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Chapter 1- Project Definition 
 

We will start this course by examining the very first basic understanding needed which is to 

define what a project is. As simple as it sounds, this will form the first building block that will 

set the roadmap for how to then manage a project.  

 

According to the Project Management Institute (PMI), a project is a temporary endeavor 

undertaken to create a unique product, service, or result. Breaking it down further one more 

step, a project has three distinct characteristics: 

 

First, a project is temporary: This is in contrast to an ongoing operation, a project has a 

distinct beginning and distinct end.  

 

In operations, which is part of every organization, there are ongoing tasks that are executed on 

a daily, weekly, or monthly basis. For example, accounting or marketing tasks that generate 

products and deliverables on a continuous basis to be used by upper management or other line 

managers within the organization, such as budget reports, win/loss reports, and so on. These 

reports are constantly generated to allow managers to spot trends in the company’s 

performance so they can chart forward-thinking strategies and implement tactical steps. These 

tasks and resulting deliverables are repetitive, while their structure or format may change or be 

revised with time, don’t end as long as their need is justified. 

 

Projects can occur at all levels of the organization and be of all sizes and lengths. Typically, 

projects become more complex and prone to higher risks the larger they are which requires 

more extensive project management methods and tools. The end of a project is reached when 

the project’s objectives have been achieved. Temporary does not necessarily mean short in 

duration; many projects last for several years. In every case, however, the duration of a project 

is finite, and they are not ongoing efforts. 

This defines the first basic element of a project, which is the project schedule. Anytime you are 

tasked with executing a project … you must know and be aware of the duration to complete the 

project.  

We all know that time is money. So, there will be costs associated with implementing a project, 

and in order to execute a project within a finite duration, you must know and agree on the 

budget needed to complete the project. While knowing the project schedule alone does not 

simply translate into a project budget, as you still need to define the project product, 
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deliverables, and resource needs, this however helps in defining the second basic element of a 

project, which is the project budget. 

 

Second, a project is unique: Its purpose is to create a product, service, or other specific result. 

No two projects are the same, and uniqueness is an important characteristic of the project 

deliverables. At face value, even in the simplest form many projects may look identical, 

however they are not and will have some variations that make them different and unique. 

Consider for example a housing development that consists of building similar houses. Even for 

identical house configurations, layout and looks, each house will sit on a different lot of land 

that will have different surveys, different foundation considerations, different driveways, 

requiring different connection to the sewer system and other utilities which depends on exact 

location, elevation, and proximity from the house.   

When asked, project managers that have managed numerous projects, me included, will 

confirm this and will tell you that they have never managed two projects that are exactly alike. 

Aside from having the actual deliverables be different, many other attributes of the project will 

be different. Attributes that could be different are the client or customer, the end user, the 

schedule, your team executing the project, the budget agreed to, available technology, to name 

a few.  

 

Since we are talking about the end product or deliverable, we thus have defined the third basic 

element of a project, which is the project scope. Having a defined scope is very important as it 

sets the client requirements that will be used in determining whether the project’s objectives 

have been achieved. 

Finally, a project is progressively elaborated: Because it is temporary and unique, a project 

is progressively elaborated – or iteratively refined – until a solution reaches a sufficient level of 

definition or completeness. 

 

Progressive elaboration means developing in steps and continuing by increments. Unlike the 

first two characteristics, this final characteristic does not address the specifics of the project 

itself, but rather the approach and methodology used for managing it. It accompanies the 

concepts of temporary and unique. While the scope of a project defines the objectives and 

deliverables to be achieved by the end of the project, the roadmap to get there only gets 

explicitly developed by the project team as the project progresses. For longer duration projects, 

sometimes certain conditions change during the execution of the project, requiring that the 

project team adapt to the changing conditions through some progressive development as they 

understand better the impact of the changes. 
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Taking a very simple example to illustrate the point and assume that you have a task to deliver 

a package from point A to point B during a certain timeframe. Even with the latest technology 

of having a GPS, it can only give you an estimate of how long it would take to complete the 

trip when you start, but it will make adjustments as you are driving. There is no way of telling 

when you start the trip whether an accident will occur along the way after you leave, or a lot of 

people hit the road (maybe there is an event that everyone is going to) which significantly 

added congestion. The accident or the unanticipated congestion will add time to your trip or 

otherwise you will have to make adjustments. This is why many times the GPS will 

progressively suggest certain roadmap changes along the way to minimize the delay. The point 

being that not everything is known when you start an endeavor, and there will be unique 

surprises along the way that you will have to deal with and manage. 

 

Key Takeaways 

 

❖ Project Essence: Projects are temporary, unique, and progressively elaborated 

endeavors. They have set timelines, offer distinct outcomes, and evolve through 

iterative refinement. 

 

❖ Navigating Uncertainties: Projects embrace unpredictability. Similar to adjusting 

routes during a journey, project managers must adapt to unforeseen challenges, 

highlighting the need for flexible strategies. 
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Chapter 2 - Understanding Project Types 

 

Projects come in a variety of sizes, purposes, configurations, and complexity. They are used by 

companies, agencies, and organizations to deliver a product or a service. Each of these entities 

identify, execute (internally or externally), and deliver their projects in a different manner 

depending on their size, organization, capabilities, and approach. Different countries probably 

have different mechanisms all together that are reflective of their statutes and policies. Even for 

public agencies within the same country, you would think that there is some consistency in 

their approach of delivering projects, they don’t and the approach may vary significantly. For 

example, if you look at the Unites States, public projects in each of the states are procured and 

delivered differently to a certain extent. However, there are some characteristics that can be 

used to identify and categorize projects in a manner that highlights the differences in their 

project management approach.   

 

From a project management perspective, projects can be categorized into various types based 

on their characteristics, goals, formation, and industry. Given the wide-ranging possibilities and 

types of projects, the breakdown will be done first at a broad level, then subdivided into further 

categories in an attempt to capture the subtle differences in project characteristics that would 

likely impact the approach on how to manage them. Here are some common types of projects: 

 

Broad Type Categories 

 

Internal Projects: These types of projects are initiated within a company, driven mostly by 

either the company’s need to support their internal operations or for the internal development of 

products that in most cases are made for external use or distribution. The major difference for 

internal projects is that the customer is most likely either a mid-level, an upper, or even 

executive-level manager that are responsible for timing and funding the project and look for an 

internal project manager to execute the project, whether using internal resources or procuring 

outside suppliers, or a mix of both. In this case, project managers are assigned the project and 

do not have to compete for it in the open market. However, they still have to finalize and get 

approval for the scope, schedule, and budget for the project and are expected to follow the 

proper management protocols and standards for the successful delivery of the project. 

Examples of internal projects are numerous and wide ranging, such as: 
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• To support the company’s internal operations:  

 

IT/ Technology: 

Network Infrastructure Upgrade - Upgrading the company's network infrastructure to 

improve speed, reliability, and security. 

Data Analytics Dashboard - Developing a dashboard to provide real-time insights from 

company data for better decision-making. 

Finance: 

Financial Reporting Enhancement - Upgrading financial reporting systems to provide 

more accurate and timely data for decision-making. 

Budgeting and Forecasting Process - Revamping the budgeting process and 

implementing improved forecasting techniques. 

Infrastructure Upgrades: 

Many large companies, such as pharmaceutical companies, hospitals, and power plants, 

have their own engineering departments that handle many of their needed upgrades. 

This does not mean that they cannot supplement their capabilities by procuring services 

from external sources. The assigned internal project manager would be responsible for 

the delivery of the entire upgrade, including the procurement process. 

Plant Expansion: Expanding manufacturing facilities to accommodate increased 

production capacity or new product lines. 

HVAC and Energy Systems Upgrade - Upgrading heating, ventilation, air conditioning 

(HVAC), and energy management systems for improved efficiency and comfort. 

Equipment Modernization - Replacing or upgrading outdated machinery and equipment 

to enhance productivity and reduce downtime. 

 

• Product development for external use or distribution:  

 

Product Development: 

New Product Design - Developing a new product from concept to prototype and final 

production, involving design, testing, and validation phases. 

Product Enhancement - Upgrading an existing product by incorporating new features, 

improving performance, or addressing customer feedback. 

R&D Initiatives - Researching and experimenting with new technologies, materials, or 

processes that could lead to innovative products or improvements. 

 



The Roadmap to Exceptional Project Management – Basic Introduction – Part 1 – B05-007  

 

 

                              

  6 

External Projects: The primary purpose of external projects is to provide services for external 

customers. These types of projects differ from the internal projects since they are procured by 

the customers by soliciting proposals in the open market from a number of competing 

companies. These companies will have to submit detailed proposals that provide their approach 

to how and what they will be delivering, the team that they will use, the schedule it will take 

them to deliver it, as well as their price for doing the work. Customers differ on how they select 

the winning company as some will look at price only, some will select based on the quality and 

reputation of the company, and some will select based on the time. In any case, the selection 

process is in many cases very arduous and competitive through sometimes several rounds of 

lengthy negotiations. As such, another major difference between an internal versus external 

project is that an external project requires an added skillset of client management and customer 

focus in order to have a successful project. 

 

• Advisory Projects: 

Technology Consulting - Assisting clients in identifying and implementing technology 

solutions to address specific challenges or opportunities. Financial Advisory - Offering 

financial expertise to help clients with mergers and acquisitions, financial planning, and 

investment strategies. 

 

• Software Development and IT Projects: 

Custom Software Development - Building tailor-made software solutions to address 

specific business needs or streamline processes for their clients. Website Development - 

Designing and developing websites to enhance the online presence and user experience 

of clients.  

 

• Financial and Accounting Services:  

External Auditing - Conducting independent audits of financial statements to ensure 

accuracy and compliance with accounting standards. 

 

• Engineering and Construction Projects: 

Infrastructure Development - Designing and constructing major infrastructure projects 

such as roads, bridges, airports, and railways. Architectural Design Services - Providing 

architectural designs and plans for commercial and residential buildings. Environmental 

Remediation: - Cleaning up contaminated sites and restoring environmental quality 

through engineering solutions.  
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Depending on the nature of the project, whether an internal or external project, their scope can 

consist of work related to a simple single-discipline or a complex multi-discipline/cross-

functional project. For obvious reasons, single-discipline projects are easier to manage as most 

likely the project manager would be a team member of that discipline and has the proper 

experience in the execution needs as well as the team capabilities.  

 

Single-Discipline Projects: 

 

• IT or Software Projects - These encompass the development, implementation, and 

maintenance of software applications, systems, and technologies. Examples include 

software development, website creation, or database management. 

• Geotechnical Investigations Projects – These projects primarily involve the 

subsurface investigations and inspections, laboratory testing, and the development of 

geotechnical and foundations report that are used by other engineering consultants. 

 

Multi-Discipline Projects: 

 

On the other hand, multi-discipline projects involve a scope and work product that needs to be 

developed and executed by a number of team members from different disciplines and functions. 

Project organizations for multi-discipline projects vary in configuration depending on the size 

and complexity of the project. Some projects may require that the entire project team, which 

comes from different disciplines, to report directly to the assigned project manager, which 

makes it a strong project organization and thus preferred and used on large complex projects. 

On other projects, the team members will continue to report through their functional 

organization structure, and the assigned project manager will have access to their specialty 

expertise without a direct reporting line. This type of organization, which is called a matrix 

organization, represents a somewhat weaker type of project organization as the project manager 

has to continuously work through the functional manager to secure the proper resources and 

their availability. Either way, the challenge for multi-discipline projects is that the project 

manager will have to manage a team from different disciplines with varied levels of expertise 

that they themselves may not have solid experience with.     

 

• Architectural Projects – many specialties are typically involved in these types of 

projects. In most cases, the architect acts as the project manager and is primarily 

responsible for envisioning, coordinating, and managing the product development that 
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involves other engineering disciplines, such as mechanical, electrical, plumbing, and 

structural to design the various elements of the project. 

• Infrastructure Projects – most heavy civil projects, such as a new roadway design, 

involve many specialties within the civil engineering field, from highway design to 

structural bridge and geotechnical engineering to environmental science for permitting. 

 

You probably have noticed that some of the project examples provided may have been included 

in more than one project type category. That is because the lists and categories are not mutually 

exclusive and each entity deals with their projects, even similar projects, differently. As 

mentioned, this is mostly driven by the entity’s size, capability and approach and has nothing to 

do with the project characteristic. So, the above examples should be used only to clarify and 

highlight the differences between different project types, and not an all-inclusive list of 

projects, as the number of project types is much larger.  

 

Special Type Category - Engineering, Architecture and Related Projects 

 

This section emphasizes and details a special category related to engineering, architecture, and 

associated projects. Some of these projects could be internal projects, but they are mostly 

external projects that are delivered by companies in response to an external customer 

solicitation. One of the common characteristics of these projects that makes them a special 

category is that they have a relatively longer and more complicated framework that involves 

several steps to take them from concept to a finally constructed product ready for use. Many of 

these projects could be very large-scale complex projects that are considered mega projects 

with costs in the billions of dollars and take years to deliver. Regardless of size, these projects 

are typically procured and delivered using one of the following mechanisms:  

 

Design Projects  

 

A design project is the first step in the traditional Design-Bid-Build project delivery mechanism 

in which the owner decides to first engage a consulting company to develop a design that 

culminates in a design bid package. The design bid package is then used to solicit bids from 

contractors who would then be charged with building the design and delivering the final 

product in compliance with the design. In the design-bid-build project delivery mechanism, 

each of the design, the bid, and the build are distinct and sequential stages, where each stage 

cannot be started before the completion of the prior stage. Additionally, the owner would be the 
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customer for each of the designer and contractor with separate contract agreements with each, 

and without a direct contract between the designer and contractor.  

A typical design project involves starting with a Concept Development stage to evaluate 

various options and ends with a selected concept, followed by a Preliminary Engineering stage 

that further develops the selected concept, and eventually advances through a Final Design 

stage that provides the complete detailed design for the bid package. It is worthy to note that for 

larger projects, some public agencies decide to procure each stage separately and might end up 

with a different designer for each of the design stages.  

