
• Conduct lessons learned session and develop recommendations for continuous 

improvement 
• Close out any financial accounts or charge codes 
• Archive all project data 
• Recognize project team and celebrate success 



                                                                                                           Project Management Training 

Project Management Page 16 
 

 

 

3.4.1 Project Team 

The Project Team is responsible for performing the project activities. Project Team 
members, as required, may assist the Project Manager with planning the project and 
they may also assist with obtaining commitments to complete the project within 
established schedule and budget constraints. Customers and/or stakeholders should 
interact with the Project Team to ensure that requirements are properly understood 
and implemented. 

Project Team Roles and Responsibilities 

a) General Functions 

• Identify product alternatives 
• Complete the project within budgeted cost, schedule and quality requirements 
• Support project planning and control 
• Participate in identifying, mitigating, and monitoring project risks 

b) Project Initiation 

• Provide estimates for product deliverables 
• Review customer requirements for feasibility and available resources 
• Analyse requirements for clarity (unambiguous), completeness and consistency 

c) Project Planning 

• Develop technical approach 
• Participate in the development of the project plan 
• Identify tools needed for project 
• Identify staff training needs 

d) Project Execution 

• Create product and process solutions 
• Conduct or participate in internal and external reviews 
• Provide quality assurance support 
• Manage work effort to maintain on time, on cost and on quality result 
• Identify any project roadblocks, barriers or unanticipated risk events 

e) Project Control 

• Track the project execution effort and submit status reports (scope, cost, and 
schedule) 

• Maintain project and product quality requirements 
• Identify and react to risk events as they are identified or occur 
• Participate in change control reviews 
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f) Project Close-out 

• Participate in lessons learned sessions 
• Identify ways to improve project processes or products (continuous 

improvement) 
• Turnover all project related documentation to the Project Manager for archiving 

g) Customer 

A Customer is responsible for communicating project needs and verifying that 
requirements have been met at project completion. A Customer may be internal, 
external or both.  

3.5 Customer Roles and Responsibilities 

General Functions 

• Articulate customer requirements 
• Validate that project requirements are met 
• Support and conduct staff training programs as required to make certain that the 

staff is “ready to accept” the new product 
• Be proponents of the new product to the customer organization 

Project Initiation 

• Clearly define customer needs and requirements to the Project Manager and 
project team 

Project Planning 

• Review and approve project plan 
• Attend and participate in project requirement reviews 
• Assign customer personnel as project points of contact 
• Provide written agreement on requirements and qualifying criteria 
• Provide input into deployment planning 

Project Execution 

• Review project status reports 
• Provide project support infrastructure as required 
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Project Control 

• Participate with project team developing corrective action plans addressing 
variances in time, cost or quality 

• Communicate identified issues associated with project performance or product 
• Validate quality assurance of deliverables 
• Participate in change control process 
• Review and approve or escalate project changes affecting scope, time, cost or 

quality 

Project Close-out 

• Provide representation or input to lessons learned reviews 
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Defining Project Responsibilities 
 
 PERSONNEL 
  

 
 

       

TASKS/ACTIVITIES         
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Stakeholder Analysis 
 

The purpose of stakeholder analysis is to inform the project manager and sponsor who should contribute to the project, where 
barriers might be, and the actions that need to be taken prior to detailed project planning. 

 
Stakeholder 

 
Their interest or 

requirement from the 
project 

 

What the project needs 
from them 

Perceived attitudes 
and/or risks 

Actions to take 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
Define the following in our own words: 
The Project Team and   

 
 
 
 
 

 

Stakeholders 
 

 
 
 
 
 
 

 

Organizational Management 
 

 
 
 
 
 
 

 

Management Roles and   
 
 
 
 
 

 

Responsibilities 
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Project Sponsor / Business   

 
 
 
 
 

 

Sponsor 
 

 
 
 
 
 
 
 

 

Program Manager 
 

 
 
 
 
 
 
 

 

Project Manager 
 

 
 
 
 
 
 
 

 

Project Team 
 

 
 
 
 
 
 
 

 

Customer Roles and   
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Responsibilities  

 
 
 
 
 
 
 

 

 
Using the next two sheets plan the following: 
 
 
“Your company must present a very important 2 hour presentation with overseas investors. Show 
a brief planning of the stakeholders involved and their responsibilities.
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Defining Project Responsibilities 
 
 PERSONNEL 
  

 
 

       

TASKS/ACTIVITIES         
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Stakeholder Analysis 
 

The purpose of stakeholder analysis is to inform the project manager and sponsor who should contribute to the project, where 
barriers might be, and the actions that need to be taken prior to detailed project planning. 

 
Stakeholder 

 
Their interest or 

requirement from the 
project 

 

What the project needs 
from them 

Perceived attitudes 
and/or risks 

Actions to take 
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4. PROJECT DEFINITION 
 

• Why, What, How? 
 

• How does a project get started? 
 

• How do you know what it is supposed to achieve? 
 

• How do you know what approach is required? 
 

• How do you know that it is a good idea in the first place? 
 

• How will you know if you succeeded? 
   

 
Before you can effectively manage a project, there needs to be a shared understanding of that 
project - its purpose, objectives, scope, sponsorship, funding and mandate. Some people would 
define the project as not existing until it has an adequate definition. In the real world, projects 
often need to get moving while at least some of these questions remain imperfectly answered. 
 
The pace of Business development means that no one will be thanked for slowing the process 
down by demanding answers to difficult questions such as "what benefit will you get?" That does 
not invalidate the issue - just the response. In a Project we need to allow for rapid project 
definition and approval, often with little more than a gut feeling about the benefit or the way the 
project will evolve. The Project Manager still needs to consider the issues and ensure there is the 
necessary degree of sponsorship and authorisation. Much more responsibility will fall upon the 
Project Manager to keep track of the evolving initiative and to report back on its potential benefits, 
successes, failures and risks. 
 
Many organisations have specific processes and standards for requesting and evaluating a 
project. There will often be norms for assessing the financial benefits, eg payback period, internal 
rate of return, discounted cash flow etc. There may also be standard procedures for presenting a 
business case and obtaining approval for the capital investment. Make sure you are aware of any 
defined standards that apply to you. 
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 4.1 Project sponsor 
 

All projects have sponsors - people who see a need for change and have the authority to 
make something happen. Without them, the project would not have been proposed. Make 
sure that you understand who the real sponsors are and check that they do have the 
authority to propose the project and the commitment to make it succeed. If they are not the 
right people, you probably need to identify further sponsors who have that authority and 
commitment. 
 
You need to ensure that the sponsors have enough authority or influence to undertake the 
work and bring about the proposed change in affected parts of the organisation. For 
example, a new business solution may not succeed if it is only sponsored by the IT 
Department and does not have the support of the operational business units. Most often, 
the best sponsors are from the business - leaders who want to change the way the 
business operates. As well as the original sponsors, you may need to build supporting 
sponsorship across the organisation and at multiple management levels. A significant 
project will normally require sponsorship from the organisation's executive level. Such 
sponsorship is an important tool in Organisational Change Management. 
 
The sponsors may have already constructed a good definition of the project and have a 
clear view of what is required. More often, they have an incomplete concept and no real 
feeling for how it should be addressed or to what extent it would be beneficial. 
 
The Project Manager needs to guide the sponsors throughout the project - they cannot be 
expected necessarily to have a deep understanding of the issues. In particular, the project 
needs to be clearly defined before the Project Manager accepts personal responsibility for 
its success. 

 
  

a) Project Definition at project start-up 
 

Here are the fundamental things that should be clearly agreed at the 
commencement of a project. They form the basis upon which the project will be 
defined and measured. That means they also form the basis upon which the Project 
Manager will be judged! 

 
Mandate Is there a clear, reliable mandate for this project, ie: 

• Do the sponsors have the power to initiate this project? 
• Can the sponsors provide all the resources that may be 

required (funding, people, time, etc)? 
• Are there other people or bodies (internally or externally) who 

need to agree? 
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Purpose and 
objectives 

Is it clear what the purpose of the project is? 

• Are we able to define clear, measurable objectives that 
identify what is to be achieved? 

• Are the objectives reasonable, achievable and measurable? 
• Do the sponsors and other stakeholders all understand and 

agree? 

Scope What is the scope of the project, for example: 

• Is the project addressing the overall business change (ie 
people, process and technology elements), or just the 
technology? 

• Which locations, divisions, departments? 
• Will there be organisational change - restructuring, revised 

responsibilities, new staff capability requirements, retraining, 
recruiting, redundancy, etc? Is that organisational change to 
be seen as a driver for the project or just a consequence to 
deal with?  

• Which business processes? Do we wish to change those 
processes or try to leave them the same? Is that process 
change to be seen as a driver for the project or just a 
consequence to deal with? 

• Which existing processes and systems will be replaced? 
Which existing processes and systems will need to interact 
with the new ones? Is the technology change to be seen as a 
driver for the project or just a consequence to deal with? 

• Should the results be delivered as a single "big bang", or 
could there be stages or phases of delivery? 

