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Introduction

ProJeCt ManageMent 
Methodology IntroduCtIon
Project management has been emerging as a professional dis-
cipline for some time now, and it is coming into the main-
stream just when it appears to be most needed as a business 
solution. The author has been noted for saying in published 
works and presentations that “project management, in so 
many ways, is business management.” To that end, it is appro-
priate that the processes of project management be aligned 
with business needs and interests. It is likewise important 
for business processes to be aligned with needs and interests 
in the project management environment. The introduction 
of an effective project management methodology within the 
organization will help to achieve that prescribed alignment.

The basis or foundation for project and business manage-
ment alignment already exists in many organizations today, 
but too often resides in a latent state that is still awaiting man-
agement acknowledgment and active collaborative use. That 
foundation exists in organizational processes that are com-
mon to both project and business management, but which 
are sometimes still applied as separate and uncoordinated 
sets of activities. That foundation is also seen in organiza-
tions where standard and repeatable processes are established 
to compile or aggregate results at the project, program, and 
portfolio management levels as a means to provide relevant 
and timely information to strategic managers and business 
decision makers in the organization.

Basic business processes are often performed, knowingly 
or unknowingly, at the project level when project manage-
ment practices are applied to achieve business results for each 
project. Organizations need to recognize the business contri-
butions of project management, and ensure that they achieve 
the maximum business value and return on the project man-
agement investment. An effective project management pro-
cess, introduced through methodology implementation across 
the organization, is an essential component for achieving the 
desired project and business management alignment.

Evolution from a Technical Background
In earlier years, an organization’s technical methodologies 
were expected to fulfill project management process needs. 
They often fell short of applying what we know today as 
“professional project management” concepts and practices. 
This is because the technical methodologies that were used to 
achieve desired levels of excellence in technical products and 
services still had a technical focus and did not particularly 
address all of the essential activities of project management.

Some technical methodologies were subsequently 
“enhanced and improved” to serve broader project manage-
ment interests by introducing key concepts and practices of 
modern project management. However, while such meth-
odology adaptations gave the technical manager expanded 
insight into project management, the basic processes—the 
critical processes of the methodology—were still technical 
in nature. Still, some of the adaptations did serve to dem-
onstrate a relationship between technical management and 
project management.

Many of today’s technical methodologies have consider-
ably improved project management content over earlier adap-
tations. However, to a large extent, they are still intended for 
primary use by technical managers rather than by project 
managers. They simply lack essential pieces and parts of a 
rigorous project management process.

It is important to note that there is and will continue to 
be an ongoing need for technical methodologies—each as 
a guide toward excellence in the technical effort for which 
it was created. But a distinction is still warranted. A good 
technical process will ensure product and service design, 
development, and delivery excellence. In contrast, a good 
project management process will ensure project success and, 
by extension, business success.

Over time, it has often been shown by many practitioners 
that project management fits well into the scheme of most 
technical methodologies and can be supportive of techni-
cal activities and objectives. Today, public and private sec-
tor organizations alike are coming to realize the benefits of 
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having one standard and repeatable project management pro-
cess that can be used across the enterprise. That implies use of 
the same, common project management practices across the 
different technical functions and business units in the orga-
nization. Implementing a project management methodology 
that provides a standard and consistent approach to project 
management across the enterprise should also inherently 
contribute to technical achievements.

Therefore, today’s consideration of an enterprise-wide 
project management methodology reverses the earlier scheme 
of the technical methodology. Now, instead of integrating 
key project management activities into the preferred tech-
nical process, the enterprise approach examines the ways in 
which the various technical methodologies (used in the dif-
ferent organizational business units) can be integrated and 
aligned with the project management methodology that 
is prescribed for use across the enterprise. Thereby, each 
business unit that conducts projects will integrate its own 
technical activities and intricacies at relevant points in the 
prescribed project management process. (See how this inte-
gration works in a diagram presented in the Methodology 
Practice Guide Introduction section.)