 

Under this mechanism, the owner expects the design project manager to deliver the project 

according to an agreed upon scope, schedule and budget in conformance with their 

requirements, and to a quality standard that ensures that the design is complete and error free, 

so that they can bid and build it without any issues. CAUTION: One of the things that is very 

important to highlight is that design project managers typically make a very big mistake by 

focusing solely on being on budget and on schedule. They frequently are tempted to cut corners 

and compromise on scope and quality of the project in order not to exceed budget or schedule. 

Their thinking is that once they get the design bid package completed and delivered to the 

owner, their job is done. This is a cardinal mistake as the design project manager’s 

responsibility extends into the remaining stages through construction and beyond. Design flaws 

and inaccuracies will have to be rectified, and they will be corrected at the designer’s cost. 

Thus, it is very important that the design project manager and their team have a long-term view 

of their work to make sure that above all it is of high quality to minimize, if not eliminate, 

potential flaws that could be very costly to correct during construction and beyond.   

  

Design/Build (D/B) Projects 

  

In recent years, another project delivery mechanism has gained popularity, and it is called 

Design/Build. This type of project delivery is sometimes preferred and is being used by owners 

to deliver projects faster with one point of accountability, the contractor. Another benefit is a 

result of the designer working directly with the contractor as part of one team, which 

encourages creativity and allows the designer to incorporate the contractor’s capabilities and 

means and methods to be used and incorporated in developing the creative design. The use of 

design/build is achieved by procuring services of an already formed design/build team which 

consists of a contractor and a designer. The owner’s contract would be with the contractor, who 

in turn contracts with the designer as a supplier of design, without a direct contract between the 

owner and the designer.  
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During the procurement process, the owner solicits bids from design/build teams, who in turn 

submit their concept solution along with a cost and schedule. The owner evaluates the 

submitted bids based on the qualifications of the team, the proposed solution and price. The 

winning bid is determined based on predetermined selection criteria. There are several 

variations of design/build projects, such as one step or two step solicitation, or progressive 

design/build, but they are outside the scope of this discussion and will be discussed in a 

separate course dedicated to design/build projects. CAUTION: Design/build projects are 

inherently riskier than the traditional design-bid-build due to their fast pace, and the fact that 

the projects are designed and constructed incrementally in smaller packages while the 

remainder of the project is still being designed and finalized. Project managers for design/build 

projects need to be adept at managing risk and accelerated schedules and have a team that is 

very nimble and agile given the fast-moving pace of these projects. 

 

Public-Private Partnership (PPP or P3) Projects  

 

Public-private partnerships involve collaboration between a government agency and a private-

sector company that can be used to finance, build, and operate projects, such as public 

transportation networks, parks, and convention centers. Financing a project through a public-

private partnership can allow a project to be completed sooner or make it a possibility in the 

first place. These types of projects are mostly very large projects that require a considerable 

budget that the owning entity or public agency does not readily have funds to finance the 

project. A concessioner or a banking entity, which is looking to invest money in return for 

profits typically sits at the top of this team structure that comprises a design/build team, and a 

construction manager. 

 

Public-private partnerships often involve concessions of tax or other operating revenue, 

protection from liability, or partial ownership rights over nominally public services and 

property to private sector, for-profit entities. One drawback with these projects, at least from a 

designer’s project manager’s perspective, is that their client is the contractor whose decisions 

will be driven by making profit, and they in turn have a financing entity client that is also 

looking to make a profit. This arrangement may have an impact on the project execution given 

the added pressure on profit margins. CAUTION: Keeping a project on track and on schedule 

is an extremely important aspect for these types of projects, as the revenue projections that are 

tied to project completion dates are an integral part of the profit model used by the financing 

entity. Any delays will result in affecting the profit model with negative repercussions for their 

business.  
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Construction Projects 

 

Unlike a design project, managing a construction project for the contractor for the most part is 

very similar regardless of the delivery mechanism discussed above. Whereas the design project 

manager has to manage scope, schedule, and budget for their project, the project manager for a 

construction project will have the scope already pre-defined for them and their effort would be 

primarily focused on the construction means and methods to deliver the project on schedule and 

on budget. This may be an oversimplification for what they do, particularly for design/build 

projects where they have to work closely with the design project manager as the project design 

is evolving. 

 

Construction Management Projects 

 

Before construction of a project starts, owners typically hire a construction manager to be their 

eyes and ears on the construction site, and to ensure that the project budget and schedule are 

properly managed, and that the scope of the project is being constructed in accordance with the 

design. As such, the scope is set by the design, and the schedule and budget are set by the 

contractor based on their means and methods for construction. So, the duties for the project 

manager for a construction management project become more of confirmation that the project 

schedule and budget don’t go off the rails, and by overseeing inspections as the project is being 

constructed to make sure that the project meets the intent and quality of the design.  

 

Joint Venture Projects 

 

In simple terms, sometimes certain companies want to propose on large projects that exceed 

their capabilities, either financial or technical. So, these companies identify a partnering 

company that provides additional financial capability and complimentary skillsets where the 

combined capabilities will allow both firms together to seek that larger project. As such, they 

form a legal entity, called joint venture, which represents a combined company that features the 

collective resources, and will only be applicable to that particular project. The joint venture 

company will cease to exist if they did not win the project or when the project is completed if 

they win the job. During the execution of the project, they will form an executive joint venture 

board which includes executives from both firms that will be responsible for overseeing the 

project and the joint venture project manager. Managing a joint venture project follows the 

same standard management procedures; however, the project manager will have to deal with 
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the added dimension and complexity of managing resources from two different entities, with 

potentially two different processes and protocols. 

 

International Projects 

 

As the name suggests, an international project refers to a project that is being performed across 

country boundaries. This can occur either where a design is done in the home country for a 

project that will be constructed in a different country, or the project will be designed and 

constructed outside of home base all together. Managing an international project follows the 

same standard management procedures; however, the project manager will have to deal with 

the added dimension and complexity of managing across a combination of factors that could 

possibly include different cultures, languages, business practices, time zones, working cultures, 

to name a few. 

 

The above are examples of the diverse range of project types in various industries. Each type 

requires specific project management methodologies, tools, and expertise to ensure successful 

completion. 

 

In conclusion, projects encompass a diverse landscape, varying in scope, purpose, and 

complexity. Organizations, whether companies, agencies, or entities, undertake projects to 

deliver products or services, each tailored to their unique requirements, capabilities, and 

approaches. Different countries and even entities within the same country exhibit distinct 

mechanisms for project delivery, reflecting their policies and organizational dynamics. While 

projects may appear similar, the underlying management approaches can vastly differ. This 

chapter sheds light on the classification of projects, shedding light on their inherent distinctions 

and underscoring the multifaceted nature of project management. 

 

Understanding these diverse project types equips project managers with the knowledge needed 

to navigate the complexities of their respective fields. By embracing the differences, leveraging 

appropriate strategies, and adapting to various delivery mechanisms, project managers can 

guide projects to successful outcomes across a broad spectrum of contexts. 
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Key Takeaways 

 

❖ Diverse Variety: Projects span a spectrum of sizes, complexities, and goals, catering 

to different entities' needs and capabilities. 

 

❖ Organizational Approach: Entities handle projects differently due to factors like size 

and strategy, resulting in varied project management methods even within the same 

country. 

 

❖ Internal vs. External: Internal projects serve an organization's needs, while external 

projects target external customers through competitive bidding, necessitating client 

focus. 

 

❖ Delivery Insights: Understanding specialized project delivery mechanisms, like 

design/build, PPP, and construction management, equips managers to navigate unique 

challenges effectively. 
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Chapter 3 - What is Project Management 

 

Project management is a collection of proven techniques for proposing, planning, 

implementing, managing, and evaluating projects, combined with the art of managing people. 

Projects have a beginning and an end, whereas most everyday operations are ongoing. As 

discussed in the previous section, projects can range from a massive effort to a small, short-

term projects involving few people from a single organizational entity. 

 

Regardless of size, project management is accomplished through the application and integration 

of the various project management processes from initiating to closing the project. In order to 

achieve that, project management involves the application of knowledge, skills, tools, and 

techniques to project activities to meet project requirements. This is essential because a project 

is temporary and unique, it is progressively elaborated – or iteratively refined – until a solution 

reaches a sufficient level of definition or completeness. 

 

The basic principles of project management consist of planning, organizing, staffing, directing, 

and controlling a project. These principles provide a solid foundation for managing projects 

effectively, regardless of industry. They help project managers navigate challenges, make 

informed decisions, and guide their teams toward successful project completion. While these 

principles may somewhat be affected or influenced by the specific management methodology 

or approach used, one way or another a project manager will have to go through these steps to 

get a project from start to finish. 

 

Life Cycle Project Management Approaches 

 

There are three main project management approaches that will be discussed here to give you an 

idea of what progressive elaboration, mentioned above, entails: 

 

Waterfall, Linear, or Predictive approach: This approach is the traditional approach that is 

still widely used in many industries and on many projects. Engineering and architectural 

projects still use this approach, and it is the most suited for their conditions, regardless of 

project type or delivery mechanism. It is characterized by a well-defined sequence of phases, 

where each phase is completed before moving onto the next. The project follows a linear 

method starting with project initiation, planning, execution, monitoring and controlling, and 

project closure. These phases that are followed sequentially, where the deliverables and 
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knowledge from each phase flow into the next phase. The knowledge builds and becomes more 

detailed and also moves from conceptual to final design.  

This approach is particularly suitable for projects with well understood requirements and a 

stable environment. All of the customers’ and stakeholders’ requirements are developed for the 

entire project, product, or process once at the beginning of the project, then developed, 

designed, implemented, and tested. Below is a more detailed breakdown of these phases: 

 

- Requirements: In this phase, the project's requirements are gathered, analyzed, and 

documented. This involves understanding the needs of stakeholders and defining the 

scope of the project. 

- Development: The requirements are then translated into a variety of options and 

concepts. These concepts are further developed and evaluated, so a more defined and 

suited concept is selected for further consideration. 

- Preliminary Design: Based on the selection made, the preliminary design phase 

involves creating more developed plans for the project, including technical 

specifications, architecture, and system design. 

- Implementation or Final Design: Once the preliminary design is complete and approved 

by the client and stakeholders, the actual final design of the project takes place. This 

phase involves coding, building, and creating the project deliverables. 

- Testing: After implementation, thorough testing, inspections, or quality assurance is 

conducted to ensure that the project's components work as intended and meet the 

defined requirements 

- Deployment or Construction: Once testing is successful, the project is deployed to the 

production environment or submitted and bid for construction, where it gets built and 

made available to the end users. 

- Maintenance: After deployment or construction, ongoing maintenance and support are 

provided to address any issues, make enhancements, and ensure the project continues to 

function properly and as intended. 

 

Advantages of the waterfall approach include its clear structure, well-defined requirements, and 

linear progression. However, it has limitations in handling changes, as changes late in the 

process can be costly and disruptive. Additionally, it may not be well-suited for projects where 

requirements are uncertain or may evolve over time. 

 

This approach contrasts with more flexible and iterative methodologies like Agile, which 

emphasize adaptability, collaboration, and continuous feedback. While the waterfall approach 
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is less commonly used in highly dynamic and uncertain project environments, it can still be 

effective for projects where stability and predictability are crucial. 

 

Evolutionary or Incremental approach: In this approach, the product is produced through a 

series of iterations that add functionality within a specified timeframe. The functionality is 

considered complete only after the final iteration. An evolutionary or incremental life cycle 

model is used when rapid exploration and implementation of part of the product is desired, the 

requirements are unclear at the beginning, funding is constrained, the customer wishes to 

remain flexible and allow new technology to be applied later, and experimentation is required 

to develop successive prototypes or versions. 

The evolutionary or incremental project management approach is a methodology that focuses 

on breaking a project into smaller, manageable parts or increments. This approach is in contrast 

to the traditional waterfall method, which follows a linear sequence of phases. Instead, the 

evolutionary approach involves iteratively building and refining the project in stages, with each 

iteration adding new features, functionalities, or improvements. 

 

Key characteristics of the evolutionary or incremental project management approach include: 

 

- Iterative Development: The project is divided into multiple iterations or increments, 

each of which results in a working version of the product or project. These iterations are 

often referred to as "sprints". 

- Continuous Feedback: Throughout each iteration, stakeholders, including users and 

clients, provide feedback on the evolving product. This feedback helps guide further 

development and ensures that the project aligns with stakeholder expectations. 

- Flexible Planning: Planning is more adaptive and flexible, allowing for changes to be 

incorporated as the project progresses. This is particularly valuable when requirements 

are subject to change or are not fully known upfront. 

- Prioritization: Features and functionalities are prioritized based on their importance and 

value to stakeholders. This enables the most valuable components to be developed early 

and incorporated into the project sooner. 

- Rapid Delivery of Value: The project delivers value incrementally, allowing 

stakeholders to see results and benefits sooner rather than waiting for the entire project 

to be completed. 

- Risk Management: Risks are addressed and managed incrementally as well. If a 

particular iteration encounters challenges, adjustments can be made in subsequent 

iterations to mitigate those challenges. 
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- Collaboration: Cross-functional collaboration among team members is emphasized. 

Regular communication and collaboration are crucial for ensuring that the evolving 

project meets stakeholder needs. 

- Adaptability to Change: The approach is well-suited for projects in dynamic 

environments or industries where requirements can change frequently. Changes can be 

accommodated in subsequent iterations. 

 

Popular methodologies that embody the evolutionary or incremental approach include Scrum, 

and Kanban. These methodologies encourage regular cycles of planning, executing, reviewing, 

and adapting, enabling project teams to respond to changes and deliver value more effectively. 

The incremental approach is particularly beneficial for projects with evolving requirements, a 

need for rapid deployment, and a focus on continuous improvement. 