• Is it clear what other projects or initiatives are in planned or in 
progress that could impact upon this project? Will they 
compete for resources? Will they make our business solution 
a moving target? Will we require interim solutions? 
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Benefit At the earliest stages of a project it will be very difficult to establish a 

solid benefit case for the project. It is still possible to identify the 
types of benefit that are expected. During the project startup, the 
Project Manager will work with the sponsors to define and agree a 
full model of anticipated benefits. These benefits would not normally 
be limited to the financial bottom line. They would include all types 
of benefit that are sought - measurable / unquantifiable, financial / 
non-financial, internally focused / externally focused. 

The benefit model would normally be used to justify commencement 
of the work. Beyond that, it forms an important yardstick against 
which the project can be assessed. It may form: 

• the basis for change decisions during the project,  
• a way of measuring the anticipated success of the project,  
• the final assessment of the success of the completed project, 

and  
• a way to monitor the continuing performance of the business 

function. 

Timescales In what timescale should the benefit be delivered? 

• Are there specific external requirements for timing, eg new 
legislation, contracts with third parties? 

• When do we expect to be able to commence? 
• What is the initial expectation for the duration of the project 

(and any intermediate stages or phases)? 
• Over what period of time should benefit be assessed for the 

purposes of prioritisation and the benefit case? 

Control How will the project be managed and controlled? 

• Who has ultimate responsibility, accountability and authority 
for the project? 

• Who handles day-to-day Project Management? 
• Which people form the executive control body (eg steering 

committee) such that they can deliver the full stewardship, 
decision making, resourcing, and funding that is required for 
or on behalf of the sponsors? 

• How do these participants expect to participate, eg frequency 
of meetings, format, formality, reports, minutes etc? 
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Prioritisation, 
sanity check 
and 
permission to 
proceed 

Do we definitely agree to start this project? 

• Is it truly achievable? Can we get the people, resources, 
funding, and technology that it will take? 

• Are the main risks in doing this understood and acceptable? 
• Is it a good use of the organisation's limited resources when 

compared to other potential investments? 
• Is there an absolute commitment from the organisation's 

leadership that this project should be initiated and that it will 
get the degree of support it needs to succeed? 

  
It is important that the Project Definition is fully understood and agreed by all 
persons concerned. The details should be incorporated into a document which 
should be formally agreed by the project sponsors and communicated to all 
interested parties. This document should also provide a good source for 
communicating the project's definition, purpose and intended approach to future 
participants and other stakeholders. 

 
 

 
b) Project Definition at phase start 

 
The Project Definition forms the project's definitive definition and mandate. It is used 
as a major input to the detailed planning and resourcing that takes place as each 
phase of work is planned, initiated and mobilised. 
 
It is also important that the project's purpose and goals are communicated to the 
team members and other participants. They need to understand the value and 
importance of their work. In most cases it also improves their ability to deliver if they 
understand the "big picture". 
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c) Project Definition during the project 

 
Remember that things change. The business changes; customers' needs move on; 
departments are restructured; there may be mergers and acquisitions; there may be 
demands to cut costs or drive change faster. At any time when the project's purpose 
might be challenged or the anticipated outcome is significantly changed, the Project 
Definition should be re-examined to see in what ways it has changed or should be 
changed to reflect the new circumstances. Where this has an impact on the benefit 
case, approach, planning, timing, resourcing, or expected outcome, the Project 
Manager will need to review and re-calculate the detailed changes and present a 
revised definition for agreement by the project's sponsors and executive leaders. 
 
  

d) Project Definition at phase end 
 

Phase end is a good time to measure the success of the project to date. See how 
well the project's original ambitions are being adhered to and how the anticipated 
benefit matches up to the original definition. Report back successes, failures and 
revised expectations to the project sponsors and executive. Give that feedback to 
the team as well so that they understand how well they are performing and how 
valuable their work has been. 
 
Where there has been some significant departure from the original intentions, the 
Project Manager should investigate, review, analyse and report these conclusions 
to the project sponsors and executive team, along with any specific 
recommendations or planning revisions. As ever, the guiding principle should be to 
obtain the optimum benefit for the organisation. 

 
  

e) Project Definition at project end 
 

In all good projects, the leadership and participants take time to reflect upon 
successes and failures. In particular, it is important to determine whether the 
defined project was successfully completed - both in terms of the most recent 
definition and against the original intentions. There are several reasons for this: 
 

• to determine whether the work is really finished or whether further action is 
required 

• to consider whether further initiatives should be defined to build upon the 
success of the project 

• to show that benefit has been achieved and that the project will generate 
value 

• so that the success can be communicated both within the organisation and to 
external parties such as customers, investors, suppliers etc 

• for the organisation to learn lessons about this type of business initiative 
• for the individuals to learn lessons about their strengths and weaknesses, 

and to identify successful approaches to their work. 



                                                                                                           Project Management Training 

Project Management Page 32 
 

 

 
PROJECT DEFINITION FORM 

 
Project Title: 
 

Put here a very 
brief title 
 

Sponsor: 
 

Insert actual  sponsor name 

State below the link with the corporate agenda – the actual wording please. 
 
Put here the actual words in the  corporate agenda – showing the link with this project 
 
Project Background: The background to the project.  Enough information to inform the 

reader. 
 
 
 
 
 

Project Benefits: An outline of what the benefits are to the organisation, individuals or 
stakeholders in delivering the project 
 
 
 
 
 

Project Objectives: The specific objectives for the project.  NOTE: the objectives can be 
one line or more detailed text. 
 
 
 
 
 
 

Project Deliverables: What you will be delivering at the end of the project.  NOTE: these 
are what you will have at the end of the project, e.g. a report, a 
building, improved service levels etc. 
 
 
 
 

This project will include: This project will not include: 
This section defines the boundaries of 
the project. 
 
 
 
 
 
 

Planning details should not be included at this stage. 
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Success Criteria: How you will measure the success of the project.  NOTE: the 

success criteria must be measurable. 
 
 
 
 
 
 
 

Constraints: Examples here can be specific (a skill which the project team must 
have) resources, or a legal deadline – NOTE: only include time and 
money if you can quantify them. 
 
 
 
 
 
 
 

Key Assumptions: The assumptions you are making in putting this document together. 
 
 
 
 
 
 
 
 
 

Project Manager: Who fulfils this role and what they do. 
 
 
 
 
 
 
 
 

Project Sponsor: Who fulfils this role and what they do. 
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Project 
Board/Steering 
Group Members: 

Who fulfils these 
roles and what they 
do. NOTE: may not 
be appropriate for  
all projects 
 
 
 
 
 

Project Team 
Members: 
 
 
 
 
 
 

 
 
 
 
 

Budget 
Resource Costs: Other Costs: 
 
 
 

 

Total costs (attach a breakdown of the overall budget) 
 

• VAT*– Some projects may have important VAT issues. Have you spoken to accountancy 
to discuss these? 

 
Start Date:  

 
 
 

Completion Date:  

Signature of Project 
Manager: 
 

 
 
 
 
 
 
 

Date:  

Approval from Sponsor:  
 
 
 
 
 
 

Date:  
 
 

 
 For your organisation, you will need to liaise with your Finance people in order to 

develop financial information that will inform project delivery. The data on this form in 
relation to finance needs to be fine tuned to your organisational and project management 

needs 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
Explain the following process of the Project Definition in your own words. 
Project sponsor 
 

 
 
 
 
 
 
 
 
 

 

Project Definition at phase 
start 
 

 
 
 
 
 
 
 
 

 

Project Definition during the 
project 
 

 
 
 
 
 
 
 
 

 

Project Definition at project 
end 
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Project Definition at phase 
end 

 
 
 
 
 
 
 
 

 

Complete the Project Definition Form on the next page. CRITERIA: You been assigned as project manager 
to lead the project upgrading the Vodacom Main Call Centre Telephone System over the next 3 months, 
without interrupting the day to day activities of the organisation. Use your imagination and use your friend 
/ co-workers as project team leaders in the process. 
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PROJECT DEFINITION FORM 

 
Project Title: 
 

Put here a very 
brief title 
 

Sponsor: 
 

Insert actual  sponsor name 

State below the link with the corporate agenda – the actual wording please. 
 
Put here the actual words in the  corporate agenda – showing the link with this project 
 
Project Background: The background to the project.  Enough information to inform the 

reader. 
 
 
 
 
 

Project Benefits: An outline of what the benefits are to the organisation, individuals or 
stakeholders in delivering the project 
 
 
 
 
 

Project Objectives: The specific objectives for the project.  NOTE: the objectives can be 
one line or more detailed text. 
 
 
 
 
 
 

Project Deliverables: What you will be delivering at the end of the project.  NOTE: these 
are what you will have at the end of the project, e.g. a report, a 
building, improved service levels etc. 
 
 
 
 

This project will include: This project will not include: 
This section defines the boundaries of 
the project. 
 
 
 
 
 
 

Planning details should not be included at this stage. 
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Success Criteria: How you will measure the success of the project.  NOTE: the 

success criteria must be measurable. 
 
 
 
 
 
 
 

Constraints: Examples here can be specific (a skill which the project team must 
have) resources, or a legal deadline – NOTE: only include time and 
money if you can quantify them. 
 
 
 
 
 
 
 

Key Assumptions: The assumptions you are making in putting this document together. 
 
 
 
 
 
 
 
 
 

Project Manager: Who fulfils this role and what they do. 
 
