
Are you uncertain where to start? Will you know when you are successful?

In the community?
In a club?  At home?

At your place of worship?

Do yo
u have a project to complete?
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Preface

Purpose
The goal of this document is to provide you with an understanding of 
project management and the tools, techniques and templates that you can
use to effectively work on a project successfully. Outlined in this document
are steps that will enable you and your project team to plan and manage a
project from conception to conclusion; in this process, you'll meet everyone's
expectations. The document will start by providing a basic understanding of
project management concepts, and then in plain everyday words explain how
a project manager and team can effectively: define the project, organize
the work, create a plan, and work the plan to a successful conclusion. As a
project manager, you will start to develop the skills necessary to lead and
manage successful initiatives.

How to use this Document
This document can be used: as a reference document, a self-study guide, a
training tool, or as an introduction to a project management course that is
delivered by an instructor and used in conjunction with the Project
Management Skills for Life PowerPoint® presentation. If this document is
used as a training tool, you will find exercises that can be completed
throughout the document and an evaluation form in the Appendix.

Covered in this Document:
• Definitions of projects and project management
• Explanations of the five Process Groups
• Descriptions of the project team's roles and responsibilities
• Writing a project charter and scope statement
• Developing a work breakdown structure
• Determining the schedule and resources
• Determining the critical path
• Building quality into the project
• Communicating from the project start to completion
• Understanding potential project risks
• Procuring products and services
• Monitoring, tracking, and reporting on the project's progress
• Closing a project
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What is a Project?
We all "do" projects, throughout our lives. Many times we don't even realize
we're working on a project. The planning and work performed to complete a
project are probably familiar to you, but the term "project" might be new. A
project:

• is a temporary endeavor with a definite beginning and end, and

• it creates or produces a unique product, service or result.

The diagram, to the left, depicts the relationship and interdependence
between a project's scope, time, cost, and quality constraints.

Scope is the work that will, or will not, be done to create the unique 
product, service, or result. Most projects have restrictions to one or all of
these constraints that could impact your project's success. When starting a
project find out if you are under a strict deadline, have limited funding, or
the quality of your outcome is critical. A restriction or change in one of the
constraints can impact another constraint. As a project manager, keep the
relationship and interdependence between the constraints in mind as you
plan and work on the project so that you can meet or exceed your own and
other's project expectations, resulting in a successful project.

Here are examples of projects that you may have completed in the past:

• Renovating a kitchen

• Planning a company event

• Refinishing a piece of furniture

• Planning a vacation

• Developing a business plan

• Planning a fundraising cookie sale

How is each of these examples a project? 

(Answer: Each example has a definite beginning and end date that produces a project 
outcome, unique product, service, or result.) 

Note: The project outcome is often referred to as the project deliverable 
or the final deliverable. A project might require multiple interim 
deliverables so that the project deliverable or final deliverable can be 
created or produced.

TI
ME

COST

SCOPE & QUALITY

A project is
temporary

and unique.
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Exercise 1
(Time to Completed: 10 minutes)

List some projects that you have completed. You may have undertaken these
projects in your personal life, at work, at school, in the community, or while
volunteering. Ask yourself the following questions: was it a temporary 
endeavor with a definite beginning and end, did it create or produce 
something, and was there a deliverable? If still in doubt, list it anyway, so that
we can discuss if it meets the basic requirements to be considered a project. 

What is Project Management?
Project Management is an approach, to be followed, to ensure that all
required project work undertaken to create a product service or result is
planned and completed within a specified time, schedule, cost, and quality.

This includes:

• Determining strategies to ensure everyone's expectations are met
and that all the needed people and other resources, such as 
supplies, equipment, and facilities, are identified, planned for, 
and acquired

• Defining high-quality project standards

• Identifying potential risks and then determining effective ways to
manage those risks 

• Procuring products and services according to the organization’s 
procedures

• Communicating the project's progress to the people and 
organizations involved, on a regular basis

NUMBER PROJECT DELIVERABLE(S)

1.

2.

3.

4.

5.

6.
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Now that you’ve learned what project management is, let us begin to look
at the roles and responsibilities of different people who might be involved
with the project. Let’s start with the project manager.

What is a Project Manager? 
A project manager is the person responsible for 
ensuring a project achieves its goals and objectives.
This position is normally assigned by someone, within
the organization. That someone could be the CEO, the
project sponsor, or a group of peers. Depending on the
project, the project team itself may choose its project manager. 

Professional project managers define, plan, and execute a wide variety of
projects with different levels of complexity and work in practically every
industry. Some projects that they might manage are:

• Constructing a building or bridge

• Building a space station

• Installing a new computer system in a small office

• Connecting hundreds of company offices located around the
world, into one network

• Developing an international training program

• Planning a fundraising event

Although the size and complexity of your projects may be smaller than 
those mentioned above, you have likely performed or will perform the role
of a project manager, at least once your lifetime. Just like professional 
project managers, you probably followed a list of "things to do" to complete
the project.

A project manager's success depends on his or her ability to identify 
requirements, understand and manage expectations, and communicate 
effectively. His or her ability to plan and work, within the project constraints,
is also crucial. Leveraging proven project management tools, techniques, and
templates can enhance a project manager's ability to define, plan, manage,
and to complete projects successfully. This document will introduce you to
some of these tools, techniques, and templates.

A project
manager 
leads the 
project.
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What is a Stakeholder?
Project stakeholders are the people or organizations that are involved or
have an interest, either positively or negatively, in the project and project
outcome. Project stakeholders may include customers, clients, supplies,
vendors and contributors to active and daily participation.