Today, it is also being shown that project management 
processes can be viewed as an extension of business pro-
cesses. This project and business management relationship is 
not usually addressed by technical processes. However, it is 
consistent with the concepts of modern project management, 
and it is usually endorsed in the specification of responsibili-
ties of the professional project manager. This consideration 
prompts the need for the organization to implement a project 
management process that recognizes and responds to busi-
ness needs and interests across the enterprise.

The ProjectPRISM™ Project 
Management Methodology

The ProjectPRISM Project Management Methodology is an 
innovative, matrix-based approach to conducting project 
management that introduces relevant concepts, practices, and 
tools in a project management solution that has a distinct pur-
pose toward fulfillment of organizational business needs and 
interests. It was originally conceived and created by the author 
a few years ago, and has since been reviewed and revised sev-
eral times to achieve consistency of content. A subsequent 
detailed review of concepts and content was performed, and 
refinements were made for purposes of this publication.

A detailed description of the ProjectPRISM Project 
Management Methodology, along with its structure and 
components, is presented in the Methodology Process Guide 
Introduction section, as contained in Section I of this 
publication.

This methodology is particularly intended for broad imple-
mentation within an organizational or enterprise setting. It 
can be examined and will serve as an exceptional basis for cus-
tomization. But for organizations with limited time for meth-
odology development and implementation, it also provides a 
ready-to-use project management solution. Its prescribed pro-
cesses, practices, and tools will ensure that essential project 
management activities are being conducted consistent with 
widely accepted project management standards.

As well, individuals will gain benefits from using this 
methodology when they follow prescribed guidance to 
ensure that all essential project management activities are 
being accomplished on every project. For some users, the 
process and practice guidance contained in this publication 
may help expand individual skill and knowledge in applying 
concepts of project management. At a minimum, individual 
users will have a comprehensive reference document for con-
ducting project management activities.

Implementation as a Business Solution

The concepts, practices, and tools of the ProjectPRISM 
Project Management Methodology provide a combined proj-
ect and business management solution that will be valuable 
for most project managers and their organizations. It is a 
“business-ready” methodology that can be introduced across 
many different industries and business environments, and it 
provides relevant guidance for use by both novice and sea-
soned project managers.

That broad description means the ProjectPRISM Project 
Management Methodology is ready for use “off-the-shelf” or 
“out-of-the-book,” as you care to reflect on it. It means that it 
is aligned with common business practices that already exist 
within many organizations. And, it means that it includes 
comprehensive guidance for completing all the essential 
activities of project management.

That broad description also means that it is not fine-
tuned for any particular technical endeavor, business orga-
nization, or industry. It does not address either unique 
technical or business requirements within the organization, 
or any unique personal expectations of senior and executive 
managers. However, it does provide an exceptional basis for 
creating a fine-tuned project management practice and busi-
ness solution in the organization.

Therefore, each user and using organization should exam-
ine the methodology concepts and content for customization 
to achieve greater consistency with organizational needs and 
interests. The individual user or small business organization 
may not require any methodology customization. However, 
medium- to larger-sized organizations will likely want to con-
sider some customization to make the methodology more con-
sistent (and complementary) to existing business practices.
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Customization considered, the ultimate potential for 
finding success in the methodology as a project management 
solution lies in and is directly associated with its implementa-
tion. Such implementation, when properly performed, repre-
sents a significant change that must be managed within the 
organization. Please be sure to take a look at the next section, 
Project Management Methodology Implementation, for some 
additional insight into recommended methodology imple-
mentation activities. You may find it necessary to consider 
using professionals who are experienced in project manage-
ment methodology deployment to assist in your methodology 
development, customization, and implementation efforts. It 
will save you time, and it will undoubtedly be cost effective 
for your organization.

ProJeCt ManageMent 
Methodology IMPleMentatIon
Methodology implementation is the means by which a 
project management process is presented for use with other 
business processes in the organization. The individual who 
selects a methodology for personal use will normally already 
have some level of interest and intent to learn the content 
and proper use of the methodology process. However, these 
conditions may not necessarily be present for all potential 
methodology users across the entire organization. Therefore, 
organizations will need to consider planning and conducting 
a series of activities to implement the methodology to achieve 
maximum benefit from its use.