 
 
 
 
 
 
 
 

Project Sponsor: Who fulfils this role and what they do. 
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Project 
Board/Steering 
Group Members: 

Who fulfils these 
roles and what they 
do. NOTE: may not 
be appropriate for  
all projects 
 
 
 
 
 

Project Team 
Members: 
 
 
 
 
 
 

 
 
 
 
 

Budget 
Resource Costs: Other Costs: 
 
 
 

 

Total costs (attach a breakdown of the overall budget) 
 

• VAT*– Some projects may have important VAT issues. Have you spoken to accountancy 
to discuss these? 

 
Start Date:  

 
 
 

Completion Date:  

Signature of Project 
Manager: 
 

 
 
 
 
 
 
 

Date:  

Approval from Sponsor:  
 
 
 
 
 
 

Date:  
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 5. RISK MANAGEMENT 
 

 
All projects involve risks. The absence or presence of risks is not an issue - it is just how many 
risks are there for this project and how serious are they. 
 
One of the pillars of successful project management is effective management of risk. 
 
Risk may be defined as "uncertainty of outcome". Events that have not happened may never 
happen but could happen and would have an impact on your project. 
 
By definition risks involve uncertainty - nobody can predict the future. 
 
The first key thing is to have an open, honest and realistic approach. Avoid at all costs the "don't 
tell me the bad news I only want good news" approach adopted by some managers. Risks exist - 
period. They cannot simply be ignored. 
 
Obviously projects vary in their risk profile, with some relatively low and some very high. It just 
depends on what you are doing. 
 
Risk management can be broken down into a series of common sense steps: 
 

• Identify the risks and log them 
• Analyse each risk 
• Identify possible countermeasures 
• Weigh up countermeasures and costs against risk 
• Select appropriate countermeasures (for now) 
• Implement countermeasures and re-plan accordingly 
• Keep risks under regular review 
• Update risks and countermeasures as needed 
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5.1 Identify Risks    
 
 

What the risks are depends on the nature of the project, the business organisation and the 
business environment. 
 
Various techniques might be used such as brainstorming, industry standard checklists, 
lessons learned from previous projects, specialist knowledge of individuals and just 
common sense. 
 
Risks should be recorded in a Risk Log or Risk Register. 
 
Content of a Risk Log Entry: 
 

• Reference Number 
• Risk Type 
• Source & Owner 
• Description 
• Likelihood 
• Impact 
• Proximity 
• Countermeasures 
• Status 
• Date Identified 
• Date of last review 

 
5.2 Analyse Risks    
 
 

The risk should be analysed and described in as much detail as needed. 
 
Likelihood and Impact can be assessed as two separate factors. 
A default for this might be High, Medium or Low. 
Some organisations use a "traffic lights" or "RAG" system of Red, Amber, and Green. 
Others use a scale of 1-5 or 1-10 for more precision. 
 
Some risks, but not all, have a Proximity associated with them - they may come into effect 
on a given date and close after a given date. 
 
An owner should be identified - the person best placed to keep an eye on the risk. This 
might be the Project Manager, a Project Board member or somebody else on the project 
team. 

  



                                                                                                           Project Management Training 

Project Management Page 42 
 

 

5.3 Countermeasures 
 

Possible actions should be identified. Exactly what these are  
will naturally depend on the risk. Broadly countermeasures  
may be classified as either prevention, reduction, transfer,  
acceptance or contingency. 
 
Most countermeasures involve a cost, so this must be weighed  
up against the nature and severity of the risk. 
 
A decision can then be made on appropriate measures for now,  
and these can be implemented. This is likely to involve re-planning  
in terms of cost, timescales, products and resources. 

 
5.4 Risk Review 
  
By their very nature risks are dynamic - they can change literally overnight. Because of this they 
need to be kept under regular review, both during a project stage and at end stage reviews. 
 
Countermeasures can then be adjusted accordingly. 
 
In some cases a project may even be closed if overall risk has risen to an unacceptable level.  
 

Risk Analysis 
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Score as follows, for Likelihood and Impact:  High = 3, Medium = 2, Low = 1 
 

Nature of 
Risk or 

Uncertainty 
 

Likelihoo
d 

High/ 
Medium/ 

Low 

Impact 
High/ 

Medium/ 
Low 

Likelihood 
x Impact 
[Score] 

Actions required and who will 
take responsibility to manage 

the risk 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
Explain the following process of identifying risk in project management. 
Identify Risks    
 

 
 
 
 
 
 
 
 
 

 

Analyze Risks    
 

 
 
 
 
 
 
 
 

 

Countermeasures 
 

 
 
 
 
 
 
 
 

 

Risk Review  
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 6. ESTIMATING TIME 
 

Depending on a number of factors, including how much experience you have with the type of 
work you’re doing, if you are using subcontractors, and the information you have from the client, 
estimating the time for a project can be difficult. Here is the process I use when scoping the time 
commitment for a new project. 
 
You need to use the following process and techniques if you want to make your schedule 
estimate as realistic as possible. 
 

1. Estimate the productive hours per day. The first step is to determine how many 
productive hours of work you can count on each person working per day over time. The 
rule of thumb is to use a factor of 6.0 to 6.5 productive hours per day. This takes into 
account socializing, ramping up in the morning, going to the bathroom etc. 

 
 

2. Factor in multi-tasking productivity loss for part-time resources. If one person is 
working on multiple projects, or perhaps a combination of projects and support, you need 
to take into account a further reduction in productivity. This reflects the fact that if a person 
is shared on two or more unrelated efforts, it takes time to stop one and start up another. 
For instance, if a person is on two projects for 20 hours each week, this might result in a 
10% loss of productivity on both projects. 

 
 

3. Determine how many resources will be applied to each activity. In general, the more 
resources you can apply to activities, the quicker they can be completed. Obviously two 
resources may be able to complete an activity faster than one person (but it may not be 
twice as fast). 

 
 

4. Factor in available workdays. Take into account holidays, vacations and training. This 
was not included in the productivity factor in the first item, since this non-project time can 
be scheduled and accounted for in advance 

 
 

5. Take into account any resources that are not full time. If you have a resource 50% of 
the time, it will take that resource at least twice as long to do any individual activity. 

 
 

6. Calculate delays and lag-times. Some activities have a small number of effort hours, but 
a long duration. For instance, if you're counting on vendor resources, you may need to wait 
until the vendor is ready before you can begin. Another example is the duration required to 
get a deliverable approved. You may estimate the effort at only a few hours, yet it may 
take a number of days or weeks to gain the actual approval. 
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7. Identify resource constraints. When you build your initial work plan, you identify the 

activities that can be done sequentially and those that can be done in parallel. If you have 
enough resources, all of the parallel activities can, in fact, be done in parallel. However, if 
you don't have enough resources (you rarely do), you'll find that some of the parallel 
activities need to be done sequentially, since the same resource needs to be assigned. 
This results in extending the duration further than what you might initially expect. 

 
 

8. Document all assumptions. You will never know all the details of a project, so it's 
important to document all the assumptions you're making along with the estimate. 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
Explain in short the key factors that should be considered when calculating Project Time frame. 
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7. PLANNING 
 

 
The key to a successful project is in the planning. Creating a project plan is the first thing you 
should do when undertaking any kind of project. 
 
Often project planning is ignored in favour of getting on with the work. However, many people fail 
to realise the value of a project plan in saving time, money and many problems. 
 
Step 1: Project Goals 
 

A project is successful when the needs of the stakeholders have been met. A stakeholder 
is anybody directly or indirectly impacted by the project. 
 
As a first step, it is important to identify the stakeholders in your project. It is not always 
easy to identify the stakeholders of a project, particularly those impacted indirectly. 
Examples of stakeholders are: 
 

• The project sponsor. 
• The customer who receives the deliverables. 
• The users of the project outputs. 
• The project manager and project team. 

 
Once you understand who the stakeholders are, the next step is to find out their needs. 
The best way to do this is by conducting stakeholder interviews. Take time during the 
interviews to draw out the true needs that create real benefits. Often stakeholders will talk 
about needs that aren't relevant and don't deliver benefits. These can be recorded and set 
as a low priority. 
 
The next step, once you have conducted all the interviews, and have a comprehensive list 
of needs is to prioritise them. From the prioritised list, create a set of goals that can be 
easily measured. A technique for doing this is to review them against the SMART principle. 
This way it will be easy to know when a goal has been achieved. 
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Once you have established a clear set of goals, they should be recorded in the project 
plan. It can be useful to also include the needs and expectations of your stakeholders. 
 
This is the most difficult part of the planning process completed. It's time to move on and 
look at the project deliverables. 
 

Step 2: Project Deliverables 
 

Using the goals you have defined in step 1, create a list of things the project needs to 
deliver in order to meet those goals. Specify when and how each item must be delivered. 
 
Add the deliverables to the project plan with an estimated delivery date. More accurate 
delivery dates will be established during the scheduling phase, which is next. 

 
Step 3: Project Schedule 
 

Create a list of tasks that need to be carried out for each deliverable identified in step 2. 
For each task identify the following: 
 
 

• The amount of effort (hours or days) required to complete the task. 
• The resource that will carryout the task. 

 
Once you have established the amount of effort for each task, you can workout the effort 
required for each deliverable, and an accurate delivery date. Update your deliverables 
section with the more accurate delivery dates. 
 