All stakeholders are involved to some degree in defining
the scope of the project and all need to be kept informed
of the project's progress. Some project stakeholders are
known as key project stakeholders because they may have
greater involvement and influence over the project’s 

outcome. Regardless of how involved a stakeholder is, it is important to 
recognize and engage all project stakeholders early in the project to ensure
that their expectations and requirements are met.

What is a Project Sponsor?
A project sponsor is the person who provides financial and other needed
resources for the project; he or she is also responsible for providing the 
management oversight. The project sponsor is available to support the 
project manager and is responsible for signing off on the project's outcome.
This individual is a stakeholder and can be internal or external to the organi-
zation. Examples of a project sponsor are:

• Member of the management team

• A minister or elder of a religious
organization

• Member of a board of directors or 
association member

• Parent or relative

• Client or customer

This person may provide resources such as funding and equipment, but have
limited or no daily involvement in the project. At other times, the project
sponsor may take an active role, offering to: help develop a budget (the
money set aside to complete the project), find team members and other
resources, or assist with establishing the project plan. Regardless of how
active or inactive the project sponsor is on a daily basis, project sponsors
want to make sure there is sufficient funding and the right resources 
available to ensure project success. After all, a project's success is his or 
her success.
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What is a Team Member?
Project team members are the people who work on the project and 
contribute to its success. The project manager and project sponsor define
the team member roles and responsibilities. They may be employed by the
organization responsible for the project or they could be a third-party
expert, vendor, supplier, contractor, or volunteer.

The project manager and project sponsor find it helpful if team members
speak about their skills and qualifications. This enables them to determine
and select the best individual, to complete the task and fulfill the project
requirements. Typically, one team member is assigned to a specific task but
tasks that are more complex may require more team members and additional
resources. When the project manager assigns the tasks, he or she thoroughly
discusses the assignment with the individual team member, making sure that
the team member is clear as to the work that needs to be completed, so
that any frustration or duplication of effort is eliminated. The team member
may need mentoring or training. Also, the team member needs to feel 
comfortable asking for help when it’s needed.

All team members are responsible for reporting their team, project progress
and the status of their assigned tasks, to the project manager. Some team
members will be required to attend all regularly scheduled meetings, to 
discuss the project’s status. Other team members, such as third-party
experts, vendor, suppliers, contractors, or volunteers, may attend meetings
occasionally, when invited by the project manager.

The team directory template serves as a guide to organize essential 
information about each project team member, such as contact information
and assigned responsibilities. Consider distributing the team directory to all
project team members and project stakeholders.

Refer to Team Directory Template in the Appendix on page 40.
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Project Management Process Groups
All projects regardless of how big or small have stages, phases, or steps. 
A Guide to the Project Management Body of Knowledge Fifth Edition (PMBOK®)
calls these stages, “phases”, “steps processes” or “Process Groups”. These
Process Groups help the project manager and team members define, 
organize, and keep track of all the work that needs to be completed, 
for a successful project. 

The Process Groups are:

Initiating is the beginning of the project. The project manager is 
normally assigned by management, and project stakeholders 
are identified. The project manager, project sponsor, and if 
applicable, the team members and other stakeholders should start
to consider the project idea. The idea is researched, evaluated,
defined, and justified. The project sponsor and project 
stakeholders' expectations, requirements, and involvement in the
project are understood. The project: goals and objectives are
defined, constraints are discussed and evaluated, and outcomes
are determined. The project is then authorized by management.

Planning is determining the course of action for the project. The 
project manager and team members define the tasks that need to
be completed. They also determine what staff and other resources
are needed, the timelines, the project completion date, and the
available budget. Individual plans may be created to address 
project risk, quality, communication, and procurement. Without
careful planning, a project manager and project team may find it
difficult, if not impossible, to achieve project success. Even with
the best planning, some project plan rework may be required, as
the project evolves. A new requirement could be identified or an
issue  could be encountered which could impact the work to be
performed and the project timeline.

*A Guide to the Project
Management Body of Knowledge
Fifth Edition (PMBOK®)

*
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Executing is "working" the plan. This process consists of working on 
or performing the tasks that were defined during the planning
process.

Monitoring & Controlling is the monitoring of the project's process, 
controlling issues and managing changes from the original project
plan. As the project is monitored and controlled, changes to the
project constraints may require the original project plan to be
evaluated and then modified to ensure the project objectives and
expected outcomes are being met. 

Closing is the end of the project. It is the acceptance of the project
outcome by the appropriate people and sign-off by the project
sponsor. It also includes evaluating and capturing the lessons
learned, performing the final administrative work, and ending the
project by celebrating the project completion and success.

Ongoing Project Functions
There are other management functions that a project manager and team
members perform throughout the project. These management functions are:

• Integration Management - coordinating the interaction of 
processes so that all components or parts of the project are 
completed in the right order and at the right time

• Scope Management - ensuring that the team members complete
all of the tasks necessary, to achieve the project goals and provide
a quality outcome

• Time Management - ensuring the team completes the project
according to the schedule

• Cost Management - ensuring the project is completed within the
approved budget

• Quality Management - ensuring that the project outcome, the
product, service, or result, satisfies the project stakeholders'
needs and meets their standards

• Human Resources Management - the effective utilization of the
project team members to complete the project

• Communication Management - ensuring the right information gets
to the project sponsor, project manager, team members and 
project stakeholders
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• Risk Management - the identification, analysis, and response to
unexpected situations that arise

• Procurement Management - the determination and acquisition 
of resources such as supplies and vendors needed to best 
complete the project 

In the following sections we will explain the five process groups and ongoing project
functions, in more detail.