Benefits of Methodology Implementation

It is recommended that a structured and planned approach 
be used when implementing a project management method-
ology. When the methodology is properly implemented as 
an organization-wide solution, there is potential to achieve 
several if not most of the following benefits:

A standard approach to the practice of project management ◾
Consistent use of repeatable processes and  −
documentation
Reduced need to “reinvent” project management  −
tools and techniques
Access to shared project management history,  −
experience, and best practices
Greater assurance that critical project management  −
activities are accomplished
A common frame of reference for project team  −
members and stakeholders
A common understanding of project responsibili- −
ties in the organization

An effective business communication and reporting  ◾
mechanism

Use of standard project management terminology  −
in the organization
Consistent information and data processing across  −
all projects and programs
Ability to roll-up (aggregate) project reports and  −
information to the executive level
More effective project team interactions and cus- −
tomer relationships

A state-of-the-art project management practice ◾
Increased customer satisfaction −
Conformance to customer requirements and proj- −
ect objectives
Ability to achieve planned project schedules −
Effective project cost control −
Shortened development and implementation cycles −
More predictable project (and business) performance −
Increased profitability and reduced project costs −
Improved resource planning, allocation, and  −
management
Use of tools that provide a competitive business  −
edge

Enhanced business benefits ◾
Quicker realization of profit or payback on  −
investment
Earlier availability of products to market (or for  −
internal use)
Clearer business case evaluation and ongoing busi- −
ness case validation
More effective, more knowledgeable business  −
decisions

The potential for achieving these benefits can be realized 
when methodology implementation is properly planned and 
conducted in the organization.

Methodology Implementation Activities

An organizational methodology package could be used errat-
ically or even remain dormant until the prominent stake-
holders in the organization in general and the end users in 
particular (1) understand how to use it, (2) recognize benefits 
from using it, and (3) develop motivation, through personal 
interest or organizational mandate, to actually use it.

Methodology implementation issues can affect the entire 
organization, even business areas not traditionally viewed as 
having involvement in or responsibility for project manage-
ment. Therefore, the complexity of methodology implemen-
tation is often increased when it is conducted on a national 
or global basis, or when multiple organizations, each with its 
own basis for implementation, are involved.
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The following list provides a broad outline of several areas 
of activity that should be considered to ensure an adequate 
and proper project management methodology implemen-
tation effort. Many of these activities represent early plan-
ning that is important for achieving successful methodology 
deployment in the organization.

Plan Methodology Implementation

Establish executive management support. ◾  Identify (or 
assign) an executive sponsor at the highest reasonable 
level in the organization that will use the methodol-
ogy; ideally this is the CEO for an enterprise-wide 
implementation. Conduct collaboration across senior 
management to achieve senior-level buy-in and to cre-
ate personal understanding and support for the ini-
tiative at the highest levels in the organization. Plan 
and conduct executive-level announcements about the 
importance of the methodology deployment initiative, 
the progress being made toward implementation, and 
any anticipated mandate or requirements for method-
ology use within the organization.
Form the methodology implementation team. ◾  Identify 
members of the team who will have responsibility for 
planning and conducting the methodology customiza-
tion and implementation effort, usually from among 
senior managers and project managers already involved 
in project oversight. Ensure representation from all 
affected business areas. Identify any external resources 
(i.e., experienced project management methodol-
ogy consultants) needed to guide or otherwise assist 
the implementation team in areas of implementation 
planning, customization, rollout, training, mentoring, 
etc. In some organizations, this responsibility will be 
assigned to the project management office (PMO) for 
staffing and fulfillment purposes; in others, the meth-
odology implementation team represents the initial 
structure of a PMO-like business unit. In all cases, 
ensure selected team members are inherently available 
and allotted sufficient time to participate in the various 
activities of the methodology deployment initiative.
Specify methodology implementation scope. ◾  Determine 
the extent to which the project management method-
ology will be needed and deployed within the orga-
nization to include the identification of business units 
as well as local, regional, national, and international 
rollout locations. Specify collaboration requirements 
for locations involved in the methodology deployment 
initiative. This may include the preliminary identifica-
tion of business units or locations that can be used for 
any “pilot implementation” activities, with resulting 
details incorporated into the methodology implemen-
tation plan.