At this point in the planning, you could choose to use a software package such as 
Microsoft Project to create your project schedule. Alternatively, use one of the many free 
templates available. Input all of the deliverables, tasks, durations and the resources who 
will complete each task. 
 
A common problem discovered at this point, is when a project has an imposed delivery 
deadline from the sponsor that is not realistic based on your estimates. If you discover that 
this is the case, you must contact the sponsor immediately. The options you have in this 
situation are: 
 

• Renegotiate the deadline (project delay). 
• Employ additional resources (increased cost). 
• Reduce the scope of the project (less delivered). 

 
Use the project schedule to justify pursuing one of these options. 
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 Step 4: Supporting Plans   
 

This section deals with plans you should create as part of the planning process. These can 
be included directly in the plan. 
 
Human Resource Plan 
 

Identify by name, the individuals and organisations with a leading role in the project. 
For each, describe their roles and responsibilities on the project. 
 
Next, describe the number and type of people needed to carryout the project. For 
each resource detail start dates, estimated duration and the method you will use for 
obtaining them. 
 
Create a single sheet containing this information. 

 
Communications Plan 
 

Create a document showing who needs to be kept informed about the project and 
how they will receive the information. The most common mechanism is a weekly or 
monthly progress report, describing how the project is performing, milestones 
achieved and work planned for the next period. 

 
Risk Management Plan 
 

Risk management is an important part of project management. Although often 
overlooked, it is important to identify as many risks to your project as possible, and 
be prepared if something bad happens. 

 
Here are some examples of common project risks: 
 

• Time and cost estimates too optimistic. 
• Customer review and feedback cycle too slow. 
• Unexpected budget cuts. 
• Unclear roles and responsibilities. 
• Stakeholder input is not sought, or their needs are not properly understood. 
• Stakeholders changing requirements after the project has started. 
• Stakeholders adding new requirements, after the project has started. 
• Poor communication resulting in misunderstandings, quality problems and 

rework. 
• Lack of resource commitment. 

 
Risks can be tracked using a simple risk log. Add each risk you have identified to 
your risk log; write down what you will do in the event it occurs, and what you will do 
to prevent it from occurring. Review your risk log on a regular basis, adding new 
risks as they occur during the life of the project. Remember, when risks are ignored 
they don't go away. 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
Explain the following steps in short when it comes to planning projects. (Key elements) 
Step 1: Project Goals  

 
 
 
 
 
 
 
 

 

Step 2: Project Deliverables  
 
 
 
 
 
 

 

Step 3: Project Schedule  
 
 
 
 
 
 
 

 

Step 4: Supporting Plans  
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8. STAGE AGREEMENT 
 

We are about to begin a stage. We have built the plan and we have verbal agreements from 
resource owning managers to supply the people and other things (hardware, office space...) that 
we need. Why bother to write it down and get written commitment, don't we trust their word? 
 
People have an amazing ability to 'forget' what they promised verbally. Put it in writing in a Stage 
Agreement and get resource owning managers to sign it. 
 
It is completely unreasonable to expect a project manager to commit if he has no way of securing 
firm commitments of the resources he will need in order to deliver. 
 
It's easy for a senior manager who sits at op an empire of 300 people to promise the 6 people a 
project manager wants. It is quite another thing to get the immediate managers of those 6 people 
actually to release them. 
 
Before the project manager commits he must be confident that the resources he needs will be 
available. It is usually much harder to get business users' time committed to the project: they've 
got other things to do like run the business. 
 
A stage agreement is first and foremost an agreement between the project manager and those 
who must provide resources for a project stage.  
 
Stage agreements also help resource owning line managers. If you are a Marketing manager with 
20 people reporting to you and you're providing people to 5 projects you will have signed 5 stage 
agreements and it will be clear to you what you've given away and therefore what's left to carry 
out your department's day to day work. 
 

A stage agreement should be no more than 2 or 3 pages and should contain: 
 

• Distribution list 
o resource owners for sign off 
o others for information 

• Description of stage 
• Deliverables from stage and who will sign off to accept them 
• Completion criteria: how we will know that the stage has finished 
• Success criteria: how we will know whether the stage was successful 
• Roles and responsibilities, including junior roles that will not appear in the PDD 
• Risks that threaten the success of this stage and how they will be managed 
• Resources needed for this stage 
• Cost of this stage 
• Key milestone dates (one every 2 or 3 weeks) 
• Management and reporting: how change will be controlled, progress reported, etc. 
• Quality plan: how the quality of the stage deliverables will be assured 
• Outlook for later stages: indication of resources that might be needed for subsequent 

stages 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
Explain in your own words 
your understanding of a 
stage agreement. 
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 9. PROJECT SUPPORT 
 

"Stakeholder management is critical to the success of every project in every organization. 
By engaging the right people in the right way in your project, you can make a big 

difference to its success... and to your career." 
 
As you become more successful in your career, the actions you take and the projects you run will 
affect more and more people. The more people you affect, the more likely it is that your actions 
will impact people who have power and influence over your projects. These people could be 
strong supporters of your work – or they could block it. 
 
Stakeholder Management is an important discipline that successful people use to win support 
from others. It helps them ensure that their projects succeed where others fail. 
 
Stakeholder Analysis is the technique used to identify the key people who have to be won over. 
You then use Stakeholder Planning to build the support that helps you succeed. 
 

The benefits of using a stakeholder-based approach are that: 
 

• You can use the opinions of the most powerful stakeholders to shape your projects at 
an early stage. Not only does this make it more likely that they will support you, their 
input can also improve the quality of your project 

• Gaining support from powerful stakeholders can help you to win more resources – this 
makes it more likely that your projects will be successful 

• By communicating with stakeholders early and frequently, you can ensure that they 
fully understand what you are doing and understand the benefits of your project – this 
means they can support you actively when necessary 

• You can anticipate what people's reaction to your project may be, and build into your 
plan the actions that will win people's support. 

  
 
The first step in Stakeholder Analysis is to identify who your stakeholders are. The next step is to 
work out their power, influence and interest, so you know who you should focus on. The final step 
is to develop a good understanding of the most important stakeholders so that you know how 
they are likely to respond, and so that you can work out how to win their support – you can record 
this analysis on a stakeholder map. 
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The steps of Stakeholder Analysis are explained below: 
 
Step 1. Identify Your Stakeholders 
 

The first step in your stakeholder analysis is to brainstorm who your stakeholders are. As 
part of this, think of all the people who are affected by your work, who have influence or 
power over it, or have an interest in its successful or unsuccessful conclusion. 
 
The table below shows some of the people who might be stakeholders in your job or in 
your projects: 
 

Your boss  Shareholders  Government  
Senior executives  Alliance partners  Trades associations  
Your coworkers  Suppliers  The press  

Your team  Lenders  Interest groups  
Customers  Analysts  The public  

Prospective customers  Future recruits  The community  
Your family    

  
 
Remember that although stakeholders may be both organisations and people, ultimately 
you must communicate with people. Make sure that you identify the correct individual 
stakeholders within a stakeholder organization. 
 

Step 2. Prioritize Your Stakeholders 
 

You may now have a long list of people and organisations that are affected by your work. 
Some of these may have the power either to block or advance. Some may be interested in 
what you are doing, others may not care. 
 
Map out your stakeholders on a Power/Interest Grid on our free template as shown in 
figure 1, and classify them by their power over your work and by their interest in your work. 
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For example, your boss is likely to have high power and influence over your projects and 
high interest. Your family may have high interest, but are unlikely to have power over it. 
 
Someone's position on the grid shows you the actions you have to take with them: 
 

• High power, interested people: these are the people you must fully engage and 
make the greatest efforts to satisfy. 

• High power, less interested people: put enough work in with these people to keep 
them satisfied, but not so much that they become bored with your message. 

• Low power, interested people: keep these people adequately informed, and talk to 
them to ensure that no major issues are arising. These people can often be very 
helpful with the detail of your project. 

• Low power, less interested people: again, monitor these people, but do not bore 
them with excessive communication. 

 
Step 3. Understand Your Key Stakeholders 
 

You now need to know more about your key stakeholders. You need to know how they are 
likely to feel about and react to your project. You also need to know how best to engage 
them in your project and how best to communicate with them. 
 
Key questions that can help you understand your stakeholders are: 
 

• What financial or emotional interest do they have in the outcome of your work? Is it 
positive or negative? 

• What motivates those most of all? 
• What information do they want from you? 
• How do they want to receive information from you? What is the best way of 

communicating your message to them? 
• What is their current opinion of your work? Is it based on good information? 
• Who influences their opinions generally, and who influences their opinion of you? 

Do some of these influencers therefore become important stakeholders in their own 
right? 

• If they are not likely to be positive, what will win them around to support your 
project? 

• If you don't think you will be able to win them around, how will you manage their 
opposition? 

• Who else might be influenced by their opinions? Do these people become 
stakeholders in their own right? 

 
A very good way of answering these questions is to talk to your stakeholders directly – 
people are often quite open about their views, and asking people's opinions is often the 
first step in building a successful relationship with them. 
 
You can summarise the understanding you have gained on the stakeholder map, so that 
you can easily see which stakeholders are expected to be blockers or critics, and which 
stakeholders are likely to be advocates and supporters or your project. A good way of 
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doing this is by color coding: showing advocates and supporters in green, blockers and 
critics in red, and others who are neutral in orange. 