12
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1. Initiating Process

The first action taken when beginning or initiating a project is to define the
project goal and determine the reasons for having the project. Some organi-
zations refer to this as the project rationale or the business case.

The project manager is normally assigned by someone in the organization.
The project manager, project sponsor, and, if applicable, team members
and project stakeholders research, analyze, and collaborate to clarify the
reasons for the project. 

The team agrees on the reasons and need for work, and crafts a clear 
statement of purpose with anticipated deliverables. Management approves
the project. Effective communication is critical during this process, and the
communication might occur by e-mails, phone calls, and meetings.

There are some basic questions that need to be answered when starting any 
project. The answers to these questions help guide the project from start 
to finish. They are:

• Why is the project being initiated? (The project stakeholders
should discuss and agree on the answer for this question.)

• Who is this work being done for? Who are the project sponsors 
and the key project stakeholders that might use the final product,
service, or results?

Project Management Project Management 

Skills 
For Lifels 
For Lifes 
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• What are we going to deliver? What work do we need to 
complete? What resources and funds do we need to produce these
deliverables?

• When will we produce these deliverables? When will the project
stakeholders review them? When will the project sponsor approve
and accept the final project outcome?

• Where will the deliverables be used?

• How are we going to achieve the project's goal and objectives?
How will success be measured?

Now, let us look at two different potential projects.

Project 1 is the planning of an annual corporate picnic, to be held during
June, for all corporate employees and their families.

,,

14

To thank the employees for all their hard work over the
last year.

Corporate employees and family members. The project
sponsor is the head of the corporation's operations.

A corporate picnic

June 

Local park

Coordinate family activities and food to accommodate the
guests. Success will be measured and considered a success
if 75% of the employees and families attend and have fun.

Why:

Who:

What:

When:

Where:

How:
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Project 2 is a can and non-perishables food drive, being held by the sports
teams, at a local middle and high school.

2. Planning

\

Exercise 2 
(Time to complete: 10 minutes.)

Complete this exercise, either as a group or individually. Think about a project
you are about to work on or may have previously completed. How would you
respond to the Why, Who, What, When, Where and How questions?

15

The local food bank has been running short of food for the
last three months, and has not been able to provide food
to all of those in need. The youth would like to help the
food bank replenish their food supply.

The local food bank. The director of the youth's athletic
program for the schools is the project sponsor.

Cans and other non-perishables will be collected.

The drive will be conducted during the last week in
October and the first two weeks in November. Project
planning will start in early October.

Place boxes outside of local stores, and at the middle and
high schools.

Ability to measure success - Collecting 10,000 cans and
other non-perishable food items.

Why:

Who:

What:

When:

Where:

How:

Why:

Who:

What:

When:

Where:

How:
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The Project Charter
The answers to each of these questions provides the information necessary
to create a project charter which is a document created "authorizing" the
initiation of the project and used as a starting point to further clarify and
refine the project. A project charter documents the reason or need for the
project and provides high-level answers to the Why, Who, Where, What,
When and How questions.

Refer to the Project Charter/Project Scope Statement Template in the Appendix on 
page 41.

Exercise 3 
(Time to complete: 15 minutes. Recommend completing this exercise as a group.)

Referring to the corporate picnic or the food drive identified earlier, let us
practice writing a project charter. Remember the project charter captures
the high-level answers to the Why, Who, Where, What, When, and How 
questions.

With a completed project charter, there is now enough information to start
the project’s Planning Process.

16
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2. Planning Process

With the project being given the go ahead, it is time to create a project
scope statement and develop a project plan. A project scope statement
builds upon and clarifies the information, in the project charter. The project
plan lists all the work that needs to be completed, the schedule or timeline
for completing the work, the necessary resources, and the budget. Writing
the scope statement is the first action, taken in the planning process. With
a clear scope, the project manager and team members further plan the
project by:

• Determining the tasks, sequencing those tasks (listing the tasks 
in the order they need to be carried out and completed) and 
creating a work breakdown structure

• Setting the schedule, which includes the start and completion
time for each task, and the project completion date

• Identifying and assigning resources such as team members, 
equipment, and facilities

• Creating a budget

Project Management Project Management 

Skills 
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Project Scope Statement
The project charter defines the project, but it is the scope statement that
clarifies and expands upon the project charter's description, reason or 
justification for the project, and the project requirements. It also adds 
additional information such as the project constraints, assumptions, boundaries
(what is and is not included in the project), and user acceptance criteria.

Creating the scope statement is a joint effort between the project 
stakeholders and the project team. They start by reviewing and updating
information in the project charter. They also make sure that they have
agreed on the requirements and confirmed the finished product, service, or
result. An open communication channel between the project stakeholders
and project team is essential. During these discussions, different expectations
may arise, making it necessary to redefine project deliverables and, 
sometimes, the schedule and budget.

The scope statement is an important project document for many reasons
and because it defines the project parameters and establishes the baseline
for measuring success. It is also the basis for all future project decision 
making, and is referred to when changes to the project are requested. 
It’s the document that the final deliverable, or the project outcome, is 
compared to for acceptance. It assists with creating a common understanding
of project expectations, among project stakeholders. For a project to be
successful, a project must meet or exceed the expectations outlined in the
scope statement. The scope statement is used as the starting point when
planning the work that needs to be completed, including creating the 
project schedule, deciding what people  and resources will be needed, 
and estimating the budget. 

Refer to the Project Charter/Scope Statement Template in the Appendix on page 41.