 

Iterative or Agile approach: For this approach, similar to the waterfall methodology, the scope 

is mostly determined early in the project; however, it is more flexible and open for changes and 

adaptations as the project progresses. The time and cost estimates are also routinely modified 

based on the team’s increasing knowledge of the project parameters and requirements. The 

final product, process, or service is developed in a series of iterative cycles.  

The iterative or agile project management approach is a methodology that emphasizes 

flexibility, collaboration, and continuous improvement in managing projects. It is designed to 

address the challenges of rapidly changing requirements and uncertain environments. Agile 

approaches are well-suited for projects where the scope is not fully known upfront and open to 

changes, and where regular feedback and adaptability are critical. 

 

Here are some key characteristics of the iterative or agile project management approach: 

 

- Iterative Development: Projects are divided into short, time-bound iterations or cycles, 

often referred to as sprints. Each iteration results in a potentially shippable product 

increment. 

- Customer Collaboration: Agile places a strong emphasis on close collaboration with 

customers, end-users, and stakeholders. Their input and feedback drive the project's 

direction and ensure that the end product meets their needs. 

- Adaptive Planning: Plans are developed iteratively and adapted to changing 

requirements. The project team plans for the next iteration based on the most current 

information available. 
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- Continuous Delivery: Agile teams strive to deliver working and valuable increments of 

the project at the end of each iteration. This approach allows stakeholders to see 

progress and make necessary adjustments. 

- Self-Organizing Teams: Agile teams are self-organizing and cross-functional, which 

means that team members collectively decide how to best achieve their goals and 

deliver value. 

- Embracing Change: Agile projects are designed to handle changes in requirements, 

priorities, and market conditions. Changes are not only accommodated but are also seen 

as opportunities to improve the project. 

- Frequent Feedback: Regular feedback loops occur within and between iterations. 

Stakeholders review and provide feedback on the delivered increments, which informs 

future iterations. 

- Continuous Improvement: Agile teams regularly reflect on their processes and 

outcomes, identifying areas for improvement and making adjustments to enhance 

efficiency and effectiveness. 

- Transparency: Information about project progress, challenges, and decisions is openly 

shared within the team and with stakeholders. This transparency fosters trust and 

effective decision-making. 

- Deliver Value Early: Agile emphasizes delivering the most valuable features and 

functionalities early in the project, allowing for quicker ROI and responding to 

changing priorities. 

 

The iterative or agile development processes offer several distinct advantages: 

 

- Continuous integration and testing of the evolving product 

- Demonstration of progress more frequently than in a waterfall model 

- Early warnings of problems 

- Early delivery of subsets of capabilities or functionality 

 

Notable agile methodologies include Scrum, Kanban, Extreme Programming (XP), and Lean. 

These methodologies provide frameworks and practices for implementing the iterative and 

agile approach. The agile approach is particularly valuable for projects in dynamic 

environments, software development, and industries with evolving customer needs. It promotes 

a culture of collaboration, adaptability, and customer-centricity to achieve successful project 

outcomes. 
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The following table provides a summary of comparisons between the traditional waterfall 

approach versus the agile approach: 

 

 Traditional Waterfall 

Approach 

Agile Approach 

Control Mechanism Process Centered People Centered 

Management Style Command and Control Leadership and Collaboration 

Knowledge Management Explicit and Well 

Documented 

Tacit and Embedded in 

People 

Communications Formal Informal 

Validation of Requirements Customer is Important Customer is Critical 

Project Cycle Management Guided by Tasks and 

Activities 

Guided by Product Features 

Organizational Structure Bureaucratic and formalized Flexible and Organic 

Technology No Technological Restriction Object-Oriented 

 

Project Management Styles 

 

Project management styles refer to the different ways in which project managers approach and 

execute their responsibilities. These styles can vary based on a project manager's personality, 

leadership approach, organizational culture, and the nature of the project itself. Here are some 

common project management styles: 

 

- Directive: Directive project managers, or sometimes referred to as autocratic, are highly 

focused on control, structure, and adherence to established processes. They provide 

clear instructions, set strict guidelines, and closely monitor team activities. This style is 

effective in projects that require a high degree of certainty and precision. 

- Supportive: Supportive project managers prioritize team collaboration, communication, 

and well-being. They create a positive work environment and encourage team members 

to contribute their ideas. This style can foster creativity and innovation. 

- Participative: Participative project managers involve team members in decision-making 

and planning processes. They value input from the team and seek to leverage their 

expertise. This style can lead to better buy-in and engagement from team members. 
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Participative managers are primarily concerned with people but might also attempt to 

balance this concern with the business concerns of the project. 

- Transformational: Transformational project managers inspire and motivate their teams 

to achieve exceptional results. They often lead by example, encouraging team members 

to reach their full potential and go beyond their comfort zones. 

- Transactional: Transactional project managers focus on clear roles, responsibilities, and 

expectations. They reward team members for meeting predefined goals and adhering to 

established processes. This style is effective in projects where stability and 

predictability are essential. 

- Autocratic: Autocratic project managers are concerned with developing an efficient 

workplace and have little concern for people. They make decisions independently and 

may not seek input from team members and prefer to drive the project based on their 

own judgment. 

- Servant: Servant project managers prioritize the needs of the team members and 

stakeholders. They focus on providing the necessary resources and support to help the 

team succeed. This style can foster a strong sense of collaboration and teamwork. 

- Charismatic: Charismatic project managers have a magnetic personality and can inspire 

and rally their teams around a shared vision. They often use their influence to motivate 

and lead their teams. 

- Laissez-Faire: Laissez-faire project managers provide a high degree of autonomy to 

their team members, allowing them to make decisions and manage their work 

independently. This style is suitable when team members are highly skilled and self-

directed. 

- Agile: Agile project managers embrace flexibility, adaptability, and collaboration. They 

focus on iterative development, customer feedback, and continuous improvement. This 

style is well-suited for projects in dynamic environments and industries. 

- Analytical: Analytical project managers are detail-oriented and emphasize thorough 

planning, data analysis, and risk management. They ensure that decisions are well-

informed and based on a solid foundation of information. 

 

It's important to note that project managers often combine elements from multiple styles, 

adapting their approach based on the specific project and team dynamics. The project type, 

which has many variations and needs, has a significant impact on how a project needs to be 

managed. Some projects require an extra effort to closely manage a tight schedule or a tight 

budget, others may require an extra effort in managing the customer, the team or multiple 

teams. Effective project managers are versatile and able to adjust their style to best suit the 
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needs of the project, the team, and the organization. For example, in some cases the costs of 

employee participation might be greater than the potential cost benefits and intangible benefits 

that can be achieved. In some cases, an autocratic or directive management style might achieve 

superior performance over a participative style, such as when decisions must be made rapidly 

with information mostly available to the manager. For example, it is difficult to imagine that 

the captain of a sinking ship would have better results if he or she approached the crew using a 

participative style. 

 

In conclusion, project management is a dynamic blend of established methodologies and 

interpersonal skills, guiding the inception, execution, and closure of projects. Projects, distinct 

from ongoing operations, span a spectrum of sizes and complexities. Despite this diversity, 

successful project management hinges on a core set of principles: planning, organizing, 

staffing, directing, and controlling. The strategies used to approach projects, however, are not 

monolithic. This chapter explored three life cycle approaches: the traditional Waterfall 

approach, marked by sequential phases; the Evolutionary or Incremental approach, employing 

iterative development; and the Iterative or Agile approach, emphasizing flexibility and 

continuous feedback. Additionally, different project management styles were discussed, 

ranging from directive and supportive to participative and transformational. The art of project 

management lies in deftly applying these styles and methodologies, aligning them with the 

unique demands of each project, its team, and the overarching organizational goals. 

 

Key Takeaways 

 

❖ Core Principles of Project Management: Project management is a skillful blend of 

established techniques and people management. It involves planning, organizing, 

staffing, directing, and controlling to navigate projects from inception to completion. 

❖ Diverse Life Cycle Approaches: Project managers can choose from three main life 

cycle approaches: Waterfall, emphasizing linear phases; Evolutionary/Incremental, 

utilizing iterative cycles; and Agile, focusing on flexibility and continuous feedback. 

❖ Varied Project Management Styles: Project managers employ diverse styles, such as 

directive, supportive, participative, and more, based on their personality, project 

requirements, and team dynamics. 

❖ Adaptive Art of Project Management: Successful project managers artfully integrate 

principles, methodologies, and styles, tailoring their approach to match each project's 

unique needs, team composition, and organizational objectives. 
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Chapter 4 - Responsibilities of the Project Manager 

 

In the dynamic landscape of project management, the role of a project manager stands as a 

linchpin between vision and realization. With a multifaceted portfolio of tasks, a project 

manager's responsibilities extend far beyond just overseeing timelines and budgets. They are 

the architects of strategy, the navigators of collaboration, and the custodians of stakeholder 

satisfaction. From the meticulous planning of project intricacies to the orchestration of diverse 

talents, the role demands a unique blend of leadership, adaptability, and meticulous execution. 

In this section, we delve into the comprehensive spectrum of a project manager's 

responsibilities, uncovering the intricate web of tasks that culminate in the successful 

realization of projects across industries. 

 

The responsibilities of a project manager are quite varied and cover lots of ground. At the end 

of the day, they are tasked with planning the project throughout delivering a successful project, 

and everything in between. Below is a breakdown of the various tasks that a project manager is 

expected to do on a project. These tasks have been grouped together in a way that provides the 

ability to convey the message.  

 

Planning, Organizing, Staffing, Directing, and Controlling the Project  

 

Planning:  

Starting with the earliest tasks on a project, planning determines the activities to be 

performed, who needs to do them, and by when to achieve the project’s objectives. Every 

project should have clear and well-defined objectives that outline what needs to be 

achieved. These objectives serve as a roadmap for the project's activities and help ensure 

that everyone involved understands the desired outcomes. 

 

Effective planning involves developing a comprehensive project plan that outlines tasks, 

timelines, resources, and dependencies. Planning helps organize work efficiently and 

provides a roadmap for the project's execution. The project manager needs to ensure that 

the project plan aligns with the customer’s and stakeholders’ expectations and project goals. 

 

Organizing:  

Project managers organize project activities and resources to ensure smooth execution. 

They establish a structured framework for the project, and thus determine the sequence of 
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tasks and the interdependencies between them. They set the organizational structure of how 

the project team will be organized within the project. Development of a project organization 

should reflect the complexity of the project and should be used to clarify lines of 

responsibilities and communications within the team members.  

 

Some projects are large and complex, and may require an organization that is multi-level, 

with certain tasks and responsibilities grouped together and assigned to what is called a 

“Task Manager”. Tasks and task managers are typically identified to reflect certain 

technical work of similar nature, or maybe to reflect a team that could be working at 

another location. 

 

Staffing:  

 

Determining the number of staff needed for the projects early in the project is important, 

even though it is expected to, and it will, change up and down as the project progresses. 

Project managers are tasked with assembling a skilled and appropriately sized project team. 

They assess the required skill sets, allocate roles, and select team members based on their 

expertise and availability. It is essential for the project manager to coordinate their needs 

with the appropriate individuals, such department managers, in a timely manner so that they 

can make the requested resources available to the project when needed. 

 

Directing:  

 

Directing a team can take many forms. On one hand, project managers are expected to 

provide clear direction and guidance to the project team, and to communicate project 

objectives, expectations, and priorities to ensure that team members are aligned and 

working toward the same goals. This can be communicated early in the project through a 

project plan that gets distributed and shared with the project team that conveys the project 

manager’s thoughts and plan on how they want to execute the project.  

 

During the course of the project, there will be issues that arise that require resolution, and in 

many cases further direction. During those occurrences, the project manager needs to get 

involved, gain better understanding of the issues by asking hard probing questions, and by 

making decisions using the best information available at that point in time.  
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Controlling:  

 

Planning the work and working the plan … so the adage goes. Not every plan goes 

smoothly and in accordance with plan. Controlling scope changes is a key element as 

sometimes, outside factors may have an impact on the project that may result in potential 

changes to what was originally intended to be done. Project managers need to continuously 

monitor project progress against the established plan. They need to identify deviations, 

assess their impact, and take corrective actions as needed to keep the project on track.   

 

Assembling Team, and Assigning Tasks and Responsibilities  

 

Assembling Team:  

 

It is one thing to determine the number of staff needed on the project and what the required 

capabilities are, and it’s another thing to actually identify the appropriate individuals that 

have those capabilities to the level and expertise needed for the project … that is, 

competence. So, project managers need to identify and select those individuals with the 

necessary skills and expertise to form a cohesive project team, and need to consider team 

dynamics and how members' strengths can contribute to project success. 

 

At the basic level, a team is a group of people who perform interdependent tasks to work 

toward a common mission. In the case of a project, it is the goals of the project set by the 

project requirements and identified in the project plan. To select a team based on the 

competencies required, the project manager can use some methods and tools to evaluate the 

competence of potential team members. Competence comprises five factors (KESSA) – 

Knowledge, Experience, Skills, Aptitude, Attitude: 

 

- Knowledge: Formal education, degrees, educational certifications, professional 

certifications, and self-study achievements 

- Experience: Years spent applying knowledge and skills in pertinent types of 

organizations and industries and in jobs/positions held 

- Skills: Skill certifications, training received, and demonstrated proficiency in the use of 

certain tools and equipment 

- Aptitude: Natural talent, capability, capacity, innate qualities, deftness, knack, 

adaptability to change, and natural ability to do things 
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- Attitude: Manner of showing one’s feelings or thoughts; one’s disposition, opinion, 

mood, ideas, demeanor, state of feeling, reaction, bias, inclination, emotion, 

temperament, frame of mind, and ease in accepting and adopting new or changed plans 

and practices; being communicative, goal oriented, and is a team player 

 

By analyzing the tasks facing the team, the project manager can complete a KESSA 

requisite analysis for each individual role, or major task. The KESSA form can then be used 

to evaluate potential team members as needed.  For small projects, this maybe an overkill. 