 
 
Figure 2 shows an example of this – in this example, you can see that a lot of effort needs 
to be put into persuading Piers and Michael of the benefits of the project – Janet and 
Amanda also need to managed well as powerful supporters. 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
Explain in your own words 
why Stakeholder Support is 
important in any project? 

 
 
 
 
 
 
 
 

 

Explain the following parts of Project Management Support: 
Step 1. Identify Your 
Stakeholders 

 
 
 
 
 
 
 
 

 

Step 2. Prioritize Your 
Stakeholders 

 
 
 
 
 
 
 
 

 

Step 3. Understand Your Key 
Stakeholders 
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 10. TRACKING, CONTROLLING AND REPORTING 
 

Project control is very simple in principle. It boils down to knowing where you are and what you 
have done, comparing that to where you should be and what you should have done, spotting the 
difference and deciding what to do about the difference.  
 
Controlling a project is great fun if you remember the three basic laws of project management.  
 

Do you know what Murphy's Law is? 
"If it can go wrong it will". 

 
Do you know what Sod's Law is? 

"It will go wrong in the worst possible way". 
 

Do you know what Cole's Law is? 
"Coleslaw is finely chopped cabbage in mayonnaise." 

 
An information black hole conceals one thing only: bad news. And if you have data about the 
project you could interpret in several ways only the most painful interpretation will be the correct 
one.  
 
What is the purpose of project control?  

It helps the project deliver as committed: dates, costs, quality, etc. It also enables accurate 
reporting of project status. Clearly, we must be able to spot deviations from the plan and 
sort them out, but the real art of project control is looking forward to foresee potential future 
problems so that we can avoid them. This Porsche driver has had a bit of a plan deviation, 
you haven't got to be a genius to figure that out and even the corrective action is fairly self 
evident. 

 

 
But we want to be more like this next Porsche driver who has a sensitive, forward looking 
problem alert mechanism (a pair of eyes). He sees the pylon coming makes a small course 
correction and just skims past it. This is what good project control comes down to - 
spotting the problems in advance and avoiding them rather than discovering them the hard 
way. 
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Control boils down to 'are we on plan? 

‘Which implies we have a plan. But imagine we have a plan that only contains half the 
work we will actually need to do. Knowing we are bang on plan is highly misleading. For 
good control we need a good plan. 

 
Where are our commitments written down?  

In the Project Definition Document (PDD), stage agreement and the plan itself. But 
suppose we are half way through a 5 month long stage. Are we still tracking against the 
plan we built two and a half months ago? Almost certainly not - over those first two and a 
half months we will have had to change the plan and we're now tracking against that 
changed plan. 

 
Who authorises changes to the plan?  

Maybe you're thinking 'the sponsor'. Imagine at the start of a stage we told the sponsor it 
would cost 10,000 hours of work. But at the end of week 1 we realise we have made a 
mistake: we don't think it will cost 10,000 hours, we think it will 10,001 hours. Should we 
get the sponsor to approve the 1 extra hour? No. But suppose at the end of week 1 we 
don't think the stage will cost 10,000 hours we think it will cost 20,000 hours, should the 
sponsor approve the extra 10,000 hours? You bet. 

 
Where should the boundary line be drawn?  

There should be a predetermined tolerance limit - only variances outside that limit need be 
approved by the sponsor. If the tolerance is too small the project manager would spend all 
his time getting tiny variances approved. If the tolerance is too wide the sponsor has little 
or no control over costs. Before a stage starts the project manager agrees how much he 
can change things by without seeking sponsor approval - i.e. his tolerance limits. The 
project manager must then decide how much of his tolerance he will delegate to those 
below him in the chain of command. The sponsor may have the freedom to move the end 
date by a month without seeking the approval of anyone more senior, but would you allow 
that same tolerance to the most junior member of the team? Probably not. The amount of 
tolerance you have depends upon who you are. We will discuss some actual amounts a 
little later. 

 
Bear in mind also that tolerance is not on the current position vs. the plan but on where we are 
going to end up. So if we're currently 25% over budget, but nevertheless confident of completing 
the stage on budget, no approval is needed. If we are currently on budget but think we will end up 
25% over budget that requires approval (unless we have a very generous tolerance limit indeed!). 
 
Let us consider the tracking, controlling and reporting activities that we would expect team 
leaders, project managers and project sponsors to perform. 



                                                                                                           Project Management Training 

Project Management Page 61 
 

 

 
 
Team Leader Project Management  
 

What should a team leader do to keep a grip on the work for which he is responsible? 
 

• Monitor team's status. Know exactly where the team is versus their plan. 
• Check tasks really are completed. Particularly at the start, and for new team 

members, if someone says a task is finished check that it really is finished until you 
know you can trust what they say. 

• Responsible for quality of team's work. Individuals are accountable for the quality of 
their work but if someone in your team delivers bad quality that will feature in your 
appraisal as team leader too (see the quality management chapter). 

• Keeper of project records. On large projects the project office will look after most of 
the record keeping but on smaller projects it often falls to the team leader(s) to keep 
the records straight. 

• Collect weekly time sheets. Once a week establish precisely where each team 
member is versus their individual plan. 

• Keep the team work plan up to date. This is a thorny one. At the extremes team 
leaders come in two flavours. At one extreme are the theoretical perfectionists. At 
the end of week 1 of a 4 month stage they spend the whole weekend moving tasks 
planned for months 3 and 4 around for some theoretical precision in the plan. And 
at the end of week 2 what do they do? Move them back to where they were in the 
first place and shuffle several hundred other tasks around in pursuit of that 
theoretical perfection. The other extreme, however, is much worse. The lazy sods. 
Once the work has started they never update the plan so after the first few weeks 
the plan bears no resemblance to what is actually happening and is never seen 
again. Somewhere between these two extremes must be a happy medium. Each 
Friday the team leader captures actual status from each member of their team - 
tasks finished, hours worked, etc. The team leader then revises the team plan so 
that at least over the next 6 weeks or so the plan reflects exactly what we now think 
will actually happen over those next 6 weeks. Critical path tasks more than 6 weeks 
out should be replanned if we know they're going to be late, but as long as the plan 
is roughly right between 6 weeks out and the end of the stage leave that part of the 
plan alone. Do whatever is right for you, but don't waste time being a theoretical 
perfectionist and don't be lazy. 

• Weekly team meeting. The team leader gets their team together for an hour once a 
week. Each person says where they are and what they are doing. Risks, issues and 
changes relevant to the team are reviewed. 

• Report status weekly to the project manager. See below. 
• Liaise with other team leaders. Keep your team's work synchronized with other 

teams'. Escalate to the project manager if you can't. 
• Agree tolerance limits with team members. The team leader may have an 

understanding with each of their team members rather as follows: As long as you 
can complete your tasks by their scheduled end dates I will be happy. If that means 
you must work a few more or a few less hours than planned just get on with it? But 
if you will not be able to meet any task's deadline let me know and I will change the 
plan. 
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The team leader manages the work of his team.  
 

Project Reporting Form 
 

Project Title: 
 

Number: 

Project Sponsor:  
 

Project Manager:  

 
Progress Report 
 
 

Report No. 

 
RAG Status*:                     RED / AMBER / GREEN 
        
Headlines 
 
 
 
        
Tasks, Milestones, Outcomes delivered this period Completion dates 
Tasks, Milestones, 
Outcomes 

Comments Plan Actual 
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Major Risks and Issues Include an assessment of the impact and any actions taken 
 
 
 
 
 
        
Recommendations and Requests for Decisions or Support 
 
 
 
 
 
        
Tasks, Milestones, Outcomes scheduled for next 
period 

Completion dates 

Tasks, Milestones, 
Outcomes 

Comments Plan Forecast 

 
 
 
 

   

 
 
 
 

   

 
 
 
 

   

* RED "Major concern - escalate to the next level” Slippage greater than 10% of 
remaining time or budget, or quality severely compromised.  Corrective Action not 
in place, or not effective. Unlikely to deliver on time to budget or quality 
requirements  

AMBER "Minor concern – being actively managed” Slippage less than 10% of remaining 
time or budget, or quality impact are minor.  Remedial plan in place. 

GREEN "Normal level of attention” No material slippage.  No additional attention needed 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
What is the purpose of 
project control? (Describe in 
your own words) 

 
 
 
 
 
 
 
 
 
 

 

What should a team leader 
do to keep a grip on the work 
for which he is responsible? 

 
 
 
 
 
 
 
 
 
 

 

 
Complete the Project Progress Report form on the next page with the following criteria: 
 
-You been assigned on this project for the past 3 months upgrading the telephone system of 
Vodacom Call centre. 
-The entire project is delayed with1 months due to a lack of stakeholders support 
-The project might cost the client / organisation an additional R10 000 if the next deadline is not 
met on time.
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Project Reporting Form 
 

Project Title: 
 

Number: 

Project Sponsor:  
 

Project Manager:  

 
Progress Report 
 
 

Report No. 