Exercise 4 
(Time to complete: 15 minutes. It’s recommended that this exercise be completed as 
a group)

Now, let us use the project charter that we just created, for the picnic or
the food drive. Let’s expand on the project description and add additional
deliverables. Include the following scope statement criteria, in the document:

• Constraints
• Assumptions
• Boundaries (what will and will not be included)
• Risks
• User acceptance criteria

You now have a scope statement—a document that can be used 
to start defining the work.
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Project Work—The Work Breakdown Structure (WBS)
When a completed scope statement is agreed upon, the project manager
and team members start defining the necessary work. They do this by 
creating a Work Breakdown Structure (WBS). A WBS is a hierarchical break-
down of all the work that needs to occur to create the product, service, or
result. It is used to organize, define, and track the progress of the project
tasks. Think of it as a checklist, either a paper or electronic tool, of the
work that needs to be completed. 

To create a WBS, a project manager and the project team members 
identify and list all the deliverables and tasks that need to be completed.
When the project team is comfortable with the list of deliverables and
tasks, they sort or sequence the list into the order of when they need to be
performed. Some tasks will need to occur before the start or completion of
other tasks while other tasks can start independently. The easiest way to
determine all the work is to identify the project deliverables and for each
deliverable ask:

• What tasks need to be completed?

• In what order do these tasks need to be done?

WBS Example - Banquet

Refer to the Work Breakdown Schedule Template in the Appendix on page 43.

Planning &
Supervision Dinner Room &

Equipment Guests Staff Speakers

— Planning — Menu — Site/Room — Guest Room — Shoppers — Invite

— Budget — Shopping — Tables/ — RSVPs — Cooks — Transport
List Chairs

— Disbursements/ — Shopping — Setting/ — Name Tags — Servers — Coordinate
Reconciliations Utensils Topics

— Coordination — Cooking — Decorations — Special — Hosts — Backup for
Needs No-Shows

Banquet“Level 1” � 1.0

1.1 1.2 1.3 1.4 1.5 1.6

“Level 2”
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Project Schedule and Resources
After the work has been defined, the project manager and project team
members determine the time required to complete each task, assigning
start and end dates, for each task. This is known as the project schedule.
Think of the schedule as the project timeline. As the schedule is determined,
the resources or team members responsible for doing the work are assigned.

Project managers and project team members must manage their time 
carefully, to ensure that project tasks are completed on time, but it is 
easy to underestimate the time requirements for each project task.
Underestimating the amount of time needed to complete the overall project
or each task is a common error when planning and working on a project.
Gathering realistic estimates from team members, or others assigned to
complete tasks can help to create accurate estimates for task completion.
The easiest way to determine the schedule is to ask:

• When should each task and deliverable be completed?

• Who is responsible for each deliverable and for each task?

• Is it realistic to complete the work in the estimated timeframe?

Think of the combination of the work, schedule, and assigned resources as
the project plan. Professional project managers may use a software project
management tool or a productivity tool such as Microsoft Office Excel® to
create a project plan that lays out the project’s necessary work, timeline,
and resources. It is also possible to use a simple
table, such as the Project Plan Template on
page 44 of the Appendix.
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Examples of a Project Plan

Project Title: One deliverable with Associated Tasks for Corporate Picnic.

WBS
#

Deliverable
Task Name

Duration
Start
Date

Finish
Date

Resources Comments

1.0 Location of 
facility 5 days 4/1 4/5 Suzy Que

1.1 Call local parks 3 days 4/1 4/3 Johnny Oho

1.2 Determine budget
for renting space 1 day 4/3 4/3 Larry Dean

1.3 Design a map 1 day 4/3 4/3 Michael
Smith

1.4 Print activity list .5 day 4/4 4/4 Michael
Smith

1.5 Receive approval
and signoff .5 day 4/4 4/4 Mr. Finely

1.6 Sign contract
with facility 1 day 4/5 4/5 Purchasing
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Project Title: One deliverable with Associated Tasks for Food Drive.

In developing the project plan, include:

• Each deliverable and its associated tasks

• Tasks in order of performance

• Deliverable/task name

• Duration for each task (amount of time that is anticipated to 
complete the task; this information should be in hours, days, or
weeks as appropriate for the project)

• Expected start and end dates for each task

• Project completion date

• Individual(s) responsible for the deliverable/task (It may be 
necessary to have multiple tasks performed at the same time by
the same person)

• Any notes or comments that might be applicable for the team

WBS
#

Deliverable
Task Name

Duration
Start
Date

Finish
Date

Resources Comments

1.0 Boxes  42 days 10/1 11/I5 Suzy Dean

1.1 Determine size 
of boxes 1 day 10/1 10/2 John Snow

1.2 Determine where
to get the boxes 4 days 10/2 10/8 Mary Joe

1.3 Pick-up boxes .5 day 10/10 10/10 Jack Gate

1.4 Identify store 
locations for boxes I day 10/8 10/8 Jim Dean

1.5
Call stores to ask
permission to
leave boxes

5 days 10/8 10/13 Michael
Best

1.6

Create a schedule
for dropping off
boxes and picking

up items

.5 day 10/13 10/13

Mary Joe,
Youth

Member
Volunteers

1.7
Pick up boxes at
the end of the
food drive

I day 11/I5 11/I5

Michael
Best, Youth
Member
Volunteers
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Before finalizing the project plan, a project manager and the team 
members need to determine the critical path because the critical path is
the earliest date the project can be completed. Once the critical path is
known, the duration estimates for each task and expected start and end
dates, for each task, may need to modified. This will result in an updated
and new project plan.