However, there is nothing wrong with evaluating and discussing the competency of the 

proposed individuals to make sure that they are a proper fit on the project and have the 

needed expertise. Sometimes, project managers are faced with the reality that they “have to 

use“the individuals that are available even if they are not a proper fit. In that case, the 

project manager should not hesitate to discuss with the department or resource manager 

(i.e., the individual’s boss) ways in which they can support that individual, such as 

providing additional training, mentoring, coaching and so forth. 

 

Assigning Tasks and Responsibilities:  

 

Now that the team has been assembled, the project manager needs to allocate tasks to team 

members based on their skills and responsibilities. They need to also ensure that each team 

member understands their role and are equipped to complete their assigned tasks. Clarifying 

the responsibilities of each team member, including their specific tasks, deliverables, and 

deadlines ensures that all items of the project scope have been assigned and to whom, 

which will help in monitoring and reporting on progress. This helps prevent confusion and 

overlaps. 

 

Getting the Job Done – (Scope/Schedule/Budget) and to the Satisfaction of the Client and 

Stakeholders 

  

Getting the Job Done with Complete Scope:  

It is essential to have a finalized scope early on in order to breakdown the project objectives 

and to communicate them to the project staff. As mentioned earlier, the project manager has 

to make sure that the entire team understands exactly what the project scope is, how it is 

divided into tasks among various team members, and what their responsibilities are. In 

doing so, they have to also make sure that there are no gaps or duplications that may result 
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in conflict. That said, as the project progresses, there are bound to be surprises that may 

impact the original intended scope and result in possible changes. These changes need to be 

monitored, managed, and most likely if they are of significance, discussed with the 

customer. In many instances, completing the project scope, which by definition should 

include dotting all the i’s and crossing all the t’s, comes under pressure particularly if the 

project is heading to be behind schedule or over budget. This may result in having a 

tendency to cut corners, skip certain tasks, or leave tasks with incomplete scope.  

 

For example, consider that you have a project to remove and replace the old deck in your 

house, with a new expanded deck that uses all new wood, and includes two coats of paint 

and a sealant coat on top. You hire a company to do the job while you go on vacation. You 

want the deck to by the time you come back in 3 weeks in time to have a summer barbecue 

party.  Your agreement with company is a fixed price for their labor plus the cost of 

material used. The company assigns 4 people to the job with one of them being the project 

manager. Halfway through the project, the project manager realizes that it’s taking them 

longer to perform the work. So, without telling the customer, they decided to keep and 

reuse portions of the existing wood where they can, to save on time. At the end of the job, 

for further time saving, they apply only one coat of paint, and later decide not to apply the 

sealant coat. Aside from being unethical, the customer may find out at some point in time, 

which leads to mistrust, bad reviews, and possible legal action. The project manager must 

exercise resolve to make sure that they get the job done without compromising scope and to 

deliver it as completely as possible.  

 

Getting the Job Done on Time:  

 

Maintaining a schedule for a project is one of the primary elements of a project that the 

customer typically pays close attention to. Keep in mind that, depending on the customer, 

they most likely have constraints that they have to uphold. Sometimes the customer maybe 

be a manager at a public agency, and the project was delegated to them to get it done 

according to a certain schedule that is required by the agency. Or the customer may be a 

private individual that needs the project completed so they can hold a private event. 

Whatever the reason, it is important for the project manager to understand the driver behind 

the project, which could shed some light about the potential flexibility with the schedule.  

 

Using the deck replacement example above, the builders decided to keep and reuse portions 

of the existing wood where they can and cut one coat of paint and the sealant coat in order 
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to save time and deliver the project on schedule to the timeframe agreed to. Cutting corners 

and unilaterally cutting scope in order to save time is not an appropriate approach. The 

customer is in their full right to demand that the job be done as originally agreed to at no 

additional labor cost.  Project managers are expected to closely monitor project timelines 

and ensure that all tasks are completed within their designated timeframes. They are 

supposed to use project management techniques to mitigate delays and keep the project on 

schedule. In this case, they could probably have saved some time by overlapping the task of 

installing the new wood in some areas while they are removing the existing wood in the 

remaining areas, rather than waiting till all the existing wood is removed. 

 

Getting the Job Done on Budget:  

 

For most companies, projects are the main revenue generator. As such, project managers 

are tasked with managing project finances, including budget allocation and expenditure 

tracking. They are expected to make decisions to optimize resource utilization and prevent 

budget overruns. Keep in mind that in many cases, there are two budget elements associated 

with projects. On one hand, there are the costs associated with executing the project, such 

as the internal labor costs and some associated costs like transportation costs and so forth. 

The second budget element is the overall project cost with all its components, which is the 

final cost to the customer. While there are situations where the project manager is 

responsible for the overall project cost, and in order to avoid any confusion, the budget we 

are discussing here is only the budget for executing the project. So, in our deck replacement 

example, the budget is the labor and transportation costs, and does not include the material 

cost. So, while the project manager realized midway through the project that the job was 

taking them longer, which translates to higher labor cost to complete all the work, they 

decided to cut corners in order to avoid a budget overrun. Again, that’s not an appropriate 

measure as they are obligated to perform all the work agreed to in order to get paid the full 

price. One mitigating measure that they could have used to reduce their labor cost is by 

using cheaper laborers for some of the work, like removal of existing wood and painting, 

which doesn’t require the higher skill needed for installing the new wood. 

 

Getting the Job Done to the Satisfaction of the Client and Stakeholders:  

 

In the broader perspective, the ultimate goal for the successful delivery of a project is based 

on meeting the project’s scope, schedule, discussed above, and making sure that the 

deliverables are to the satisfaction of the customer and other involved stakeholders. Project 
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managers need to maintain open communication, manage expectations, and ensure that 

project deliverables meet or exceed the requirements. Since projects are unique, many 

experience conditions that may force some changes in the project approach which could 

affect the originally planned scope, schedule, or budget. If these unanticipated conditions 

are real and legitimate, the project manager needs to be prepared to discuss them with the 

customer along with an agreed to revised course of action so there are no surprises. At the 

end of the day, keeping the customer informed and satisfied is an essential part of 

delivering a successful project. 

 

So, for our example, maybe the reason for the work taking longer than anticipated was a 

result of the wood material delivery being very slow due to a national wood shortage, which 

is out of their control. This forced them to have lots of starts and stops of work and many 

days with partial down time. So instead of cutting corners which would anger the client, the 

project manager may be able to discuss this situation with them and agree on a negotiated 

revised labor price. Thus, the result would still be a successful project as well as a satisfied 

and happy client. 

 

The discussion above about getting the job done to meet Scope, Schedule, and Budget is 

known as the Iron Triangle. Managing the Iron Triangle along with meeting all the 

requirements to the satisfaction of the client are the most important and essential elements 

of project management. 

 

Ensuring Quality Deliverables and Managing Project Risk  

 

Ensuring Quality Deliverables:  

 

How many times do you hear companies promise and brag about the quality of their 

product, or sometimes even amongst yourselves when you’re in the market to buy a 

product, you’re thinking about its quality. Most of the time in your mind, and actually for 

most of us as well, it is Quality First. One of the fundamental elements in project 

management that a project manager is responsible for is the ability to consistently deliver a 

quality project or product. All companies from all walks of life and industries promise good 

quality. It’s top of mind and their reputation depends on it. 
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- WHAT is Quality: Simply put, it is providing a product that consistently meets pre-

defined standards as well as the customers’ requirements and expectations. 

- WHY is Quality Important: Because it improves the company’s reputation and grows 

its customer base, by keeping repeat customers and attracting new customers, and 

eventually increasing its business and profitability. 

- HOW do you achieve Quality: Well generally, by paying attention to the details, by 

doing things right the first time, and by always doing the right thing for your product 

and your customer. Also, finally and more specifically, by implementing total quality 

management protocols and best practices. 

 

While Total Quality Management is set by executive and senior corporate leadership, and 

their commitment is essential by effecting and supporting quality and continuous 

improvement policies, project managers are tasked with implementing the Quality Control 

and Quality Assurance protocols. Quality control is focused on the product itself, and 

Quality Assurance is focused on the general processes, and they both support and are an 

integral part of Total Quality Management. 

 

Many people are confused and have difficulty distinguishing between Quality Assurance 

and Quality Control, which I guess is OK as long as you fulfill the requirements for both. 

But, simply, the subtle difference between them is that Quality Assurance, which is not 

product specific, consists of administrative systems and steps provided by upper 

management that employees must follow – such as how to manage your documents, or how 

to monitor and audit your work. 

Quality Control, on the other hand, which is product specific, relates to the Work Standards 

and Best Practices, and consists of the specific actions and procedures that the project staff 

must perform – such as implementing the detailed checks and balances, or using project or 

product checklists - to meet a set of requirements. 

 

So, if you take surgery as an example, hospitals implement quality assurance by requiring a 

process be followed by the hospital staff in admitting the patients, providing the proper 

surgical tools, keeping the surgery rooms clean and to the right temperatures. Quality 

control, on the other hand, is implemented by the surgeon and their team in following the 

specific procedure, steps, parts involved and the surgery itself, and pre-defined standards 

for that particular surgery. 
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Ultimately, project managers bear the ultimate responsibility in ensuring they deliver a 

quality product or project. It has to be second nature and intentional, and should not be an 

afterthought, through continuous Improvement and the consistent implementation of the 

Quality Control and Quality Assurance protocols. 

 

Managing Project Risk:  

 

By definition, risk is an uncertain event or condition that, if it occurs, could have either a 

negative or positive impact on a situation. Unless something is 100% certain that it will 

happen, it is considered uncertain and carries with it a certain level of risk that could either 

be positive or negative. As such, there is risk in almost anything and everything we do, 

whether in personal life or at work. This is the case even more for projects, as the path from 

start to finish of a project almost always has a certain level of uncertainty. Whether you’ve 

done many projects that are presumably similar, there is always something that is different 

either in scope, budget, schedule, client, or even your staff.  

 

Risk Management is an organized approach to assessing, planning for, and responding to 

events and conditions that might adversely impact the project, and to capitalize on 

opportunities that might positively impact the project. Accordingly, project managers have 

to identify potential risks and develop strategies to mitigate or address them. They should 

anticipate challenges and take proactive measures to minimize their impact on the project. 

 

The following are the four basic response strategies for negative risks: 

 

- Avoid the Risk: Sometimes, if the risk is too high without an appropriate strategy to 

control it to minimize its impact, avoidance may be the best approach by either 

declining the project or adopting an alternative approach to eliminate the risk. 

- Transfer the Risk: Sometimes, there is a possibility to transfer the risk by insuring 

against the risk. 

- Accept the risk: If the risk is too small, a decision may be to accept the risk would be 

appropriate and to get paid extra for retaining the risk. 

- Mitigate the risk: Use risk mitigating strategies, such as building a contingency into 

your cost and/or schedule to manage the risk. 
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Resolving Project Issues and Conflicts between Team Members 

 

Every project has issues, whether they are related to project solutions that need to be 

implemented, or the way the team is interacting with each other that presents some form of 

conflict.  In most cases, the project staff look at the project manager as the last resort that 

they turn to, and the arbitrator that helps them with dealing and resolving these issues and 

conflicts. Project managers need to be decisive in addressing issues that arise during project 

execution work with the team to identify solutions, make decisions, and implement 

corrective actions to overcome obstacles. Project managers also play a vital role in 

mediating conflicts and promoting a harmonious working environment within the team. 

They need to facilitate communication and encourage collaboration to resolve 

disagreements. 

 

It is never overstated to emphasize the importance of timely decision making by the project 

manager. Project issues or team conflicts if left unattended or without proper timely 

resolution could result in significant impacts to the project. As such, as I’ve said, and I 

always say and will say, the project manager needs to be ready to ask the hard questions to 

gather the most up to date information in order to make timely and informed decisions 

grounded in the best available information at the time. 

 

Keeping Continuous Channels of Communications with the Customer 

 

Perhaps, some of the most important relationships between an organization and their 

customers are held through the project managers and their counterparts. Project managers 

are expected to build a strong relationship with their customers that is grounded in trust and 

respect, and to maintain continuous communication channels with them. The project 

manager plays an important role being of the company’s eyes and ears in order to provide 

better understanding of their customers so that they can serve them better. They need to 

provide updates, gather feedback, and ensure everyone is informed about project progress. 

 

In recent years, the Voice of the Customer (VOC) has been gaining importance as 

organizations continuously seek ways to gather input from the customer on their experience 

dealing with their organization or satisfaction with their service and products. No sooner 

than anyone receives a product or a service, than they receive a survey through either an 

email, text, or phone call asking for feedback and to input about your satisfaction and 
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experience. This is exactly why it is very important that project managers keep continuous 

communications with their customers to have their finger on the pulse and gage their 

satisfaction. These communications enable the project manager to correct any 

misconceptions or any dissatisfaction with a service or a product that the customer may 

have rather quickly and in a timely manner. The project manager should get into the habit 

of always seeking input and asking the customer if they are satisfied, or if they think there 

are issues that they need to improve.  

 

Another important element that shows the value of maintaining open communications with 

the customer is related to the need for project managers, in many cases, to manage the 

customer’s expectations, particularly when the project runs into the need for changes that 

affect the scope, schedule, or budget. When the project manager has a trusting relationship 

with their customer as a result of the open communications, they will be in a better position 

to manage their expectations and acceptance of any potential changes. 

 

Overseeing the Billing Process, Invoicing, and Payment of Services  

 

Many beginner project managers are not familiar that oversight of billing and invoicing is 

part of their duties. We are not talking about the accounting part and pulling together the 

labor expenses, material receipts and so forth. All organizations have accounting 

departments and a well-established invoicing process. Keep in mind that projects are in 

most, if not all, cases the only revenue generator for companies and the only source of 

cashflow so that they can pay their bills and payroll in order to stay in business and make 

profit. However, project managers play a critical part in coordinating with their internal 

accounting department and overseeing the invoicing process to make sure that services are 

accurately billed, invoices are sent promptly, and payments are received as per the agreed 

terms.  