 
RAG Status*:                     RED / AMBER / GREEN 
        
Headlines 
 
 
 
        
Tasks, Milestones, Outcomes delivered this period Completion dates 
Tasks, Milestones, 
Outcomes 

Comments Plan Actual 
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Major Risks and Issues Include an assessment of the impact and any actions taken 
 
 
 
 
 
        
Recommendations and Requests for Decisions or Support 
 
 
 
 
 
        
Tasks, Milestones, Outcomes scheduled for next 
period 

Completion dates 

Tasks, Milestones, 
Outcomes 

Comments Plan Forecast 

 
 
 
 

   

 
 
 
 

   

 
 
 

   

* RED "Major concern - escalate to the next level” Slippage greater than 10% of 
remaining time or budget, or quality severely compromised.  Corrective Action not 
in place, or not effective. Unlikely to deliver on time to budget or quality 
requirements  

AMBER "Minor concern – being actively managed” Slippage less than 10% of remaining 
time or budget, or quality impact are minor.  Remedial plan in place. 

GREEN "Normal level of attention” No material slippage.  No additional attention needed 
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11. CHANGE AND ISSUE MANAGEMENT 
 

In the case of project management, the processes and tools are applied by a person working on 
the project team called the 'project manager'. In the case of change management, the processes 
and tools are applied by key individuals in the organization including executive sponsors, 
managers and supervisors, employees and the project team. The change management team is 
the architect of the change management plans, but they are not the "actors." The change 
management team enables the other actors required for successful change management. 
 
Change management, therefore, is not simply a collection of processes and tools applied by a 
change manager or a change management team. Change management is the implementation of 
processes and tools that are applied by key players in the organization.  
 
11.1 Who is involved in managing change? 
 

Change management requires each of the 'gears' in the picture to fulfill their specific role. 
A change manager can facilitate assessments, create a change management strategy and 
develop change management plans, but they are not the only ones involved in managed 
change. The other groups involved in managing change include: 
 

• Project team 
• Senior leaders 
• Managers and supervisors 
• Employees 

 
 
Now that we have a fuller perspective of change management, a new definition emerges:  
Change management is the creation and implementation of the roles, processes and tools 
that each of these groups use to effectively manage the people side of change. 
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11.2 Change Management 
 

Change management, as noted above, is the use of a structured process and set of tools 
to support the human side of an organizational initiative. 
 
Change management planning is often conducted by a change management team or 
resource on a project - building a customized strategy and approach based on the specific 
change and groups being impacted. 

 
Change management activities are executed by the various 'gears' in the model presented above. 

 
11.3 Senior Leaders 
 

Why is this group important? 
 

• Active and visible sponsorship is identified as the top contributor to overall project 
success in each of four benchmarking studies 

• Senior leaders are one of two preferred senders of messages about change 
 
What is this group’s role? 
 

• Participate actively and visibly throughout the project 
• Build the needed coalition of sponsorship with peers and other managers 
• Communicate the business messages about the change effectively with employees 

. 
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11.4 Managers & Supervisors 
 

Why is this group important? 
 

Managers and supervisors are the other preferred sender of messages about change 
This group has a unique and well-developed relationship with the employees being 

impacted by the change 
 
What is this group’s role? 
 

• Communicate the personal messages about the change with their direct reports 
• Conduct group and individual coaching sessions 
• Identify, analyze and manage resistance 
• Provide feedback to the rest of the change management ‘gears’ 

 

 
11.5 Employees 
 

Why is this group important? 
 

• Employees will ultimately make changes to how they do their day-to-day work 
• Their acceptance and use of the solution determines the success of the project and 

the ongoing benefit derived from the change 
• Their speed of adoption, ultimate utilization rate and proficiency define the value of 

the change 
 

What is this group’s role? 
 

• Seek out information related to the business reasons for change and the personal 
impact of the change 

• Provide feedback and reaction to the change and the change management efforts 
• Take control of the personal transition  
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11.6 Project Team 
 

Why is this group important? 
 

• The project team designs and develops the ‘change’ – they are the ones who introduce 
new processes, systems, tools, job roles and responsibilities 

• This groups provides much of the specific information about the change to the other 
‘gears’ 

 
What is this group’s role? 
 

• Provide timely, accurate and succinct information about the change (or project) 
• Integrate change management activities into project management plans and activities 

 
So what about the role of the change management team? 
 
This perspective on change management does not diminish the role of the change 
management team, but it does help clarify that managing change involves both training of 
your change management team and enabling the key players  (executives, managers, 
supervisors, employees) to play their role in managing change. Change management is the 
effective application of change processes and tools at each level in the organisation. The 
primary task of the change management team in this environment is to: 
 

• assess the organization's change readiness 
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• develop a change management strategy 
• identify and prepare the change management resources 
• assess and prepare executive sponsors 
• create and manage the change management plans 
• audit compliance and design methods to reinforce the change in the organization 

including activities to celebrate success 
• transition the change management activities to day-to-day business managers 

 
Before you begin, recognize that you are asking each key player to make a change 
 
Before we look at each group, there is one important point to be made. When you are asking 
a senior leader to fulfill the role of executive sponsor, you are asking them to do their job 
differently. Likewise, when you ask a front-line supervisor to fulfill the role of coach and 
support a change initiative, you are asking them to do their job differently. An important insight 
here is that when you ask one of the key players in change management to fulfill their role in 
change management, you must also manage this as a change. 
 
Each of the key players needs: 

Awareness of the role they must play 
to make change successful 

Have you shown why change management is 
critical and why the person is important in 
making change management successful? 

Desire to participate in and support 
their new role in change management 

Have you created a compelling case for how 
important managing the people side of change 
is to making changes successful? 

Knowledge of how to effectively fulfill 
their role in managing change 

Have you educated the person and provided 
enough training on what the role is and how to 
fulfill it?  

Ability to implement the required 
skills and behaviors to effectively 
manage change 

Have you provided the job aides and where to 
get support? Have you provided the 
opportunity to practice?  

Reinforcement to sustain the change 
management role 

Have you put mechanisms in place to ensure 
that the role is fulfilled on each new change, to 
reward successful application? 

Sometimes, individuals working to introduce change management into their organisation are 
surprised that it is not welcomed with open arms. Often times, this is because they have failed 
to actively manage the change of applying change management. For example, research 
shows that the number one cause for resistance is not knowing why a change is being made. 
So ask yourself, have you made a compelling case for why change management is needed? 
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Change Control Sheet 
Project Title 
 
 

Project Number 

Project Manager 
 
 
 
CHANGE REQUEST 

Originator 
Phone: 
 
 

Date of request Change request no. 
allocated by Change 
Controller 

Items to be changed 
 
 
 
 
 

Reference(s) 

Description of change (reasons for change, benefits, date required) 
 
 
 
Estimated cost and time to implement (quotation attached?  Yes     No  ) 
 
 
 
 
 
 
 

Priority / Constraints (impact on other deliverables, implications of not proceeding, risks) 
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CHANGE EVALUATION 

What is affected 
 
 
 
 

Work required (resources, costs, dates) 
 
 
 
 

Related change requests 
 
 

 

Name of evaluator 
 
 

Date evaluated Signature 

CHANGE APPROVAL 

  Accepted     Rejected     
Deferred 

Name 
 
 
 

Signed Date 

Comments 
 
 
 
 
 
 
 
 
CHANGE IMPLEMENTATION 

Asset 
 
 
 
 
 
 
 

Implementer Date 
completed 

Signature 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
Who is involved in change 
management process? 

 
 
 
 
 
 
 
 

 

Explain the roll of the 
following people in Change 
Management: 
-Senior Leaders 
 
 
 
 
-Managers & Supervisors 
 
 
 
 
 
-Employees 
 
 
 
 
 
-Project Team 
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 12. QUALITY MANAGEMENT 
 

The following table addresses the planning and management activities that make the project 
output conform to the requirements and help to ensure a satisfied customer. 

  Priority 

Area 

4 

Quality goals 
easily 

understood, 
achieved, and 

monitored. 

3 

Quality goals can 
be defined and 
measured using 
existing systems 

and methods; 
quality risk low. 

2 

Quality goals are 
extensive, require 

innovative 
approaches; and 

may impact 
project success. 

1 

Quality goals are 
difficult to define; 
hard to measure 

and achieve; 
significant risk to 

project 
acceptance. 

Quality 
Assurance 
Plan 

Define quality 
goals; discuss 
approach and 
plans to achieve 
goals; assess 
risks to success; 
discuss adequacy 
of approach; set 
high standards. 

Document 
explicit quality 
goals; define 
methods and 
tests to achieve, 
control, predict 
and verify 
success; focus 
on customer 
satisfaction. 

Document QA 
goals, plans, 
methods, and 
systems; 
consider ilities in 
quality goals; 
focus processes 
on minimizing 
correction costs. 

Document QA plan 
including 
quantitative goals, 
statement of 
methods to 
achieve, quality 
metrics, controls 
and verifications; 
link QA to 
stakeholder and 
risk analysis. 
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Quality 
Management 

Consider quality 
management 
integral to 
project work; 
ensure project 
team 
understands role 
in achieving 
quality goals; 
have PM 
maintain visibility 
of quality issues. 

Implement 
integrated quality 
management 
through 
delegated quality 
goals; plan work 
methods, 
technologies, 
measurements 
and controls to 
achieve goals; 
build quality into 
processes and 
products. 

Integrate 
quality 
management 
tasks into 
project plan; 
establish 
quality goals; 
delegate goals 
to work groups; 
report quality 
metrics and 
track progress. 