The Critical Path
The Critical Path Methodology (CPM) provides the project manager with
information, about the duration or the lapse time, necessary to complete
each of the tasks. The critical path is the sequence of tasks that requires
the longest duration to complete, with no extra time, or what is known as
slack. It is the minimum length of time required to complete the project.
These tasks do not overlap and are performed sequentially, with one task
being completed before the next task begins.

This diagram shows how Task A took longer than expected, 
which affected when Tasks C & F could start. This added 

1.5 weeks to the original schedule.
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Project Quality
It is critical to consider the quality of the work being performed and the
quality of the final deliverable because you want to ensure the final 
deliverable lives up to the stakeholders’ expectations and standards. To
ensure that the project stakeholder expectations are being met, it is 
important to define processes and build these into the project plan. These
should be tasks that verify and validate that the major project deliverables
meet the project stakeholder’s expectations. Quality reviews need to be
performed throughout the project's execution, on a regular basis. It is also
important for the project stakeholders to agree on the
criteria for measuring project success. Defining and
agreeing on the criteria should have occurred when
the scope statement was written. While there are
many tools to assist in measuring quality—a simple 
yet effective tool is a checklist which can be used to 
verify that the work performed meets the standards.

Project Communications
Communication has been discussed, throughout this document, as being 
critical to the successful completion of the project. It is important for the
project manager, project team and project stakeholders to understand 
why and how communications will occur throughout the project. A good 
communication plan answers what, when, who, where, and how questions
such as:

• What needs to be communicated (e.g. status report, project plan)?

• When does the information need to be distributed (e.g. frequency)?

• Who should receive the information (all stakeholders, 
team members)?

• Where should the information be distributed and stored 
(e.g., file cabinets, notebooks, computers, or on websites)?

• How and in what format should the information be 
presented (e.g., memos, e-mail, mail, phone messages, 
meetings, fax, text messages, reports)? 
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Project Risks
It is important to identify and understand possible unexpected events, or
the conditions that might impact the successful outcome of the project.
Identifying these potential risks may point out the need to plan actions, to
avoid a potential negative project outcome, or even a project failure. The
team members and project stakeholders should brainstorm and continuously
communicate, to identify and document possible risks and how those risks
will be addressed. They should work together to reduce, or eliminate, the
negative impact of risk occurrence. A checklist is one tool that can be used,
to aid in risk planning.

Project Procurement
Many organizations have a defined procedure for procuring products and
services. Take the time to understand the organization's procedure and 
then follow it. If there is no procedure or it is not documented, it may be
necessary to develop a formal procedure and to include it in the planning
process. If you need to develop a procedure, consider including the 
following recommendations:

• Understanding the reasons and requirements for procuring any
product and/or service

• Including, if needed, a process for soliciting bids (your 
organization's process may require a bid, only if the amount
expected to be spent exceeds certain limits)

• Negotiating the terms with vendor or supplier contracts

• Having a legal expert review the contract and approve 
contractual agreements

• Ensuring that a billing and payment method is in place and 
appropriately communicated to involved parties

• Ensuring that all schedule and quality requirements that apply to
the service or product, being procured, are clearly described and
are understood and accepted, by the supplier

With an agreed-on scope, a clearly defined schedule, and other planning
activities completed, the project plan is ready to be executed. If at any
time during the executing process, it is determined that additional 
deliverables or tasks are required or the time allocated to complete tasks 
is underestimated, the project plan should be reviewed and modified.
Revisiting and modifying the project plan is common. You are now ready
begin the Executing process.

25
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3. Executing

The executing process is the "working" of the project plan. The project 
manager directs, manages, and tracks work, based on the project plan. He
or she coordinates the people and other resources, while ensuring that the
project work is completed on time. He or she also makes sure the team
members understand what is expected of them, such as what tasks they are
responsible for completing (example: when they need to create written 
status reports).

As you start executing the project plan, you may realize that there is a need
to change the project plan. This can happen because: 

• Tasks were overlooked

• Tasks were not initially included

• Time to complete a task was underestimated

• A team member(s) is no longer able to work on the project 

Your project plan (the work to be completed, the schedule, and assigned
resources) is an important tool that is used continuously and needs to be
updated throughout the project. As you execute the project plan and make
changes, remember to make the appropriate team members aware of any
changes to their tasks and the impacts of these changes, to the overall project.

If the time allocated to complete a deliverable is not sufficient, the project
manager and the team members need to meet and collaborate with the
project sponsor and any other appropriate project stakeholders, to 
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determine a course of action. If changes are required, to the deliverable
which requires the tasks or the timeline be changed, modify your project
plan accordingly.

Any such changes may also require changes to the project charter and scope
statement because these documents are the official project authorization
documents and include the project description and acceptance criteria. It is
important to hold regular project-status meetings to ensure the project is
proceeding as expected, keep team members up-to-date on the project 
status, and identify and resolve project issues. It is also essential to 
understand the procedure for providing written-status reports because 
written-status reports help keep the project, and everyone working on the
project, on track. Some tips for conducting successful meetings are:

• Determine a meeting place and time

• Conduct the meeting with an agenda

• Ask all members to report their status on tasks

• Identify any new risks or issues

• Discuss solutions to issues

• Ask members if they are on schedule and will meet their 
task deadline

• End each meeting on time and announce when the next meeting
will be held

• Send out meeting minutes

Refer to the Project Status Report Template in the Appendix on page 45.