 

Many projects have different payment terms that are defined in the contract agreement with 

the client, and project managers are in the best position to know what they are. For 

example, is the project a fixed price, hourly rate billing, or milestone billing, and so forth. 

Another major element of an invoice is the progress report which customers typically 

require and pay close attention to as it shows how much the project has progressed. Again, 

no one knows how much progress was made better than the project manager and their team. 

The progress report ties directly into the amount that the company can bill and expect 
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payment for. Customers make sure that they are not paying for more than the progress 

made. For example, if the progress shows that the project is about half complete, then the 

customer does not expect to see a bill that asks for more than 50% of the agreed price. 

 

The last invoicing element that the project manager is expected to follow up with is 

payment and collections. Most organizations that I know suffer in part with collections and 

look to the project manager to follow up with their customers. Many project managers are 

not comfortable with that, but it is important for them to do so. After all, this should not be 

an issue if they have a good relationship with their customer. One of the possible indicators 

when a customer is not paying could be a result of disagreement about the project progress 

being billed. This is where it is important for the project manager to follow up with their 

client to make sure there is agreement on progress and that the customer is satisfied. 

 

Updating Upper Management on Project Progress  

 

Upper management in an organization always expects to receive updates on how their 

projects are performing, particularly for large and high-profile projects. These updates may 

be face to face, or they could be in different forms, such as completing information in the 

organization’s internal enterprise management system. For larger projects, project managers 

are expected to provide regular detailed updates to upper management or stakeholders about 

project progress, challenges, and achievements. This transparency helps manage 

expectations and alignment. 

 

It is to be noted that project managers should not hesitate in elevating issues to upper 

management if there are challenges beyond what they can handle, or of particular issues 

with the customer that may be affecting project performance. Some issues may relate to not 

having the appropriate staff, or the project needs and expertise maybe outside their domain, 

or their customer is having financial difficulty and so forth. In those cases, upper 

management may have certain reach to resolve issues that may not be available to the 

project manager to keep the project moving. 

 

Leading the Project Team to Project Success  

 

Overall, project managers should play the role of a cheerleader to their team, be the glue 

that finds a way to fill gaps so that the team remains intact and high performing and lead 
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them with the goal of achieving project success. They inspire, motivate, and guide team 

members to work collaboratively and effectively to meet project objectives. 

 

In the intricate world of project management, the responsibilities of a project manager are both 

diverse and pivotal. As you can tell from the above discussion, the responsibilities are 

comprehensive and wide ranging. Their skilled orchestration of planning, organizing, leading, 

and controlling shapes the trajectory of projects from inception to successful conclusion. A 

project manager's talent in balancing timelines, resources, and stakeholder expectations propels 

teams toward collective success. From embracing the ever-evolving landscape of technology to 

mastering the art of communication and conflict resolution, the journey of a project manager is 

a continuous evolution. As projects grow in complexity and significance, the guiding hand of a 

skilled project manager remains essential in steering endeavors toward their objectives. 

Ultimately, the lasting impact of their strategic vision and meticulous execution is carved in the 

legacy of completed projects that stand as testaments to effective leadership and successful 

results. 

 

Key Takeaways 

 

❖ Comprehensive Role: The project manager's role encompasses planning, organizing, 

staffing, directing, and controlling a project's various aspects, from defining objectives 

to delivering results, while ensuring alignment with customer and stakeholder 

expectations. 

People and Task Management: Project managers assemble skilled teams, assigning 

tasks based on competencies, and lead the team toward project success by providing 

clear direction, resolving conflicts, and maintaining open communication channels 

with customers and stakeholders. 

❖ Balancing Iron Triangle: Managing the project's scope, schedule, and budget forms 

the core of project management (Iron Triangle), where project managers ensure quality 

deliverables, minimize risks, and navigate challenges while preserving customer 

satisfaction. 

❖ Leadership and Legacy: Project managers are architects of strategy, navigators of 

collaboration, and custodians of stakeholder satisfaction. Their leadership, adaptability, 

and meticulous execution leave a lasting impact on completed projects, demonstrating 

effective leadership and successful results. 
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Chapter 5 - Challenges in Projects 

 

Navigating the realm of project management is a multifaceted endeavor marked by a diverse 

array of challenges that demand strategic thinking, adaptability, and effective leadership. 

Projects, whether they involve constructing complex structures, implementing cutting-edge 

software, or launching new products, are inherently complex undertakings that require the 

orchestration of resources, tasks, and timelines to achieve defined goals. From the intricacies of 

resource allocation and budget constraints to the art of managing diverse teams and stakeholder 

expectations, project managers operate in a dynamic landscape fraught with obstacles. These 

challenges, while diverse in nature, collectively underscore the crucial role of project 

management in translating visions into tangible and successful outcomes while simultaneously 

testing the resolve of the project manager.  

 

Below are the most common challenges in projects and project management as we delve into 

the variety of issues that project managers encounter, offering detailed insights into each facet's 

complexities and pragmatic strategies for effectively overcoming them. 

 

Projects are Unique  

Never been done before exactly this way before 

 

Having been a project manager for many years and having managed numerous projects, large 

and small, I can tell you that no two projects are the same. Even if projects seemed to be very 

similar, there are many elements of these projects that vary enough to make them unique. For 

starters, there is a very high likelihood that the customer may be different. Even if the scope is 

the same, which they very rarely are, there is a good chance that the agreed to schedule and/or 

budget may be different, or the customer’s expectations are different. Some customers are more 

forgiving or stricter in dealing with any potential changes to scope, schedule, or budget. All in 

all, these differences by themselves or collectively impart enough impact on the project that 

they result in affecting the way the project is managed. 

   

When managing projects that are entirely unique and have never been executed in the exact 

same manner before, project managers face a multitude of challenges. These projects may lack 

pertinent historical data and proven methodologies that can guide decision-making. As a result, 

uncertainties abound, and project managers often need to rely on their expertise, innovation, 

and adaptability to navigate uncharted territory.  
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When you have uncertainties, many aspects of project management become more complicated. 

Accurate definition of project requirements becomes a challenge. While the overall 

requirements are mostly known, the need to define and modify interim requirements during 

project execution arises and they evolve as the project progresses. Decision-Making - project 

managers are often required to make critical decisions based on limited information. This calls 

for strong analytical skills and the ability to evaluate potential impacts and trade-offs. 

Innovation Pressure - Unique projects often demand innovative solutions. Project managers 

need to foster a culture of creativity within the team while ensuring that the pursuit of 

innovation doesn't compromise project goals or timelines. Risk Management - Failing to 

address risks can result in unexpected delays, cost overruns, and project failure. Effective risk 

management requires a comprehensive risk assessment, development of contingency plans, and 

continuous monitoring of identified risks throughout the project lifecycle. 

 

Projects are Finite 

Must come to an end during a pre-specified time  

 

As per the definition of projects, they are temporary, thus projects have a distinct beginning and 

a distinct end. Project managers are expected to complete their assigned projects within 

predefined timeframes, with start and finish dates that are set by the customer. This creates 

pressure to manage resources, tasks, and milestones effectively. Not only does the project 

manager have to identify the appropriate resources that will form the team that will deliver the 

project, they have to make sure they are available when they are needed during the project 

lifecycle. Striking a balance between scope, quality, and schedule is crucial to avoid delays or 

rushed work that might compromise project objectives. Poor time management can lead to 

missed milestones, project delays, and compromised quality. Accurate task estimation, creating 

realistic schedules, and tracking progress against timelines are essential. Project managers 

should identify critical path activities, allocate sufficient time for tasks, and implement 

effective time tracking mechanisms to ensure timely completion. 

 

Projects have a Limited Budget 

Must be done within a limited budget 

 

From my experience, project budgets are the most scrutinized elements of a project by both the 

customer, and internally by upper management. Every customer I’ve known is mostly guided 

by a budget that they have allocated for their project, and most decisions they have to make in 
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response to project issues that come up during execution are weighed against their budget 

implications. Internally, since projects are the only revenue generator for organizations, any 

impact to the budget due to a budget overrun will have direct impact to their profit margins and 

overall profitability. Any deviation from the expected project profit will most certainly trigger 

inquiries from upper management requesting explanations and corrective actions from the 

project manager. Thus, it is essential that a project manager makes sure that their project is 

properly managed in order not to go over budget.  Working within limited budgets requires 

careful allocation of resources. Project managers must prioritize tasks, optimize resource 

utilization, and monitor expenses to avoid budget overruns.  

 

Project staff having Two or More Masters 

Use of cross-functional teams/ staff working on multiple projects 

 

Whether the project is a small project or a large multidisciplinary project, identifying and 

deploying the proper staff to be part of your team is always a challenge. Identification - A 

project manager first has to determine the number of people they need, what the various 

expertise and skill levels needed are, and when they are needed. The level of each of these 

requirements could very possibly vary during execution and the lifecycle of the project. 

Availability – Once the project manager develops their project staffing needs by completing a 

resource plan, they have to coordinate with the appropriate department manager or managers 

(for multidisciplinary projects), sometimes they are called resource managers, to secure the 

availability of the requested staff. One thing for sure, in a successful organization with a good 

backlog of work, you rarely find people waiting around for work assignments. Good people 

that have a good track record of achievement are mostly continuously overbooked. 

Accordingly, there is a good chance that some of the people that will be made available to work 

on your project may not be the cream of the crop, or even the best fit for your needs. Thus, you 

have to make do with what you get. This will add another burden on the project manager to 

properly train and pay extra attention to those individuals so that you can meet the expected 

project performance.  

 

Having said that, this issue and juggling act is encountered on all types of projects, and it is 

even more compounded when the project is multidisciplinary and involves cross-functional 

teams that are shared across multiple projects, where conflicting priorities and resource 

allocation challenges can arise. Project managers must collaborate with other project managers 
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and department heads to ensure that team members' time and efforts are balanced effectively 

and that project objectives are met. 

 

In most organizations, particularly in functional organizations – which means the organization 

is structured around functional departments – employees report mainly through their functional 

department heads. Once thy are assigned to a project or projects, they will still continue to 

mainly report to their functional managers on all administrative matters and project 

assignments, but they will also have to report secondarily to the project manager or managers 

on the projects they are working on for all project matters. This complication is very common, 

as those team members will kind of have two masters that they get directions from, and it could 

be more if they happen to be assigned to work on multiple projects.  

 

Organizations often have multiple projects running simultaneously, competing for resources 

and attention, and involves continuous balancing of priorities. With multiple projects running 

concurrently, and constrained resources involving limited availability of skilled personnel, 

many individuals find themselves assigned to multiple concurrent projects and reporting to two 

or more masters. As such, resourcing a project, particularly a multidisciplinary project, presents 

one of the toughest challenges a project manager encounters that entails accurate estimation, 

prioritization of tasks, and optimizing resource utilization, and continuous coordination to meet 

the project needs.  

 

Uncertain Estimates 

Uncertainty varies between tasks 

 

Since every project is unique with a lack of established and solid historical data that a project 

manager can use to support the extent or magnitude of project elements like scope, schedule, 

and budget, there will be a certain level of uncertainty in how the project is managed or 

delivered. Whenever there is uncertainty, there is risk. There is a risk that the project may go 

over budget or behind schedule. Every project is comprised of tasks and depending on the size 

and complexity of the project, there could be numerous tasks. The project uncertainty is a 

compounded effect from the uncertainty of each of those tasks. And, what further complicates 

it, the uncertainty varies between each of the tasks. So, when a project manager is tasked with 

delivering a project based on an agreed to scope, schedule, and budget – there is already a 

certain level of uncertainty with these elements that a project manager must manage in order to 

deliver the project successfully. 
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Now, after the project starts and progresses, there will be added levels of uncertainty that are a 

result of unforeseen variables that occur during the course of the project, and they affect every 

task differently. The scope, schedule, and budget can change as the project progresses. 

However, keep in mind that as the project progresses, project managers and their project team 

all get infinitely smarter about their project, how best to address its issues, and how much effort 

and time it takes to resolve those issues and execute the remainder of the work. The level of 

uncertainty reduces as the project progresses, particularly when the project team modify their 

approach to reflect the experience learned from the beginning of the project. This is why it is 

essential that project managers develop some form of contingency planning and incorporate 

certain buffers at the task level that addresses that changing uncertainty. With continuous 

monitoring, and as the adage goes – plan the work and work the plan – and continuously 

updating the project estimates for completion, project managers will be able to soft land the 

project completion successfully and to the satisfaction of the customers. 

 

Scope Changes 

As more is done, more is requested 

 

Scope changes, often referred to as scope creep, occur when additional requirements are added 

to the project after it has started. Scope Creep consists of individual small items that do not 

have significant impacts by themselves but that add up over the life of a project. 

Uncompensated scope creep is a principal cause of poor project profitability - doing more than 

agreed upon and not receiving compensation. Scope creep can be an insidious slow process that 

consumes budgets, disrupts schedules, frustrates project team members, and conditions clients 

to expect even more for less. The challenge of scope creep often arises due to unclear initial 

requirements, changing customer expectations, and poor change control processes. 

 

Let’s say, as an example, you hire a contractor to finish your basement. You, as the customer, 

want to partition the basement into a storage room, a playroom, a seating area and an office.  

You agree with the contractor on a total fixed price that includes all costs for the work, 

including permitting, labor and material. The contractor draws up the plan and obtains the 

permit. As the contractor gets ready to start construction, you decide you want to add a 

bathroom. This is a major change, and you, as the customer, agree to add the cost of the 

bathroom to the total price, but you disagree with paying extra for modifying the permit, as you 

consider it a minor cost. The contractor obliges as they want to get the job done. After 

receiving the modified permit, the contractor starts construction, installing the dry walls and 
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electrical wiring for the lighting and electrical outlets. Then you decide that you want to have 

wall mounted TVs in both the seating area and the office, and extra lighting in the rooms. The 

wall mounted TVs involve additional outlets and wiring for electric and cable, and the extra 

lights involve additional wiring and lights. Of course, you think of these as minor items and 

should be included in the total fixed price and dismiss requests from the contractor for an extra. 