Assign quality 
management 
oversight in PM 
staff; monitor 
metrics and 
trends to 
achieve quality 
goals; integrate 
quality 
management 
into project 
planning and 
risk 
management. 

Quality Metrics, 
Measurements, 
and Controls 

Conduct 
subjective 
(qualitative) or 
objective 
(quantitative) 
assessments 
periodically; 
monitor and 
report quality 
status at periodic 
project reviews. 

Map quality 
metrics to quality 
goals, and report 
periodically; 
apply standard 
quality tools to 
measure, predict 
and control 
results. 

Establish 
quality metrics 
and conduct 
quality audits to 
predict and 
verify 
achievement of 
goals and 
identify need 
for corrective 
actions; apply 
quality control 
techniques to 
project effort. 

Implement best 
practices quality 
control 
organization; 
document 
quality methods 
integral to 
project plan; 
provide 
commitment of 
staff, tools, and 
methods to 
support quality 
effort. 

Continuous 
Quality 
Improvement 

Communicate 
continually a 
project goal to 
work smarter 
and find better 
processes; plan 
the project to 
accommodate 
future 
improvements. 

Review the 
project approach 
and design 
concept for 
modularity, 
expandability and 
growth; consider 
CQI in product 
life cycle 
strategy. 

Include CQI 
tasks in project 
plans and 
budget; 
establish CQI 
goals and 
metrics, and 
report progress 
periodically. 

Incorporate 
CQI/TQM goals 
into 
specifications 
and plans; 
review project 
methods for 
improvement 
opportunities; 
institutionalize 
CQI processes 
and incorporate 
provisions into 
product design. 
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 13. BUDGET 
 

Procurement, Accounting & Financial Control 
 

Why, What, How? 
 
Smaller projects get by without paying any special attention to accounting. It is common to work 
through the procurement and accounting section of the host department or the organisation's 
main financial function. In these cases, the Project Manager usually maintains basic financial 
information as part of the project's control and reporting activities. 
 
Larger projects may need their own finance capability. Large, complex or joint-venture projects 
might even need a professional accountant and team to deal with the volume of work. Some joint 
ventures are run as entirely separate businesses requiring their own legal, financial and 
organisational structure. You might also use accounting software to manage the project's 
finances independently of the organisation's overall accounting (although appropriate data would 
be consolidated into the parent organisations' figures). 
 

The main financial activities of a project are: 
 

• formulating and controlling the budget, 
• purchasing, payment and accounting for products, services, facilities, contracts, etc, 
• tracking and reporting financial progress. 

 
  
At the start of the project: 
 
13.1 Project Budget 
 

The project's budget will evolve from the project definition and benefit model work. For 
project management purposes, you will probably need to analyse it in further detail and 
with greater structure to support subsequent control and reporting. 
 
Budgets are usually set and managed for the duration of the project. In some cases you 
might prefer to work with a budget per stage or phase. 
 
One common problem with project budgets and accounting is that the project's duration is 
unlikely to match the organisation's financial year. Most organisations control budgets on 
an annual basis. The project needs to manage its budget over its full duration but the 
organisation needs to manage budgets on a cyclical basis - so you might need to manage 
and reconcile two sets of figures based over different time periods. In some cases it may 
require special processes to deal with a budget that needs to be carried over more than 
one financial year. 
 
The original project budget might simply itemise the costs. For management purposes you 
need to know when these will occur. A typical project budget would show the various types 
of expenditure and which time period they are planned to fall into. This will subsequently 
allow you to track costs against the plan. 
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13.2 Budget Worksheet 
 
Most commonly, the project management team will prepare a budget in a spreadsheet format. 

 

 

In this example we can see: 

• categories of cost, 
• specific types of cost, 
• which month elements of each cost type fall into, 
• total costs per category and type, 
• total spend per month, 
• overall project cost. 
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a. The start of each phase 
 

At the start of each phase there will have been reviews of the overall approach and 
the preparation of detailed plans. There may have been changes in the timescale, 
for example if the phases were completed early or late. There may also have been 
changes in the way the team is resourced. Review the effect of these on the budget. 

 
 
In some cases, it might be appropriate to create a detailed budget per phase or stage. 
 
  
b. During the project 
 

Project costs may arise from many sources, for example: 
 

• Charges for time spent by project participants taken from the project's 
timesheet and time control system (based on agreed formulae for converting 
time into cost) 

• Charges for time reported by other business units and participants 
• Actual payroll costs of project participants 
• Purchases, rentals and other direct expenditure of the project 
• Purchases, travel, subsistence, accommodation and other expenditure 

incurred by individuals and re-charged to the project (via expense claims, 
purchase cards etc) 

• Invoice items from sub-contractors for time and services 
• Invoices items from sub-contractors to re-charge their costs for purchases, 

travel, subsistence, accommodation etc 
• Internal cross-charges, eg use of facilities, telephone calls, printing, use of 

computer facilities etc 
• Depreciation charges for capital assets such as equipment and facilities. 

 
For each cost, you should be reviewing whether it is appropriate, justified, 
authorised, and in line with budget expectations. 
 
You may also need to account for taxes. Purchases usually attract VAT which 
should be properly recorded so that it can be reclaimed against the organisation's 
incoming VAT charges. 

 
  
c. Procurement process 
 

During the life of the project you will need to procure various products, services and 
facilities. This may involve a selection process as discussed in the section on Sub-
contractor and Contract Management. 
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d. Purchase and Payment Process 
 

Even conventional purchases need procedures and controls. Below is an example 
of a basic purchase process. Note the controls: 
 

• must be a valid thing to buy 
• requester must be authorised to make such a request (possibly subject to 

spending limits, restrictions on the type or method of expenditure, dual 
authorisation requirements etc) 

• budget must be available (a running total of commitments is kept to identify 
the remaining budget available) 

• delivery of the product or service is validated 
• payment is only made if there is a three-way match between what was 

ordered, what was delivered, and what was billed. 
  
 

e. Tracking and Reporting Financial Progress 
 

Financial data should be part of the routine project tracking and control reporting 
information. The project management team and project sponsors should regularly 
review financial progress. Costs and projected benefit should be monitored. The 
project should be managed actively to achieve optimum overall benefit. 
 
The basic requirement is to track and report spend against budget. Expenditure to 
date is compared with the project budget, typically showing such things as: 
 

• expenditure this period 
• budget this period 
• variance this period 
• expenditure to date 
• budget to date 
• variance to date 
• current forecast 
• forecasted variance against overall project budget. 

 
It is not useful to report financial data without an explanation. Where there is any 
significant discrepancy, the project management team should identify why it has 
occurred, whether it is a real problem, and what action should be taken. This 
information should be included in the financial reports. 
 
Management usually over-burdened with information. It might be better to report 
financial information on an exception-reporting basis, ie only inform management of 
things significantly different to the budget or plan. Nevertheless, trend information 
can often illustrate the overall position. A graph showing trends will be much more 
useful than tables of numbers. 
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This type of analysis is time based. It makes no allowance for the project running 
early or late. If the project is early it may be that we are spending money earlier than 
planned - so the spend against budget might look bad even though we are doing 
well. Conversely, if we are running late we might not have incurred some expenses 
by the planned date - so the spend against budget could look good even though 
things are going badly. 
 
One solution is to re-cast the budget from time to time as appropriate. We might 
show the spend against the latest budget projection as well as the comparison to 
the original budget. Another solution is to use "Earned Value". 
 
Earned Value 
 

"Earned Value" is a concept used to express the progress of a task or of the 
overall project in terms of financial value. It can give a more accurate view of 
the project. 
 
If I have completed half of a project worth R1,000,000 I could say I have 
earned R500,000. In fact, the real current value may be nothing since no 
benefit can be generated from a half finished system, but I could say I have 
earned R500,000 of its ultimate value. 
 
You can apply this logic to track the expected net benefit. More commonly, 
Earned Value calculations are used to track and manage the project's 
progress and costs. 
 

At the end of the project 
 

At the end of the project you need to finalise the project's financial position. 
Make sure the final invoices have been received and paid. Make sure any 
regular payments or charges have been terminated or transferred to 
operational ownership (eg office space, telephone, etc). Agree what to do 
about under spent or overspent budget - it may be appropriate to transfer it to 
the operational budget. 
 
You may need to account for the transfer of ownership of capital assets and 
other property or facilities. 
 
Prepare the final financial reports. Some of this information may be needed 
by the organisation's finance department and by any joint-venture partners. 
Make sure all appropriate financial information is properly archived in case of 
future disputes and for the calculation of taxes. 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
What is the importance of 
having a budget? 

 
 
 
 
 
 
 
 

 

What should be reflected in a 
Project Budget and why? 
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14. DELEGATIONS 
 

Delegating authority skills, tasks and the process of effective delegation 
 
Delegation is one of the most important management skills. These logical rules and techniques 
will help you to delegate well (and will help you to help your manager when you are being 
delegated a task or new responsibility - delegation is a two-way process!). Good delegation saves 
you time, develops you people, grooms a successor, and motivates. Poor delegation will cause 
you frustration, demotivates and confuses the other person, and fails to achieve the task or 
purpose itself. So it's a management skill that's worth improving. Here are the simple steps to 
follow if you want to get delegation right, with different levels of delegation freedom that you can 
offer. 
 