Determine methodology utilization policies ◾ . In col-
laboration with the executive sponsor, and any other 
involved senior managers, begin developing the poli-
cies for methodology distribution and use. Specify who 
will use it (e.g., project managers, team members) and 
the extent to which it must be applied to project work: 
always, sometimes, occasionally, or at the discretion of 
the project manager. It is recommended that the meth-
odology utilization policies mandate methodology use 
on every project conducted within the relevant orga-
nization or business unit conducting the implementa-
tion. Options for the depth of methodology process use 
can be developed for different types of projects found 
within the organization (i.e., project classification), and 
other variations from routine use can be incorporated 
during methodology customization.
Develop methodology promotions for user awareness and  ◾
acceptance. Plan, prepare, and issue announcements, 
newsletters, or other media to inform individuals 
within the organization of the new methodology imple-
mentation initiative. In particular, inform potential 
users of the methodology about progress, actions, and 
timelines that will directly affect them. When possible, 
use senior management and executive-level announce-
ments to demonstrate support for the initiative, and to 
convey the importance of methodology implementa-
tion and use for the organization.
Develop a methodology training plan. ◾  Determine the 
roles and positions within the organization that will 
represent the end users of the methodology, and thereby 
identify associated individuals who will require some 
level of methodology training. Normally, a complete 
methodology training program is needed for all proj-
ect managers (including managers of project manag-
ers and program managers). Many organizations will 
also include and schedule project team members for 
the complete methodology training program. Such 
a program can usually be completed in two to three 
days, depending on the depth of coverage desired by 
the organization. Executives and senior managers, 
along with peripheral project stakeholders and part-
time members of project teams, can be introduced to 
the project management methodology using a shorter 
methodology familiarization program—usually one-
half to one day in duration. This planning might also 
warrant an examination of additional project manage-
ment training needed for individuals within the proj-
ect management environment, and extended training 
can be specified in this plan as well.
Plan user support during methodology implementation ◾ . 
Consider the support activities that will be needed by 
methodology users during the methodology implemen-
tation period, and plan and assign resources to satisfy 
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those needs. Prominent among the support activi-
ties to consider is the need for project management 
mentors—experienced individuals who are qualified 
to answer user questions about project management 
concepts and methodology use, and who are available 
on site to respond to user problems and dilemmas dur-
ing the implementation period. An alternative activity 
might include creating a “help center” that new users 
can contact when they have questions about project 
management or methodology use. Additionally, user 
support should include a methodology user feedback 
mechanism, whereby users can identify problems and 
issues that can be examined and resolved in advance of  
methodology implementation at subsequent locations. 
Another user support mechanism to consider is the for-
mation of a methodology user group that can facilitate 
information sharing and problem resolution among 
key participants in the methodology implementation 
initiative.
Prepare the project management methodology imple- ◾
mentation plan. Prepare a plan that will be approved, 
distributed, and used to guide project management 
methodology implementation. This plan should pres-
ent a timeline of activities to be pursued that includes 
incorporating most of the previous and subsequent 
items in this list. Like any project plan, this imple-
mentation plan becomes a central document for the 
methodology deployment initiative. This plan should 
also identify plans for collaborating activities of the 
methodology initiative with customers and vendors, 
as needed.

Customize the Project 
Management Methodology

Any methodology customization to be accomplished can be 
planned and begun in conjunction with methodology imple-
mentation planning—after the requisite executive or senior 
management support and endorsement have been obtained. 
Methodology customization can be used to adapt the foun-
dation methodology processes for better alignment with 
current project management practices. It can also serve to 
integrate important existing technical and business processes 
of the organization.

Methodology customization usually entails a review of 
the foundation methodology within the organization, usu-
ally by members of the methodology implementation team 
(which may be called the methodology development team 
at this point in time). The next step involves one or more 
meetings to resolve differences of opinion and to specify how 
the content of the foundation methodology should be modi-
fied. This second step will often include facilitation by the 

methodology developer or a consultant experienced in meth-
odology design, who can lead the development team in their 
design and modification deliberations. The final step is that 
of preparing the new methodology content that will be ulti-
mately distributed and used within the organization.