Communication continues to be important, throughout the project. As a
team member, make sure you are keeping the project sponsor and project
stakeholders apprised of the project status. It is the project manager's
responsibility to present the project status to the project sponsor and other
project stakeholders. Be sure that information presented is in a format that
is appropriate to your particular audience.

Often during the executing process an organization procures products and
services from third-party vendors, suppliers, and/or consultants. It is 
important to understand and comply with any contract or solicitation
processes in place, in your organization.

Remember—things can go wrong with any project. Address project issues
promptly. Remain flexible and be willing to adapt to changes as necessary.
Finally, keep a sense of humor.

Let us look at some good practices to follow during the Monitoring &
Controlling process.

27

During the 
Executing Process, 
the project manager

ensures the tasks 
are being completed 
by team members.



         www.pmief.org
© 2013 PMI Educa�onal Founda�on

Project Management Project Management 

Skills 
For Life
Fo  

Skills 
For Lifes 

 L 28

4. Monitoring & Controlling

Monitoring and controlling begin as soon as the project manager and 
project sponsor start defining the project; it is performed simultaneously
and continuously throughout the project. It is the project manager's 
responsibility to monitor, track, and control the work as the project plan is
being executed. While the project manager has the ultimate responsibility
for project completion and delivering the expected product and service
within the scope, time, cost, and quality constraints, it is also the joint-
responsibility, of everyone on the team. Each team member must make sure
he or she starts and complete their tasks, on time, and inform the project
manager of any issues that they encounter or change requests received.

Issues are any questions or points of concern that might impact the project
plan. Change requests are requests to expand or reduce the project. These
requests must be approved, by the project sponsor, before they are agreed
to. This is because these requests normally impact the project constraints —
scope, time, cost, and quality. It is necessary to continually monitor and
ensure that the scope of the project is on track. What is being delivered
should also be consistent with the anticipated deliverables. Meeting 
expectations require continuous review of the quality of the work. It may
also be necessary, during the review process, to make a change in the scope
of work, either due to a project issue or a change request. While this is not
desired, it can happen.
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Remember to update the project plan and, if necessary, the scope 
statement to include these changes. It is also helpful to keep documentation
about project issues and change requests. This documentation helps answer
current project-related questions on how an issue was resolved, or why a
change to the plan occurred. It also provides historical information for
future, similar projects. 

Refer to Project Change/Issue Request Log Template in the Appendix on page 46.

Exercise 5 
(Time to complete: 10 minutes. Complete this exercise as a group discussion.)

This exercise will help you better understand how an unexpected change
can impact a project. First, select a past project that had changed during

the project's execution.

• How did the changes impact the scope and/or schedule of the
project?

• What could happen to a project to cause the project schedule to
slip or incur scope creep (scope creep is added work without
appropriately adjusting schedules/resources and without obtaining
approval of the sponsor)?

Once the work has been completed, the project manager and team members
collaborate to ensure that the project requirements and expectations were
successfully met and the final deliverable—the product, service, or result—
complies with the user acceptance criteria in the scope statement. The
project manager and team members then meet with the project sponsor
and other project stakeholders to "deliver' the completed project.

This begins the Closing process. This process is very important to complete
because, if a project is not closed, the project may never end.

29

Managing changes
to the project is 

crucial to ensuring
the project is 

completed on time.
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5. Closing

The closing process is done at the end of the project and consists of creating
a Lessons Learned document, performing an administrative close (which is
the final work of the project), and celebrating the project's completion.

Lessons Learned
At the end of the project, it is beneficial to hold a final team meeting in
which the project is reviewed, discussed, and the lessons learned are 
identified and documented. This type of meeting is commonly referred to as
a wrap-up meeting, or a lessons learned meeting. This meeting provides a
great opportunity for team members to share their thoughts regarding: what
went well, what they would change or improve, and what should be avoided
in the future. These thoughts, or "lessons learned,"
are both positive and constructive. Write them
down, and organize them in a document. Store
this document, with other project documentation,
because it is a reference tool for a future project,
particularly if the future project will be a similar,
in nature.
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Some possible questions to ask are: 

• Did the project sponsor provide the right level of support to the
team? If not, why not?

• Did all of the team members understand the reason for the 
project? If not, why not?

• Did the team identify the right project requirements? What could
we have improved?

• If work was missed, is there anything that could have been done
differently to avoid missing or overlooking necessary work?

• How accurate was the timeline? What could have been done to
better estimate the time required for each task?

• Were risks identified early in the project? Were risks discussed
throughout the project?

• Did the vendors and suppliers keep us informed of their progress?

• Could we have improved our communication process? Did everyone
have access to the information and documents they needed? What
could we have done differently?

• Were problems identified and addressed quickly?  If not, why not?

• Was the sponsor satisfied with the final results? If not, why not?

During the discussion, as each question is considered, solicit reasons or 
causes for problems. Document the things that went well, and the things
that could be changed and improved. Also note what the team should not
do again.

Refer to Lessons Learned Template in the Appendix on page 47.

Final Work
There is some final work—administrative work—that needs
to occur before the project manager and team members
move on to other projects. The final work includes:

• Ensure third-party contracts are completed or closed out. Be sure
that any contractual agreements, used during the project, are
closed and that all of the appropriate invoices are processed for
final payments

31
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• Team members should sign-off that they have completed their
assigned work. If all work is complete, collect and store any 
project-related paperwork and documents, such as the project
plan, completed schedule, budget, team minutes, and the lessons
learned. Save items in a paper file, notebook, on a computer, or
on your organization's network or some other appropriate media
storage space. Saved documents become reference material for
future-project teams and can potentially save considerable time
when starting the next project.