This delegation skills guide deals with general delegation principles and process, which is 
applicable to individuals and teams, or to specially formed groups of people for individual projects 
(including 'virtual teams'). 
 
Delegation is a very helpful aid for succession planning, personal development - and seeking and 
encouraging promotion. It's how we grow in the job - delegation enables us to gain experience to 
take on higher responsibilities. 
 
Effective delegation is actually crucial for effective succession. For the successor and for the 
manager too: the main task of a manager in a growing thriving organisation is ultimately to 
develop a successor. When this happens everyone can move on to higher things. When it fails to 
happen the succession and progression becomes dependent on bringing in new people from 
outside. 
 
Delegation can be used to develop your people and yourself - delegation is not just a 
management technique for freeing up the boss's time. Of course there is a right way to do it. 
These delegation tips and techniques are useful for bosses - and for anyone seeking or being 
given delegated responsibilities. 
 
As a giver of delegated tasks you must ensure delegation happens properly. Just as significantly, 
as the recipient of delegated tasks you have the opportunity to 'manage upwards' and suggest 
improvements to the delegation process and understanding - especially if your boss could use the 
help. 
 
A simple delegation rule is the SMART acronym, or better still, SMARTER. It's a quick checklist 
for proper delegation. Delegated tasks must be: 
 

• Specific 
• Measurable 
• Agreed 
• Realistic 
• Time bound 
• Ethical 
• Recorded 
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14.1 The steps of successful delegation: 
  

1 Define the task 
 
Confirm in your own mind that the task is suitable to be delegated. Does it meet the criteria 
for delegating? 
 
2 Select the individual or team 
 
What are your reasons for delegating to this person or team? What are they going to get 
out of it? What are you going to get out of it? 
 
3 Assess ability and training needs 
 
Is the other person or team of people capable of doing the task? Do they understand what 
needs to be done? If not, you can't delegate. 
 
4 Explain the reasons 
 
You must explain why the job or responsibility is being delegated and why to that person or 
people? What is its importance and relevance? Where does it fit in the overall scheme of 
things? 
 
5 State required results 
 
What must be achieved? Clarify understanding by getting feedback from the other person. 
How will the task be measured? Make sure they know how you intend to decide that the 
job is being successfully done. 
 
6 Consider resources required 
 
Discuss and agree what is required to get the job done. Consider people, location, 
premises, equipment, money, materials, other related activities and services. 
 
7 Agree deadlines 
 
When must the job be finished? Or if an ongoing duty, when are the review dates? When 
are the reports due? And if the task is complex and has parts or stages, what are the 
priorities? 
 
At this point you may need to confirm understanding with the other person of the previous 
points, getting ideas and interpretation. As well as showing you that the job can be done, 
this helps to reinforce commitment. 
 
Methods of checking and controlling must be agreed with the other person. Failing to 
agree this in advance will cause this monitoring to seem like interference or lack of trust. 
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8 Support and communicate 
 
Think about whom else needs to know what's going on, and inform them. Involve the other 
person in considering this so they can see beyond the issue at hand. Do not leave the 
person to inform your own peers of their new responsibility. Warn the person about any 
awkward matters of politics or protocol. Inform your own boss if the task is important, and 
of sufficient profile. 
 
9 Feedback on results 
 
It is essential to let the person know how they are doing, and whether they have achieved 
their aims. If not, you must review with them why things did not go to plan, and deal with 
the problems. You must absorb the consequences of failure, and pass on the credit for 
success. 
 
  

14.2 Levels of delegation 
 

Delegation isn't just a matter of telling someone else what to do. There is a wide range of 
varying freedom that you can confer on the other person. The more experienced and 
reliable the other person is, then the more freedom you can give. The more critical the task 
then the more cautious you need to be about extending a lot of freedom, especially if your 
job or reputation depends on getting a good result. Take care to choose the most 
appropriate style for each situation. For each example the statements are simplified for 
clarity; in reality you would choose a less abrupt style of language, depending on the 
person and the relationship. At the very least, a "Please" and "Thank-you" would be 
included in the requests. 
 
It's important also to ask the other person what level of authority they feel comfortable 
being given. Why guess? When you ask, you can find out for sure and agree this with the 
other person. Some people are confident; others less so. It's your responsibility to agree 
with them what level is most appropriate, so that the job is done effectively and with 
minimal unnecessary involvement from you. Involving the other person in agreeing the 
level of delegated freedom for any particular responsibility is an essential part of the 
'contract' that you make with them. 
 
These levels of delegation are not an exhaustive list. There are many more shades of grey 
between these black-and-white examples. Take time to discuss and adapt the agreements 
and 'contracts' that you make with people regarding delegated tasks, responsibility and 
freedom according to the situation. 
 
Be creative in choosing levels of delegated responsibility, and always check with the other 
person that they are comfortable with your chosen level. People are generally capable of 
doing far more than you imagine. 
 
The rate and extent of responsibility and freedom delegated to people is a fundamental 
driver of organisational growth and effectiveness, the growth and well-being of your 
people, and of your own development and advancement. 
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14.3 Levels of delegation - examples 
 
These examples of different delegation levels progressively offer, encourage and enable 
more delegated freedom. Level 1 is the lowest level of delegated freedom (basically none). 
Level 10 is the highest level typically (and rarely) found in organisations. 
 
  
1 "Wait to be told." or "Do exactly what I say." or "Follow these instructions 
precisely." 
 
This is instruction. There is no delegated freedom at all. 
 
  
2 "Look into this and tell me the situation. I'll decide." 
 
This is asking for investigation and analysis but no recommendation. The person 
delegating retains responsibility for assessing options prior to making the decision. 
 
  
3 "Look into this and tell me the situation. We'll decide together." 
 
This is has a subtle important difference to the above. This level of delegation encourages 
and enables the analysis and decision to be a shared process, which can be very helpful in 
coaching and development. 
 
  
4 "Tell me the situation and what help you need from me in assessing and handling 
it. Then we'll decide." 
 
This is opens the possibility of greater freedom for analysis and decision-making, subject 
to both people agreeing this is appropriate. Again, this level is helpful in growing and 
defining coaching and development relationships. 
 
  
5 "Give me your analysis of the situation (reasons, options, pros and cons) and 
recommendation. I'll let you know whether you can go ahead." 
 
Asks for analysis and recommendation, but you will check the thinking before deciding. 
 
  
6 "Decide and let me know your decision, and wait for my go-ahead before 
proceeding." 
 
The other person is trusted to assess the situation and options and is probably competent 
enough to decide and implement too, but for reasons of task importance, or competence, 
or perhaps externally changing factors, the boss prefers to keep control of timing. This 
level of delegation can be frustrating for people if used too often or for too long, and in any 
event the reason for keeping people waiting, after they've inevitably invested time and 
effort, needs to be explained. 
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7 "Decide and let me know your decision, then go ahead unless I say not to." 
 
Now the other person begins to control the action. The subtle increase in responsibility 
saves time. The default is now positive rather than negative. This is a very liberating 
change in delegated freedom, and incidentally one that can also be used very effectively 
when seeking responsibility from above or elsewhere in an organisation, especially one 
which is strangled by indecision and bureaucracy. For example, "Here is my analysis and 
recommendation; I will proceed unless you tell me otherwise by (date)." 
 
  
8 "Decide and take action - let me know what you did (and what happened)." 
 
This delegation level, as with each increase up the scale, saves even more time. This level 
of delegation also enables a degree of follow-up by the manager as to the effectiveness of 
the delegated responsibility, which is necessary when people are being managed from a 
greater distance, or more 'hands-off'. The level also allows and invites positive feedback by 
the manager, which is helpful in coaching and development of course. 
 
  
9 "Decide and take action. You need not check back with me." 
 
The most freedom that you can give to another person when you still need to retain 
responsibility for the activity. A high level of confidence is necessary, and you would 
normally assess the quality of the activity after the event according to overall results, 
potentially weeks or months later. Feedback and review remain helpful and important, 
although the relationship is more likely one of mentoring, rather than coaching per se. 
 
  
10 "Decide where action needs to be taken and manage the situation accordingly. 
It's your area of responsibility now." 
 
The most freedom that you can give to the other person, and not generally used without 
formal change of a person's job role. It's the delegation of a strategic responsibility. This 
gives the other person responsibility for defining what changes projects, tasks, analysis 
and decisions are necessary for the management of a particular area of responsibility, as 
well as the task or project or change itself, and how the initiative or change is to be 
implemented and measured, etc. This amounts to delegating part of your job - not just a 
task or project. You'd use this utmost level of delegation (for example) when developing a 
successor, or as part of an intentional and agreed plan to devolve some of your job 
accountability in a formal sense. 
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SELF CHECK / REVIEW 
 

Complete the following “Self Check Questionnaire” of the learning complete. This is part of our 
learning review and does not form part of a test. Total of 15 min will be allocated for the exercise.  
 

• Learning Review – statement or Question will be asked. 
• Comment – Record your understanding of the “Learning Review” in this column. Only use 

short key words to explain your understanding. 
• Remarks – Rate your understanding of this learning outcome:  

 - Excellent 
? – Review again 
 - Discuss again with your Facilitator 

Learning Review Comment Remarks 
What are the key steps to 
successful Delegation? 
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What do you understand with 
the statement “Levels of 
Delegation”? 
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