Sometimes the customization effort includes identify-
ing the use of an automated platform on which the project 
management methodology will reside and provide electronic 
access to users. This sometimes involves an examination of 
current automated systems to determine how the methodol-
ogy can be incorporated or otherwise linked electronically. 
Otherwise, it may involve the review and selection of a new 
system in the marketplace that is compatible with the meth-
odology and with anticipated use in the organization.

A final note regarding customization is one that prompts 
methodology implementation managers to recognize that 
actual transition to use of the new methodology cannot and 
should not occur until an approved project management 
methodology is (1) fully developed and finalized, (2) pub-
lished (or otherwise accessible online), and (3) ready for use 
by project managers, project team members, and other desig-
nated stakeholders in the project management environment.

Plan Project Transition

The project transition plan is often considered a component 
of the methodology implementation plan, but it is separated 
here for purposes of discussing recommended transition plan 
content. Smaller organizations or those having fewer projects 
will usually be able to plan for project transition in a simpli-
fied manner—what is the project, when will it transition, 
and how will it transition to the new methodology (i.e., at 
what methodology point will it start). This same basic infor-
mation is also used by larger organizations and those with a 
high volume of projects. However, the increased number of 
projects offers a plan with more complexity, and this com-
plexity is increased further when there are multiple business 
units and implementation locations involved. It can be seen 
that transition plan preparation time will normally be longer 
for organizations with more complex conditions.

In general, the following elements are recommended for 
inclusion in the project transition plan.

Prepare the project transition strategy ◾ . Specify the 
approach that will be taken for project transition. 
Identify broad criteria that will help determine how 
projects will be transitioned: (1) a new (or recently 
started) project that will commence using the new 
methodology at the beginning of the methodology, 
(2) a project in progress that will transition to some 
point in the new methodology, or (3) a project near 
completion that will not transition to the new meth-
odology. The transition strategy may also account for 
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when project transition will take place, which is partic-
ularly important for the methodology implementation 
that will take place across multiple regional, national, 
or international locations. Finally, the strategy could 
include conducting one or more pilot transition and 
implementation programs as a means to learn and 
improve upon plans for subsequent project transition 
and implementation activities.
Survey and review project status. ◾  Identify and examine 
each and every project currently under way within the 
organization, and then add to the list those projects that 
are expected to start during the methodology implemen-
tation period. Review project status and progression, and 
make a preliminary determination about the transition 
strategy (criteria) that will be applied for each project.
Conduct project transition interviews ◾ . In personal meet-
ings with each affected project manager, review the 
planned transition strategy and transition schedule 
for his or her project. Consider that some projects will 
have unique conditions to be managed in association 
with methodology implementation, and be prepared to 
make adjustments to the transition plan in collabora-
tion with each project manager. Complete individual 
project manager meetings by establishing mutual 
agreement regarding the project transition strategy and 
schedule.
Prepare the project transition plan ◾ . Compile the results 
from all transition planning meetings and prepare the 
final project transition plan. Include the overall transi-
tion schedule, which should be consistent with other 
implementation activities such as user training and 
planned user support. The transition plan can be incor-
porated into the broader methodology implementation 
plan or used as a stand-alone document.

Conduct Methodology Implementation

Methodology implementation actually begins in advance of 
user training and methodology deployment, such as when 
preliminary executive and senior management support is 
pursued and established, and such activities can be included 
in the overall implementation plan. Nevertheless, there are 
several key activities to monitor and manage during method-
ology implementation, as highlighted in the following list:

Execute the methodology implementation plan. ◾
Conduct methodology user training. ◾
Provide for methodology document distribution to  ◾
users (or online access).
Execute the project transition plan. ◾
Conduct user support and mentoring in association  ◾
with methodology deployment.