• The project sponsor accepts the delivery of the project 
outcome and signs-off on the project on behalf of the project 
stakeholders. The person who signs off on the project should have
been identified during the initiating and planning processes.

• If at this time additional requirements are identified, it would 
be appropriate to approach these work requirements in another 
project. A new project would begin with a new initiating process.

Celebrate! Celebrate! Celebrate!
In addition to the lessons learned session and storing all documents, it’s
time for the team to celebrate! Regardless of how well the project went,
celebrating the project’s end is an important way to wrap up.

The celebration can be anything special that you think is appropriate. It
might be as simple as a verbal thank you, the presentation of a certificate
or ribbon to each team member, or more subtle recognition, like a hand-
written thank you note. The celebration could be a gala event, a dinner, a
lunch, or something as simple and inexpensive as getting your team cookies.
The purpose of celebrating is to thank the team members and show them
their work was appreciated.
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Summary Review

This document helped you learn some project management concepts 
including importance of defining the work, determining the project 
schedule, and how to build a project plan that is as simple or complex as
you need it to be. We also highlighted how extremely important it is to
communicate with all members of the team, including the project sponsor,
project manager, team members, and project stakeholders. It is also equally
important to document and share information regarding the status of the
project. Without good communication, projects aren't successful. 

This document covered:

• Definition and analysis of project management

• The definition of a project

• Describing the roles and responsibilities of the project team

• Writing a project charter and scope statement

• Creating a project plan, including the work breakdown structure,
schedule, resources, and the critical path

• Building quality into the project

33
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• Communicating from the project start to completion

• Understanding potential project risks

• Procuring products and services

• Monitoring, tracking, and reporting on the project's progress

• Closing a project

Key points:

A project:

• is a temporary endeavor with a definite beginning and end, and

• it creates or produces a unique product, service or result

The project team roles include:

• Project sponsor

• Project manager

• Team members

• Project stakeholders

The five project management Process Groups.

• Initiating

• Planning

• Executing

• Monitoring & Controlling

• Closing
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The following basic questions need to be answered when starting any
project:

• Why is the project being initiated? (The project stakeholders
should discuss and agree upon the answer for this question.)

• Who is this work being done for? Who are the project sponsor(s)
and the key project stakeholders that might use the final 
product, service, or results?

• What are we going to deliver? What work do we need to 
complete; what resources and funds do we need to produce 
these deliverables?

• When will we produce these deliverables? When will the project
stakeholders review them? When will the project sponsor approve
and accept the final project outcome?

• Where will the deliverables be used?

• How are we going to achieve the project’s goal and objectives?
How will success be measured?

Follow the step-by-step guidelines in this document to successfully manage
all of your projects, big or small.
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Appendix

Worksheets

THESE WORKSHEETS CAN BE COPIED
AND USED FOR ANY PROJECT.

37
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Adult Bingo
Here’s your chance to learn about your fellow students. When you have
completed a square, have the person sign the square.  As soon as you get 5
squares in a row (diagonal, across or down), yell “BINGO!” 

B I N G O

Find someone
who loves to

cook

Find someone
who has 

managed a
project

Find someone
who is going to

school

Find someone
who can whistle
a song and join

them

Find someone
who you don’t
know and 
introduce 
yourself

Find someone
who likes to
scuba dive 

Find someone
who likes to

camp

Find someone
who is left
handed

Find someone
who volunteers

in their 
community 

Find someone
who has recently
moved from

another state or
country

Find someone
who has a pet
and find out
their pet’s

name and why
they chose
that name

Find someone
who is 

currently 
working more
than one job

FREE SPACE

Find someone
who enjoys the
theater and ask
them what play
they saw last

Find someone
who knew what
they wanted 
to be when 
they grew up 
and actually
became it

Find someone
who has been
with the same
company for
10 years

Find someone
who has just
started a new

job

Find someone
who loves
chocolate

Find someone
who has kids in

school 

Find someone
that has the
same birthday
month as you

Find someone
who loves to
read and ask
them the last
book they read

Find someone
who knows
what the
PMBOK®

Guide is 

Find someone
who is planning
a vacation and
ask where they

are going 

Find someone
who loves their

job

Find someone
who likes to take
photographs and

what their
favorite subject

matter is 
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Youth Bingo
Here’s your chance to learn about your fellow students. When you have
completed a square, have the person sign the square.  As soon as you get 5
squares in a row (diagonal, across or down), yell “BINGO!” 

B I N G O

Find someone
who can do 
a cartwheel

Find someone
who is or has
been a girl or
boy scout

Find someone
who can 

whistle a song
and join them

Find someone
who has 

traveled to a
different 
country

Find someone
who you don’t
know and 
introduce 
yourself

Find someone
who has the
same birthday
month as you

Find someone
who likes to

camp

Find someone
who belongs 
to a student
club and find
out what that
club does 

Find someone
who is left
handed

Find someone
who has a pet,
their pet’s name
and why they

chose it
Find someone
who plays 
soccer or 

football and
ask what 

position they
play

Find someone
who has

snorkeled and
ask the last
place they

have 
snorkeled

FREE SPACE

Find someone
who has a

younger brother
or sister and
find out their
name and age

Find someone
who is going on a
family vacation
and find out

where they are
going 

Find someone
who is in 
student 

government
and ask what
their position is

Find someone
who has

attended a live
concert and
what band or
singer they saw

Find someone
who can say
hello in 4 
languages

Find someone
who cheers for
your favorite
team and who
their favorite
player is 

Find someone
who plays video
games and ask
what their

favorite game is

Find someone
who is already
an aunt or

uncle and find
out their nieces
or nephew’s

name 

Find someone
who plays in
the school

band/orchestra
and find out

what instrument
they play 

Find someone
who can 

perform magic
tricks and ask
them to show
you a trick in
the near future

Find someone
who speaks

another language
and try to 
have a brief
conversation
with them 

Find someone
who takes 

another class
with you 

(in addition to
the current 

class)
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TEAM DIRECTORY TEMPLATE                                                                                            