Nevertheless, even though all these items take extra time and money, the contractor finishes the 

work as they want to be done and get paid. 

 

Most organizations have effective change management protocols that address major scope 

changes, where these major changes are discussed with the customer with commensurate 

changes to the schedule and budget. However, scope creep where changes are relatively small 

and many that are harder to control and discuss with the customer. In the example above, 

adding a bathroom is a major change that is hard to argue not to be an extra cost item. It is all 

the other items from modifying the permit and extra wiring and outlets that become an issue. 

Your reaction as the customer would most likely be that the contractor is “nickeling and 

diming” if they ask to be compensated for those extras. This is a particularly sensitive issue for 

many organizations as customer satisfaction and keeping them happy is extremely important 

since they are the source of repeat work. The last impression they want the customer to have is 

that they are inflexible and hard to work with. As such, many project managers deal with this 

issue delicately in deciding which items to raise with the customers for extras, and which they 

decide to do at their own cost. In my experience, it is always best practice to discuss all what 

you are doing with the customer. So, if you are doing something extra at your own cost, tell 

them. If the items become too many, then your discussion with the customer becomes limited 

to a handful of changes, and it would be easier for the customer at that point to approve a larger 

extra, given the number of items. 

 

Regular Conflicts 

Unknown factors and conditions that create conflict  

 

Many projects, particularly the large complex ones with long schedules, are exposed to 

potential external factors and market changes. Economic fluctuations, market shifts, or external 

events can impact project viability and success. Projects that do not adapt to changing 

circumstances may become obsolete or fail to deliver intended value. Project managers should 

monitor external trends, conduct scenario planning, and be prepared to pivot the project's 

direction if necessary. 
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Many years ago in 2005, I was managing an engineering project where the design was 

progressing in a certain direction and the preferred solution was dependent on using material 

from the southeast region in the US. As we were three quarters of the way done with design, 

the southeast region was hit with two consecutive powerful hurricanes – a once in a lifetime 

event - destroying much of the infrastructure and many businesses. This resulted in making it 

next to impossible to get the material that we wanted to use, not to mention that the material 

costs suddenly skyrocketed, impacting the proposed design which now, upon using the higher 

prices, favors another solution. As such, I had to hold numerous discussions with the customer 

on the impact of the hurricanes, and work with them side by side on a revised strategy and path 

forward to make the necessary changes to the design to keep the project moving. 

 

Conflicts arise due to differing perspectives, goals, and expectations in response to unknown 

external factors that, in many cases, no one has control over. Project managers must be skilled 

in conflict resolution, communication, and negotiation to address conflicts constructively and 

maintain a positive team environment. 

 

Mitigation Strategies  

 

The above comprehensive explanations highlight the complexities and nuances associated with 

each project challenge. Successfully managing these challenges requires a combination of 

effective leadership, communication, strategic planning, problem-solving skills and adaptability 

to create a path toward project success. By proactively addressing these challenges, project 

managers can increase the likelihood of project success and minimize potential negative 

impacts. Below are some general mitigation strategies to deal with some of the common 

challenges encountered on projects: 

 

• Cross-Disciplinary Collaboration: Engage experts from diverse fields to bring 

different perspectives and insights, enhancing the project's approach and minimizing 

blind spots. 

 

• Iterative Approach: Adopt an iterative project management approach, allowing for 

flexibility and adjustment as the project progresses and new information emerges. 
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• Clear Communication: Communicate openly with stakeholders about the unique 

nature of the project, the challenges it entails, and the collaborative efforts needed to 

overcome them. 

 

• Risk Anticipation: Encourage the team to brainstorm potential risks, even if they are 

entirely new. Develop contingency plans that address a wide range of uncertainties. 

 

• Continuous Monitoring: Regularly monitor project progress and compare it against 

benchmarks established during the project's early stages. Adjust plans as necessary to 

ensure alignment with project goals. 

 

• Innovation Support: Foster an environment where innovative ideas are encouraged, 

but also establish mechanisms to evaluate their feasibility and alignment with project 

objectives. 

 

In the intricate world of project management, challenges serve not as roadblocks but as 

opportunities for growth, innovation, and excellence. Through the maze of unique projects, 

limited budgets, and evolving scopes, project managers apply their expertise to steer teams 

toward success. Embracing the variations of uncertainty, they weave together effective 

communication, strategic planning, and adaptable leadership to navigate the uncharted waters 

of each project. The lessons learned from resolving conflicts, managing change, and optimizing 

resources serve as a testament to the resilience and capabilities of project managers. As the 

dynamic landscape of industries and technologies continues to evolve, so too will the 

challenges faced in project management. Yet, armed with insights, experience, and an 

unwavering commitment to quality, project managers forge ahead, transforming challenges into 

accomplishments and shaping a future where successful project outcomes stand as a testament 

to their dedication and expertise. 

 

Key Takeaways 

 

❖ Dynamic Complexity: Project management is a complex endeavor marked by 

diverse challenges, demanding adaptability, strategic thinking, and effective 

leadership. 

 

❖ Unique Uncertainties: Each project is unique, introducing uncertainties that 
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impact estimates, risks, and resource allocation, necessitating proactive mitigation 

strategies. 

 

❖ Resource Optimization: Balancing limited budgets, finite timelines, and cross-

functional teams requires meticulous resource allocation and continuous 

monitoring. 

 

❖ Adaptable Leadership: Navigating conflicts, scope changes, and external factors 

demands adept conflict resolution, change management, and open communication 

skills. 

 

❖ Uncharted Waters: Managing novel projects requires innovation and expertise to 

navigate uncertainty, make informed decisions, and translate visions into successful 

outcomes. 

 

❖ Triumph Through Challenges: Challenges are not roadblocks but opportunities 

for growth and innovation, where effective management strategies can lead to 

project success and the mastery of project managers. 
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Chapter 6 - Characteristics of the Project Manager 

 

In the dynamic and intricate realm of project management, the role of a project manager stands 

as a linchpin that holds together the diverse threads of people, processes, and goals. As 

orchestrators of innovation and accomplishment, project managers are tasked with not only 

ensuring the seamless execution of projects but also navigating the ever-changing landscapes of 

human interaction, resource allocation, and strategic alignment. The characteristics embodied 

by an effective project manager serve as the compass guiding projects toward success in the 

face of challenges, uncertainties, and diverse customer and stakeholder expectations. These 

characteristics are more than just traits; they represent a culmination of skills, behaviors, and 

aptitudes that transform an individual into a leader, a communicator, a strategist, and a problem 

solver. In this exploration of the "Characteristics of the Project Manager," we delve into the 

intricacies of these qualities that define exceptional project managers—leaders who inspire, 

communicators who bridge gaps, strategists who chart courses, and problem solvers who unveil 

opportunities. From leadership and adaptability to attention to detail and business acumen, each 

characteristic is a brushstroke on the canvas of project management, illustrating the 

complexities and nuances of a role that shapes the trajectory of project endeavors, from 

inception to completion. 

 

Needless to say, you will find that to accomplish all that is needed to manage a project 

successfully, there are too many traits and characteristics that are all too important. However, it 

is very rare that you will find all these required traits manifested strongly in one individual. 

Many will have some stronger traits than others, and you will discover that you do too. So, this 

comprehensive list of characteristics, and there are many, will serve in helping you identify 

your strong suits, and the not so strong that you will have to work on enhancing.  

 

To be a well-rounded and exceptional project manager, it requires that the person possesses a 

number of personality traits, acquired behaviors, and learned capabilities, and learned 

behaviors. Accordingly, I have grouped the long list of coveted characteristics for simplicity 

into three main categories, and are listed below: 

 

Personality Traits 

 

Leadership: An effective project manager embodies strong leadership qualities. They not only 

possess the ability to envision the project's desired outcome but can also articulate this vision 
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clearly to the team. By setting clear goals, objectives, and expectations, they inspire team 

members to work cohesively toward a common goal. They lead by example, demonstrating 

dedication, enthusiasm, and commitment to the project. Through effective leadership, they 

create a sense of purpose that motivates the team to deliver their best performance. 

 

Problem-Solving Abilities: Projects inevitably encounter obstacles, and an adept project 

manager thrives in finding solutions. They have a knack for identifying the root causes of 

challenges, analyzing them from multiple angles, and devising innovative strategies to 

overcome them. Whether it's a technical hurdle, resource constraint, or unexpected change, 

their ability to think critically and adapt swiftly ensures the project stays on course. 

 

Adaptability: The dynamic nature of projects demands adaptability. A proficient project 

manager embraces change and is adept at adjusting project plans and strategies when 

circumstances evolve. They understand that unexpected shifts can impact project outcomes, 

and they guide the team through transitions while maintaining focus on the ultimate project 

goals. Their flexibility minimizes disruptions and fosters a resilient project environment. 

 

Decisiveness: In the face of uncertainty, a capable project manager exhibits decisive decision-

making. They analyze available information, consult relevant stakeholders, and make informed 

choices promptly. Their confidence in decision-making provides clarity and direction to the 

team, even when navigating complex or ambiguous situations. 

 

Emotional Intelligence: Emotional intelligence is a cornerstone of effective leadership. A 

proficient project manager understands their own emotions and those of others, enabling them 

to navigate complex interpersonal dynamics. They respond to situations with empathy and 

adapt their communication style to foster positive relationships and collaboration. 

 

Strategic Thinking: A skilled project manager connects the project's goals to broader 

organizational objectives. They think strategically, aligning project outcomes with the 

organization's mission and vision. Their decisions are not only focused on immediate project 

success but also contribute to the long-term growth and prosperity of the organization. 

 

Result-Oriented, Can-Do Individual: An effective project manager is highly result-oriented and 

possesses a "can-do" attitude. They focus on achieving tangible outcomes and are driven by a 

determination to deliver successful projects. This characteristic involves setting clear 

objectives, breaking down complex tasks into manageable steps, and fostering a sense of 
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urgency among team members. Their positive attitude and persistence motivate the team to 

overcome obstacles and stay committed to achieving project goals, even when faced with 

challenges. 

 

Politically Savvy - Knows How to Influence Others: Project managers often operate within 

complex organizational environments where relationships and politics play a significant role. A 

politically savvy project manager understands the power dynamics at play, identifies key 

influencers, and knows how to navigate these dynamics to garner support for the project. Their 

adeptness in building alliances, communicating persuasively, and gaining buy-in from 

stakeholders helps drive project success even in challenging organizational landscapes. 

 

Capable of Understanding Staff Needs: Effective project managers possess the ability to 

understand and empathize with their team members' needs. They recognize that the success of 

the project is intertwined with the well-being and satisfaction of the team. By actively listening 

to team members, addressing concerns, and providing necessary resources and support, they 

create an environment where team members can excel and contribute their best efforts. 

 

Attention to Details: A project manager's attention to detail is crucial for maintaining accuracy 

and quality throughout the project lifecycle. They meticulously review project plans, 

documentation, and deliverables to ensure that nothing is overlooked. This characteristic 

prevents costly errors and ensures that the project meets the required standards, minimizing the 

risk of rework and enhancing client satisfaction. 

 

Acquired Behaviors 

 

Communication Skills: Communication lies at the core of project management. A skilled 

project manager understands the importance of effective communication across all levels of 

stakeholders. They are proficient in conveying complex ideas in a clear and concise manner, 

ensuring that team members, stakeholders, and clients understand project goals, progress, and 

potential challenges. Equally important, they possess active listening skills, encouraging open 

dialogue and ensuring that everyone's perspectives are considered. 

 

Organizational Skills: A successful project manager thrives on organization. They expertly 

create and maintain project plans, ensuring that tasks are allocated to the right resources and 

deadlines are met. They manage project schedules, resource allocation, and task dependencies 
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to prevent bottlenecks and maintain a smooth workflow. Their knack for organizing 

information, documents, and resources minimizes confusion and fosters efficiency within the 

team. 

 

Negotiation Skills: Successful project managers are skilled negotiators who facilitate effective 

collaboration. They engage with stakeholders, team members, and clients to find common 

ground and reach agreements that align with project objectives. Whether negotiating resource 

allocation, scope changes, or conflicting priorities, they strike a balance that benefits the project 

while maintaining positive relationships. 

 

Team Building: Building a strong, high performing cohesive team is a hallmark of a proficient 

project manager. They recognize the strengths and weaknesses of team members and assign 

roles that capitalize on their expertise. They create a supportive environment where trust, 

communication, and collaboration flourish. Through team-building activities and open 

dialogue, they foster a sense of camaraderie that drives collective success. 

 

Quality Focus: Delivering a high-quality end product or service is a priority for a skilled 

project manager. They establish quality standards and guidelines from the outset, ensuring that 

every project phase meets these benchmarks. Their commitment to quality contributes to 

customer satisfaction and the project's overall success. A successful project manager treats 

quality as a non-negotiable outcome and understands its importance to the client and to the 

organization’s reputation. 

 

Conflict Resolution: Conflict is inevitable in any project, and a capable project manager excels 

in resolving disputes constructively. They approach conflicts with empathy, actively listen to 

all parties involved, and mediate discussions to find mutually agreeable solutions. Their adept 

conflict resolution skills maintain a positive team atmosphere and prevent conflicts from 

derailing progress. 

 

Good Business Sense and Cost-Conscious: Having a good business sense and being cost-

conscious are crucial attributes for a project manager. They understand the financial 

implications of project decisions and prioritize resources to maximize value while staying 

within budget constraints. Their ability to assess cost-benefit ratios, allocate resources 

efficiently, and make economically informed choices ensures that the project's financial health 

is maintained. 
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Learned Capabilities  

 

Risk Management: An effective project manager is a proactive risk manager. They 

systematically identify potential risks, assess their potential impact, and develop mitigation 

plans to reduce their likelihood or severity. They engage the team in risk identification and 

encourage open discussions about uncertainties. By addressing risks before they escalate, they 

ensure that the project remains on track and is equipped to handle unexpected challenges. 