Methodology implementation is the beginning of an 
investment for the organization. To gain the maximum 
return on that investment, the organization should ensure 
that all essential implementation activities are conducted in 
a timely manner. A decision to implement an organization-
wide project management methodology may warrant con-
sideration of an external consulting resource who can apply 
expert knowledge and experience to help guide the organi-
zation toward a successful project management methodol-
ogy implementation effort. The support of a qualified project 
management consultant or consulting team can often reduce 
implementation time by months or, in some circumstances, 
by a year or more.

ProJeCt ManageMent 
Methodology MaIntenanCe
After the project management methodology is deployed in 
the workplace, a reasonable effort is needed to oversee its use 
and maintain its viability. The implementing organization’s 
PMO, the methodology implementation team, and poten-
tially an expert external consultant or consultant team can 
be used to perform several important methodology mainte-
nance activities at appropriate intervals in time.

The following are highlights of three prescribed method-
ology maintenance activities.

Evaluate Methodology Deployment

Beginning with the initial or “pilot” methodology imple-
mentation, and continuing through any subsequent imple-
mentation periods, the organization should examine how 
well the introduction of new project management processes 
and practices is being accomplished and received by method-
ology users. This usually includes looking at

Completion or progress of the methodology train- ◾
ing schedule
Completion or progress of methodology implementa- ◾
tion activities
Completion or progress of project transitions ◾
Achievement of initial methodology performance  ◾
capability
User acceptance of the new methodology ◾
Stakeholder acceptance of the new methodology ◾
Management support factors ◾
Implementation feedback results and trends ◾

If there are multiple deployment actions such as a pilot imple-
mentation followed by successive location deployments, 
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interim results from the initial evaluation can be examined to 
help improve successive methodology deployment activities.

Analyze Methodology Performance

Examine methodology performance to ascertain methodology 
utilization levels, methodology effectiveness, and the achieve-
ment of benefits from methodology implementation. The analy-
sis can include an examination of the following indicators:

Number of users—full or partial methodology use ◾
Type of users—project managers, team members, busi- ◾
ness managers, etc.
Extent of nonuse—reasons for nonuse ◾
Project planning improvements—project work plan,  ◾
management plans, support plans
Project tracking and controlling improvements—vari- ◾
ation identification and analysis
Project performance results—cost, schedule, and  ◾
resource utilization
Project success factors—customer satisfaction, deliver- ◾
able quality and acceptance, etc.

The implemented methodology should be reviewed for these 
elements on an annual or sometimes an 18-month basis. To 
that end, evaluators should analyze current conditions, per-
formance results, and issues associated with indicators in the 
above list. Corrective actions should be taken to rectify weak 

analysis indicators. This recurring examination is normally 
the responsibility of the PMO or the methodology imple-
mentation team.

Manage Methodology Improvements

Simply stated, the originally implemented methodol-
ogy will undoubtedly need some adjustment, correction, 
or other improvement action over the course of time. 
Processes can be adapted, or new processes can be added 
or changed for better integration with business operations. 
New tools, including project management software tools, 
can be introduced to support methodology use. In general, 
the methodology is updated to reflect the current organiza-
tional needs and the “best practices” available for conduct-
ing project management.

As well, the initial methodology implementation may 
have been simply a set of fundamental processes, and with 
time the initial methodology has been expanded to contain 
a full life-cycle solution for project management. This will 
require attention to ensure that all approved changes are being 
properly implemented within the prescribed user group.

Likewise, new project managers, project team members, 
and other project stakeholders may be introduced into the 
project management environment, and they will require 
methodology training or familiarization as a part of the con-
tinuous improvement effort within the organization.





IntroduCtIon—ProJeCt 
ManageMent ProCeSS oVerVIeW
The Process Guide describes the essential activities of proj-
ect management that should be performed for each project 
undertaken in an organization. It addresses four project 
management phases—Profile, Plan, Perform, and Post—and 
matches these phases against the following six project man-
agement performance areas: customer, project, staff, vendor, 
business, and management. Through this matrix approach, 
the essential activities of project management are accounted 
for, and each can be scaled to meet the needs of size and 
scope for the various types of projects encountered.