PROJECT TITLE:_____________________________________________________

PROJECT MANAGER: _________________________________________________

NAME HOME
PHONE

WORK
PHONE

CELL
PHONE E-MAIL ADDRESS
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PROJECT CHARTER/PROJECT SCOPE TEMPLATE                                                                                        
Use the project charter template as a starting point for the project scope statement. 
As the project is clarified and additional information is known, elaborate on the project
charter and create a project scope statement. Items that are normally only found in a
scope statement are asterisked *.

PROJECT TITLE: ______________________________________________

PROJECT MANAGER: __________________________________________

PROJECT SPONSOR:

PROJECT DESCRIPTION:

PROJECT REASON/JUSTIFICATION:

PROJECT OBJECTIVES:

PROJECT SUCCESS CRITERIA:

PROJECT DELIVERABLES: 
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PROJECT CHARTER/PROJECT SCOPE TEMPLATE (PAGE 2)                                                                                       

PROJECT START AND END DATE:

SUMMARY BUDGET:

PROJECT BOUNDARIES*:

PROJECT CONSTRAINTS*:

PROJECT ASSUMPTIONS*:

USER ACCEPTANCE CRITERIA*:

Written by: ___________________________________ Date: ____________

Approved by: _________________________________ Date: ____________
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WORK BREAKDOWN SCHEDULE TEMPLATE                                                                                      

PROJECT TITLE: ______________________________________________

PROJECT MANAGER: __________________________________________

Banquet

Task 1 Task 2

Sub Task
1.1

Work
Package

1.1.1

Work
Package

1.1.2

Work
Package

1.1.3

Sub Task
1.2



         www.pmief.org
© 2013 PMI Educa�onal Founda�on

Project Management Project Management 

Skills 
For Life
Fo  

Skills 
For Lifes 

 L 44

CHECKLIST/SCHEDULE PROJECT PLAN TEMPLATE                                                                                

PROJECT TITLE: ______________________________________________

PROJECT MANAGER: __________________________________________

WBS
#

DELIVERABLE
TASK NAME DURATION START

DATE
FINISH
DATE RESOURCES COMMENTS
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PROJECT STATUS REPORT TEMPLATE                                                                           

PROJECT TITLE: ______________________________________________

PROJECT MANAGER: __________________________________________

REPORT DATE:________________________________________________

CURRENT STATUS: ____________________________________________

Activities completed during this period:

•

•

•

•

Activities planned until the next meeting:

•

•

•

•

Identify any issues and resolutions:

Identify any changes to the project scope:

List any problems, concerns or recommendations:
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PROJECT CHANGE/ISSUE REQUEST LOG TEMPLATE                                                        

PROJECT TITLE: ______________________________________________

PROJECT MANAGER: __________________________________________

Change Request Log

Issue Log

DESCRIPTION
OF CHANGE

REQUESTED
BY

CHANGE
REQUEST

DATE

IMPACT ON
PLAN

APPROVED/
REJECTED

DATE
STATUS

1.

2.

3.

4.

5.

ISSUE OWNER STATUS
DATE

OPENED
DATE

CLOSED
RESOLUTION

1.

2.

3.

4.

5.
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LESSONS LEARNED TEMPLATE                                                                                     

What we did right. (e.g., Did key project stakeholders support this project and were they
involved in the decision making? Was the entire team committed to the project and did
they work well together?)

What we could improve. (e.g., If we had to do this project again, what is the one thing that
you would change? What were the main bottlenecks, or obstacles, on the project that
could have been changed and improved?)

What should we continue to do. (e.g., Continue using the cloud application that enables us to
share team communication and document storage. The initial team meeting helped us
make sure everyone understood the reasons and deliverables for the project.)

Any other comments:
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TRAINING EVALUATION FORM                                                                                      

Student Name: _______________________________________________

Date: _______________________________________________________

Instructor’s Name: ____________________________________________

Please evaluate using the following scale:
5 = Strongly Agree, 1 = Strongly Disagree, NA = Not Applicable

1. Presentation was well organized, clear, in logical sequence. 5 4 3  2  1 NA
2. The instructor explained things clearly. 5  4  3  2  1 NA
3. The instructor made the session interesting. 5  4  3  2  1 NA
4. There was sufficient time to meet the objectives. 5 4  3  2  1 NA
5. The session materials aided in the learning process. 5  4  3  2  1 NA
6. I found the class practical and useful. 5  4  3  2  1 NA
7. I would recommend this class to others. 5  4  3  2  1 NA

What sections of the class should be given more emphasis? 
______________________________________________________________________________

What sections of the class should be given less emphasis?  
______________________________________________________________________________

How was the class beneficial?
______________________________________________________________________________

What did you like most about the class?  Why? 
______________________________________________________________________________

What did you like least about the class?  Why? 
______________________________________________________________________________

Other organizations you think might be interested in this class:  
______________________________________________________________________________

Additional Comments:
______________________________________________________________________________

______________________________________________________________________________
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Shirley Edwards
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Faye Smith
Ty Tabernik
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