 

Time Management: The ability to manage time effectively is critical for project success. A 

skilled project manager carefully prioritizes tasks, sets realistic timelines, and identifies critical 

path activities. By allocating resources and effort appropriately, they ensure that project 

milestones are achieved on schedule. They are vigilant in monitoring progress and are prepared 

to implement adjustments when delays occur, keeping the project on track. 

 

Stakeholder Management: Successful project managers excel in managing stakeholder 

relationships. They understand the needs, expectations, and concerns of various stakeholders, 

from clients to end-users. By maintaining open lines of communication, providing regular 

updates, and addressing feedback, they ensure that stakeholders remain engaged and satisfied 

throughout the project lifecycle. 

 

Budget Management: Financial acumen is essential for project managers. They meticulously 

track project expenditures, allocate resources wisely, and ensure that the project adheres to the 

allocated budget. Their attention to financial details safeguards the project's financial health and 

prevents unnecessary overspending. 

 

Technical Competence: While not always a requirement, possessing technical knowledge 

relevant to the project domain can be advantageous for a project manager. It enables them to 

communicate effectively with technical team members, understand project complexities, and 

make informed decisions that align with the project's technical requirements. For 

multidisciplinary projects, where it is difficult to have a project manager that is versed in 

multiple technical areas, the project manager has to at least have mastery of one or two of the 

major disciplines involved in the project. 

 

Continuous Learning: The project management landscape is ever evolving. A successful 

project manager embraces ongoing learning, staying updated with industry trends, emerging 
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methodologies, and new technologies. Their commitment to continuous improvement 

empowers them to apply fresh insights and approaches to their projects. 

 

Strong Commitment to the Project: A project manager's commitment to the project serves as a 

guiding force for the entire team. Their unwavering dedication sets an example and motivates 

team members to prioritize the project's success. This commitment is demonstrated by being 

accessible, and actively engaged throughout the project's duration. It also involves taking 

ownership of challenges, celebrating successes, and instilling a sense of shared purpose among 

the team. 

 

Each of these characteristics contributes to the multidimensional skillset of an effective project 

manager. As they refine and integrate these traits, project managers can navigate challenges, 

drive success, and inspire their teams to achieve outstanding results. By cultivating these traits, 

project managers can navigate complexities, drive collaboration, and ensure the successful 

execution of projects while fostering a positive and productive project environment. 

 

In the complex world of project management, the characteristics that define an exceptional 

project manager intertwine to create a mosaic of proficiency, leadership, and innovation. The 

success of a project is intrinsically linked to the capabilities of its manager—someone who is 

not only equipped with technical skills but also possesses the finesse to navigate the human 

element with empathy, communication, and strategic insight. As we conclude this exploration 

into the myriad facets of a project manager's traits, it is evident that these qualities transcend 

the confines of mere job descriptions; they encapsulate a holistic approach to steering projects 

from inception to accomplishment. From fostering collaboration and inspiring dedication to 

mitigating risks and adapting to change, these characteristics collectively sculpt a project 

manager who stands resilient in the face of challenges and visionary amidst opportunities. It is 

with these attributes that project managers carve their mark on achievements, turning ambitions 

into reality, and propelling organizations toward excellence. 

 

Key Takeaways 

 

❖ Leadership in Action: Effective project managers lead by example, inspiring their 

teams with a clear vision and unwavering commitment to success. 

 

❖ Communication as the Bridge: They master the art of communication, fostering 
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collaboration by ensuring everyone's voice is heard and understood. 

 

❖ Navigating Complexity: Project managers thrive in uncertainty, utilizing their 

problem-solving prowess to steer projects through challenges and seize opportunities. 

 

❖ Resourceful Adaptation: Adaptable and flexible, they navigate changes with agility, 

ensuring projects evolve harmoniously with shifting dynamics. 

 

❖ Strategic Insight: Armed with business acumen, they make informed decisions that 

align projects with larger organizational goals and maximize value. 

 

❖ Attention to Detail, Eyes on the Prize: They maintain an eagle-eyed focus on quality 

and details while keeping the bigger picture of project success always in sight. 
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Chapter 7 - Introduction to Project Management Knowledge Areas 

 

Scope Management Time Management Cost Management

Scope Planning

Scope Definition

Create WBS

Scope Verification

Scope Control

Activity Definition

Activity Sequencing

Activity Resource Estimating

Activity Duration Estimating

Schedule Development

Schedule Control

Cost Estimating

Cost Budgeting

Cost Control

Quality Management Human Resources Management Communications Management

Quality Planning

Perform Quality Assurance

Perform Quality Control

Human Resources Planning

Acquire Project Team

Develop Project Team

Manage Project Team

Communications Planning

Information Distribution

Performance Reporting

Manage Stakeholders

Risk Management Procurement Management Integration Management

Risk Management Planning

Risk Identification

Qualitative Risk Analysis

Quantitative Risk Analysis

Risk Response Planning

Risk Monitoring & Control

Plan Purchases & Acquisitions

Plan Contracting

Request Seller Responses

Select Sellers

Contract Administration

Contract Closeout

Develop Project Charter

Develop Prelim. Scope Statement

Develop Proj. Management Plan

Direct & Manage Execution

Monitor & Control Work

Integrated Change Control

Close Project

 
 

Project Management Knowledge Areas 

 

This chapter will provide an introduction to the nine Project Management Knowledge Areas 

defined by the Project Management Institute (PMI) as part of its PMBOK (Project Management 

Body of Knowledge) framework. Every project manager needs to know, and understand the 

principles contained in these Knowledge Areas, as they provide the actionable items that a 

project manager needs to apply as they execute a project. A more detailed discussion of these 

Knowledge Areas will be provided in a separate follow-up course, The Roadmap to 

Exceptional Project Management - Fundamental Knowledge. However, it is important to 
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provide this introductory discussion, particularly for the new and beginner project managers so 

that they are aware of the tools needed for them to manage a project.  

 

Embarking on the journey of project management is akin to navigating a complex landscape 

where multiple elements interweave to transform ideas into successful outcomes. For those new 

to project management, the terminology and concepts might appear overwhelming at first 

glance. This is where the concept of Project Management Knowledge Areas comes into play, 

offering a guiding light through the intricacies of managing projects. Imagine these Knowledge 

Areas as distinct skills through which you can view and address the multifaceted challenges of 

your project. Each Knowledge Area represents a vital facet of project management, designed to 

streamline processes, enhance communication, and ultimately steer your project towards 

success. In this foundational exploration, we will clarify the nine Knowledge Areas, unraveling 

their significance and shedding light on how they collectively contribute to the art and science 

of project management. Whether you're embarking on your first project or seeking to solidify 

your understanding, this journey through the Knowledge Areas will empower you with insights 

to navigate the complexities with confidence. 

 

These Knowledge Areas represent different aspects of project management that need to be 

effectively managed and integrated to ensure successful project execution. So, let’s begin: 

 

Project Scope Management 

Project Scope Management is about defining, refining, and maintaining the boundaries of what 

the project will deliver. The process begins with collecting requirements from the customer and 

stakeholders to fully understand their needs and expectations. Based on these requirements, the 

scope is precisely defined, breaking down the work into manageable components using a Work 

Breakdown Structure (WBS). Scope verification ensures that deliverables meet requirements, 

while scope control keeps changes in check to prevent scope creep. Every project must have a 

well-defined scope in order to formulate what needs to be done and who will be responsible for 

performing it. 

 

Project Schedule Management 

Project Schedule Management is focused on crafting a well-structured timeline for the project. 

Activities are identified and sequenced based on their dependencies to create a logical project 

schedule. To the extent possible, activities should correlate with the components of the Work 

Breakdown Structure for proper management and tracking. Estimates are made for activity 



The Roadmap to Exceptional Project Management – Basic Introduction – Part 1 – B05-007  

 

 

                              

  53 

resources and durations, which form the basis for a realistic project timeline. Throughout 

execution, progress is tracked, and any deviations are managed through schedule control 

techniques to ensure the project stays on track. Identifying the critical path, which is the 

sequence of dependent tasks that form the longest duration, allowing you to determine the most 

efficient timeline possible to complete a project. 

 

Project Cost Management 

Project Cost Management entails meticulously estimating, budgeting, and tracking project 

expenditures. Accurate cost estimates are derived from activity resource estimates, which are 

then compiled into a project budget. Again, to the extent possible, the activities for budgeting 

should correlate with the components of the Work Breakdown Structure for proper 

management and tracking. During project execution, cost performance is closely monitored and 

controlled to prevent overruns and ensure adherence to the budget. This involves comparing 

actual costs to planned costs and taking corrective actions as needed. 

 

Project Quality Management 

Project Quality Management focuses on delivering outputs that meet or exceed customer 

expectations. Quality planning involves establishing standards and procedures, while quality 

assurance ensures that these standards are adhered to through a process of audits and reviews. 

Quality control involves monitoring specific project results to confirm compliance with quality 

standards and implementing corrective actions when necessary. Quality should be Non-

Negotiable as quality management emphasizes that delivering a product or service that meets or 

exceeds expectations is essential. Strive for excellence to ensure stakeholder satisfaction and 

project success. 

 

Project Resource Management 

Project Resource Management involves the strategic allocation and management of various 

resources, primarily human resources, to optimize project performance. The resource 

management plan outlines how resources will be procured, developed, and managed. Acquiring 

the right team members and providing them with the necessary training and development 

opportunities ensures a competent project team. Monitoring team performance and addressing 

any issues or conflicts are crucial for maintaining a motivated and effective team. 
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Project Communication Management 

What good is important project information if it is not properly communicated and shared with 

the project team. Many times, project failures are attributed to poor communications. Thus, 

Project Communication Management is the backbone of effective project execution. A 

communication plan outlines who needs what information, when, and how. Clear and timely 

communication among stakeholders helps manage expectations, resolve issues, and maintain a 

cohesive project environment. Communication management also ensures that information is 

accurately and appropriately shared through various channels. 

 

Project Risk Management 

Every project has risks, and for that matter, almost everything we do carries with it some level 

of risk. Project Risk Management involves identifying potential risks that could impact the 

project's objectives. Risk assessment helps prioritize and analyze these risks based on their 

potential impact and likelihood. Risk response planning outlines strategies to mitigate or 

exploit risks and capture opportunities. Throughout the project lifecycle, risks are monitored, 

and response plans are executed as needed to minimize negative impacts and maximize positive 

outcomes. 

 

Project Procurement Management 

While many managers focus on procurement as mainly when procuring services from 

suppliers, I believe that it is equally important to address procurement management as the 

provider to customers and the contract administration tasks associated with it. As such, Project 

Procurement Management deals with procuring goods and services required for the project 

from external sources, as well as managing the contract agreements with both the customer and 

the supplier. This involves planning how procurement will be handled, soliciting and selecting 

vendors, and managing the procurement contracts. Effective procurement management ensures 

that the right resources, internal and external, are obtained at the right time and appropriate 

cost, while minimizing risks associated with external dependencies. On the contract 

administration side, it involves implementing appropriate contracts with both customer and 

supplier that provide clear and enforceable protections and liabilities that are in line with 

company policies. 
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Project Integration Management 

Project Integration Management serves as the orchestration hub, aligning all project 

components into a harmonious whole. It is where all the Knowledge Areas are weaved together 

in a complementary plan that lays out the roadmap for achieving the project goals. This 

involves developing a comprehensive project charter that outlines the project's purpose and 

objectives. Subsequently, a project management plan is crafted, detailing how different 

Knowledge Areas will be coordinated and managed. During execution, project work is closely 

monitored and controlled to ensure adherence to the plan. Integrated change control processes 

safeguard against unplanned deviations, while project closure entails finalizing all activities and 

obtaining formal acceptance from stakeholders. 

 

Each of these Project Management Knowledge Areas forms an integral part of the project 

management discipline. As a beginner, grasping these detailed insights will set a solid 

foundation for effectively managing projects and navigating the challenges that come your 

way. Successful project management requires effective coordination and integration of these 

Knowledge Areas to achieve project objectives within the constraints of scope, time, cost, 

quality, resources, communication, risks, procurement, and stakeholder expectations. 

 

As you embark on your project management journey, remember that these Knowledge Areas 

are not isolated silos, but rather interconnected threads that weave together to create a cohesive 

framework of successful project execution methodologies. While the concepts might seem 

intricate at first, with time and practice, you'll find yourself gaining familiarity and proficiency. 

As a new and beginner project manager, your dedication to mastering these Knowledge Areas 

will empower you to lead teams, drive efficiency, and deliver results that not only meet but 

exceed expectations and guide your projects towards success.  

 

Key Takeaways 

 

❖ Holistic Approach: Understand that Knowledge Areas are interconnected; changes in 

one area can impact others. Maintain a holistic view to effectively manage project 

complexities. 

 

❖ Adaptability and Flexibility: Project fundamentals, such as scope, schedule, and 

budget are dynamic. Cultivate adaptability to navigate unexpected challenges and 

leverage opportunities that arise. 
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❖ Effective Communication: Communication is key. Clear and timely communication 

helps manage expectations, resolve conflicts, and keep stakeholders informed and 

engaged. 

 

❖ Proactive Risk Management: Anticipate uncertainties and turn risks into 

opportunities for growth and innovation through proactive risk management strategies. 

 

❖ Quality is Non-Negotiable: Embrace a commitment to quality as a priority. Quality 

Management emphasizes that delivering a product or service that meets or exceeds 

expectations is essential. Strive for excellence to ensure stakeholder satisfaction. 

Delivering a product or service that meets or exceeds expectations is a cornerstone of 

project success. 

 

❖ Empowered Teams: Nurture a motivated and collaborative team. Effective resource 

management and team engagement significantly impact project outcomes. 
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Chapter 8 – Project Lifecycle Management Processes 

 

 
 

 

 

Project Lifecycle Management (PLM) Processes serve as the backbone of effective project 

management, providing a structured framework that guides new and beginner project managers 

through the journey of turning ideas into successful outcomes. Designed to break down the 

complex lifecycle of a project into manageable phases, these processes offer a clear roadmap, 

ensuring that no critical aspect is overlooked. For those embarking on their project management 

journey, understanding the fundamental principles and intricacies of each PLM process is not 

only essential for achieving project goals but also for fostering a confident and well-informed 

approach to handling projects of varying sizes and complexities. In this section, we will delve 

into each PLM process, offering in-depth insights tailored to beginners, to help build a strong 

foundation for orchestrating projects from inception to triumphant completion. 

 

Every project goes through five process groups from beginning to end, that are in sequential 

order. The various elements that comprise each process group are provided as follows: 

 

Initiating 

This is the starting point of the project where the need for the project is identified, and its 

feasibility is assessed. During this process group, the project's objectives, scope, stakeholders, 

and high-level requirements are defined in a project charter. Additionally, during initiation is 

Project Management Processes 
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where the project is formally authorized to begin by the client, along with securing and 

approving external suppliers. 

 

• Project Charter: The project charter is a formal document that officially authorizes the 

project's existence. It outlines the project's purpose, objectives, stakeholders, and overall 

scope. It's crucial for aligning stakeholders and setting a clear direction for the project. 

 

• Contracts and Agreements: Once a project is a reality, particularly for an external 

client, contract agreements that spell out the terms and conditions that will govern the 

project’s obligations, liabilities, and protections need to be executed. 

 

• Supplier Procurement: Many projects, due to the expertise or resource needs 

requirements, will require that external suppliers need to be part of the team that is 

selected to deliver the project.  This involves planning how procurement will be 

handled, the approach for soliciting and selecting vendors, and managing the 

procurement contracts. 

 

Planning 

In this process group, the project management plan is developed. This plan outlines the 

project's scope, schedule, budget, resources, risks, and quality expectations. The project 

manager and their team work closely to define tasks, create schedules, allocate resources, and 

establish a communication plan. The planning phase is crucial for setting a solid foundation for 

the project's execution. 

 

• Project Scope: Clearly defining the project's scope involves determining the boundaries 

of what will and will not be included in the project. This helps prevent scope creep and 

ensures everyone's expectations are aligned. 

 

• Project Schedule: The project schedule is a detailed timeline that outlines when each 

task, milestone, and deliverable will be completed. It helps manage expectations and 

ensure timely progress. 

 

• Project Budget: The project budget entails meticulously estimating, budgeting, and 

tracking project expenditures. Accurate cost estimates are derived from activity 

resource estimates, which are then compiled into a project budget. 
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• Work Breakdown Structure (WBS): The WBS breaks down the project into smaller, 

manageable tasks or work packages. Each work package can then be assigned, 

scheduled, and tracked independently. 

 

• Project Management Plan (PMP): The project management plan is where all the 

requirements and approach for the project that reflects the project manager’s vision for 

executing the project are compiled. The PMP includes the scope, schedule, and budget 

described above, plus the following components: 

 

o Resource Allocation: Allocating resources involves assigning people, 

materials, equipment, and other necessary assets to each task. Proper resource 

allocation ensures that the project progresses smoothly without bottlenecks. 

o Risk Management Plan: The risk management plan identifies potential risks, 

assesses their impacts and probabilities, and defines strategies to mitigate or 

respond to them. It helps in proactively addressing uncertainties. 

o Communication Plan: The communication plan outlines how information will 

be shared among project stakeholders, as well as the team memebers. It defines 

the frequency, methods, and channels of communication to ensure everyone is 

well-informed. 

 

Executing 

This process group involves the actual implementation of the project plan. Tasks are carried out 

according to the schedule, and the project team collaborates to complete deliverables. Holding 

team meetings to be updated on the project status, along with making necessary adjustments to 

the resource needs for the project is crucial. During execution, uncertainties are bound to occur 

which could result in the need to make changes to the project plan. Managing the uncertainty 

risks as well as properly managing any resulting changes are key during this phase to ensure 

that the project stays on track and any issues are addressed promptly. 

 

• Task Execution: During execution, the project team carries out the tasks according to 

the project plan. This involves coordinating efforts, collaborating, and producing the 

required deliverables. 
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• Status Meetings: Regular status meetings keep the project team aligned, provide a 

platform to discuss progress and challenges, and ensure that everyone is on track. 

 

• Resource Management: The resource needs on a project will almost certainly be in a 

flux in response to the dynamic nature of executing tasks and the issues that may affect 

their pace. As such, continuous coordination with department managers on the project 

resource needs is vital for securing the needed staff for the project.  

 

• Risk Management: This process involves identifying and managing issues and risks that 

arise during the project. Quick resolution of issues and proactive risk management are 

essential to avoid disruptions.  

 

• Change Management: As the project progresses, changes to the scope, requirements, or 

plan might be necessary. Change management processes ensure that changes are 

evaluated, approved, and implemented effectively. 

 

Monitoring and Controlling 

Throughout the project's lifecycle, its progress and performance are monitored against the 

project plan. This process group involves tracking key performance indicators (KPIs), 

measuring project performance, and comparing them to the planned values. If discrepancies 

arise, corrective actions are taken to bring the project back on track. 

 

• Performance Monitoring: Performance monitoring involves tracking and measuring key 

performance indicators (KPIs) to assess whether the project is progressing as planned. 

 

• Variance Analysis: Variance analysis compares the actual project performance with the 

baseline plan. It helps identify deviations and triggers corrective actions if needed. 

 

• Team Performance: Most teams, particularly large teams comprising multi-functional 

individuals tend to go through dynamic performance full of conflicts to build trust as 

they get acquainted with their mission on the project to become a high performing team. 

  

• Quality Management: Quality assurance and control involves verifying that the project 

deliverables meet the predefined quality standards. This will involve some form of 

reviews, testing, and validation. 
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• Monitoring Actions: Issues on projects will arise, and the importance of frequent and 

continuous monitoring is to catch issues that threaten to divert a project, get to the root 

causes of the issues, and implement corrective and preventive actions to put the project 

back on track. 

 

Closing 

When all project deliverables have been produced and objectives met, the project is closed. 

This process group involves obtaining formal acceptance of deliverables from stakeholders, 

conducting a final project review, and archiving project documents and lessons learned. A post-

project review is often conducted to identify successes and areas for improvement. 

 

• Lessons Learned: Documenting lessons learned captures insights gained from the 

project, highlighting what went well and what could be improved for future projects. 

 

• Financial Closeout: Making sure that all tasks have been balanced with final budgets 

and expenses, along with a final invoice that includes all expenses on the project has 

been submitted and collected from the client is essential before a project can be 

financially closed out. 

 

• Formal Acceptance: Obtaining formal acceptance from stakeholders indicates that the 

project's deliverables are complete and has met the required standards for all the 

contractual obligations. 

 

• Client Feedback: Making sure that the customer is satisfied with the project 

deliverables is key to maintaining a good reputation and securing repeat business from 

the client. Soliciting the client’s feedback, both positive and negative, helps formulate 

management of future endeavors. 

 

• Celebration: Conducting a celebration is purely optional. However, after a long and 

hectic schedule to see a project through fruition, having a celebratory moment with the 

team, and client if available, strengthens the bond and builds trust among team 

members. 

 

Each of these processes plays a vital role in project management, and the success of a project 

often hinges on how well these phases are executed and integrated. The choice of project 



The Roadmap to Exceptional Project Management – Basic Introduction – Part 1 – B05-007  

 

 

                              

  62 

management methodology, the project's complexity, and the team's expertise will influence 

how these processes are implemented in practice. 

 

Scattered through the project management processes, you notice that implementing each of the 

process groups is dependent on the application of one or more management knowledge areas 

we discussed in a previous chapter. So, think of it this way, that gaining a solid understanding 

of the various knowledge areas is essential to the ability to apply and progress through the 

various management processes, and is akin to assembling a toolkit that equips you with the 

skills and expertise needed to navigate the challenges encountered in the project. Remember 

that these process groups are not distinct phases of a project, and they may overlap. This is 

most apparent between the Executing and Monitoring & Controlling process groups where 

there are iterations within these two process groups. As you navigate the exciting world of 

project management, the comprehension and implementation of these Lifecycle Management 

Processes will empower you to approach challenges with a holistic perspective. Embrace each 

opportunity to learn, adapt, and refine your skills, for it is through this journey that you'll forge 

a path of growth and success in the world of project management. 

 

Key Takeaways 

 

❖ Structured Approach: Project lifecycle management processes provide a structured 

and organized approach to managing projects from start to finish. By breaking down 

the project into well-defined phases, such as initiation, planning, execution, monitoring 

and control, and closure, you create a roadmap that guides your actions and decisions.  

 

❖ Adaptability and Flexibility: While the project lifecycle follows a predefined 

sequence of phases, it's important to recognize that real-world projects often require 

adaptation and flexibility. Not every project fits perfectly into a linear progression, as 

these processes often overlap. 

 

❖ Continuous evolution and Improvement: Project lifecycle management encourages a 

culture of continuous evolution and improvement, from early definition through final 

completion. Each completed project also provides valuable insights that can be used to 

refine and improve future projects.  
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Chapter 9 – Basic Introduction Summary 

 

Projects are the lifeblood of organizations, driving innovation, growth, and transformation. In 

this basic introduction summary chapter, we will delve into the essential aspects of project 

management, providing a comprehensive overview that will serve as a foundation for your 

journey into mastering this dynamic field. 

 

Project Definition: Before diving into the intricacies of project management, it's essential to 

understand what a project truly is. Projects are dynamic, time-bound endeavors that constantly 

evolve, presenting unique challenges and opportunities. 

 

• Projects are unique, temporary endeavors with set timelines and distinct outcomes. 

• They evolve through iterative refinement and adapt to unforeseen challenges. 

 

Understanding Project Types: Projects come in all shapes and sizes, tailored to various 

organizational needs and strategies. How entities handle projects can vary significantly, even 

within the same country. Internal and external projects serve different purposes and require 

distinct approaches. 

 

• Projects vary in size, complexity, and goals, catering to diverse organizational needs. 

• Organizational approach influences project management methods. 

• Internal and external projects have distinct purposes and challenges. 

 

What is Project Management: Project management is both an art and a science. It involves a 

skillful blend of established techniques and people management, with choices of life cycle 

approaches and management styles, tailored to meet the demands of each unique project. 

 

• Project management blends established techniques and people management. 

• It involves planning, organizing, staffing, directing, and controlling. 

• Diverse life cycle approaches include Waterfall, Evolutionary/Incremental, and Agile. 

• Project managers employ varied styles tailored to project requirements. 

 

Responsibilities of the Project Manager: Project managers wear many hats, overseeing all 

aspects of a project, from its inception to successful completion. They are not just taskmasters 

but leaders, collaborators, and custodians of stakeholder satisfaction. 
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• Project managers oversee all project aspects, aligning with customer and stakeholder 

expectations. 

• They manage teams, tasks, scope, schedule, and budget, balancing the Iron Triangle. 

• Leadership, adaptability, and meticulous execution leave a lasting impact. 

 

Challenges in Projects: Project management is not for the faint of heart. It's marked by 

dynamic complexity, unique uncertainties, and the constant need to balance limited resources 

while adapting to change and innovation. 

 

• Dynamic complexity demands adaptability and strategic thinking. 

• Unique uncertainties require proactive mitigation. 

• Resource optimization and adaptable leadership are crucial. 

• Managing novel projects demands innovation and expertise. 

 

Characteristics of the Project Manager: Effective project managers embody leadership in 

action, excel in communication, navigate complexity, and demonstrate adaptability. They are 

strategic thinkers who keep their eyes on the ultimate project success. 

 

• Effective project managers lead by example, communicate effectively, and navigate 

complexity. 

• They adapt to change, possess strategic insight, and maintain attention to detail. 

 

Introduction to Project Management Knowledge Areas: Project management knowledge 

areas provide a roadmap for effective project management. They emphasize adaptability, 

communication, proactive risk management, and a commitment to quality, all while nurturing 

empowered teams. 

 

• Maintain a holistic view, as Knowledge Areas are interconnected. 

• Cultivate adaptability and prioritize effective communication. 

• Proactive risk management and commitment to quality are key. 

• Empowered teams are essential for project success. 

 

Project Lifecycle Management Processes: Project management is not a one-size-fits-all 

approach. It involves a structured sequence of process groups, but real-world projects often 

require adaptability. Furthermore, project lifecycle management encourages continuous 

evolution and improvement, learning from each project's unique challenges and successes. 
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• A structured approach guides projects through process groups like initiation, planning, 

execution, monitoring and control, and closure. 

• Adaptability and flexibility are vital as real-world projects may deviate from linear 

progression. 

• Continuous evolution and improvement are encouraged, with each project providing 

insights for refinement. 

 

As you embark on your journey into the world of project management, remember that 

mastering these fundamentals will empower you to tackle diverse projects, navigate challenges, 

and drive successful outcomes. Project management is both an art and a science, and your 

ability to blend techniques, adapt, and lead will define your success in this dynamic field. 

Embrace the complexities and uncertainties, for they are the very molds in which effective 

project managers are shaped. 

 

As I mentioned at the beginning of this course, this course is the first in a series of courses. 

Even though these courses are not dependent on each other, they do fall in a sequential order 

that builds and extends on the knowledge gained by previous chapters, even though they 

remain stand-alone. The next chapter in line focuses solely on the Project Management 

Knowledge Areas by delving into the details of each area.  

 

So, Good Luck in practicing what you learned thus far and hopefully you will continue your 

journey of improving your project management skills with the remaining set of the roadmap to 

exceptional project management courses! 