The phases and performance areas of this methodology 
are depicted in the process matrix shown in Figure I.1, with 
the phases described in the next section. The process elements 
shown with their process steps in this matrix are described in 
subsequent sections of this process guide.

The flow or sequence of process element performance is 
generally numerical, where process element 1.1 is followed 
by process element 1.2, and so on. To a large extent, mul-
tiple process steps will be performed concurrently. Also, the 
methodology uses a design feature whereby each process step 
offers single-location point-of-data collection (“repository”) 
for relevant information related to that project process step. 
Therefore, when considering process flow or sequence, users 
will necessarily return to or go forward to use or update pro-
cess elements in the matrix. Therefore, it is suggested that this 
process matrix be used as the basis for guiding and reviewing 
the project management effort.

The process flowchart can be referenced (Figure I.2) and 
may be helpful in showing the general sequence and flow 
across process elements at the process-step level. The depicted 
process flow is very generic and can be adapted by users for 
application in their organization.

the Four PhaSeS oF the ProJeCt 
ManageMent Methodology
The ProjectPRISM™ Project Management Methodology defines 
four phases of interrelated project management activities. 
This guidance is often distinct from any technical methodol-
ogy that may also be used. Such a technical methodology, 
which sometimes can have five, six, seven, or more phases, 
can be embedded into the project management methodol-
ogy phases to present a seamless interface. To a large extent, 
technical work will be associated in the plan and perform 
phases of this process guide. However, technical methodol-
ogy alignment can be achieved throughout the project man-
agement life cycle.

The technical methodology will help ensure a quality 
technical product, including product design, development, 
implementation, and testing. The project management  
methodology will help ensure a successful project in terms 
of managing and fulfilling cost, schedule and resource utili-
zation objectives, project deliverables, and relevant business 
interests. The following sections describe the nature and pur-
pose of the four phases of this methodology.

Profile Phase

The Profile Phase encompasses the processes needed to trans-
late an external or internal customer opportunity into a valid 
project effort. It specifies the relevant aspects of the project in 
terms of “profiles” for each of the six performance areas. The 
Profile Phase compiles the basis or reason for conducting the 
project, and several profiles should be examined at intervals 
during the project to ensure that the basis is still accurate 
and applicable—from the customer’s perspective and from 
an internal business perspective.

The Profile Phase is designed to identify the opportu-
nity and the customer. It will focus on selecting the project 
as a bona fide work effort within the organization, accom-
plished through detailed information collection, reviews, 

IMethodology Process guide
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and analyses, including financial analyses. Project selection 
is a business commitment that reflects a more or less for-
mal confirmation that the project will fulfill internal busi-
ness needs, interests, and objectives; a sufficient number 
of qualified resources are available to staff the work effort; 
adequate and necessary project funding is available and will 
be applied as needed to the work effort; and the customer, 
internal or external, is similarly committed to a successful 
project outcome.

If projects are a means of revenue from external custom-
ers, the Profile Phase will facilitate the transition from busi-
ness development (sales) to project management. It ensures 
that everything the business manager knows is conveyed to 
the project manager. In turn, the project manager will review 
information from a variety of sources on a recurring basis and 
expand or modify several profiles over the course of the proj-
ect. When the opportunity is identified as internal, it will also 
help to initiate early interactions with the internal customer.

The Profile Phase of project management is used to define 
the project, that is, what the work effort or initiative to be 
undertaken is all about. It captures preliminary thoughts on 
project scope and project objectives, and allows for a pre-
liminary high-level estimate of project cost, schedule, and 
resource utilization to be performed. It identifies the key 
players and stakeholders of the project, and provides for 
information collection across the several profiles that can be 
used to facilitate management of stakeholder requirements, 
interests, and participation in the project.

The Profile Phase prompts users to establish directories—
customer, staff, vendors, and management—to enable iden-
tification and contact with key project participants, and to 
track and oversee relevant project stakeholder participation, 
as needed.

If the project management in your organization has 
executive and senior management-level interest, this phase 
will help integrate management participation for fulfillment 
of project management oversight responsibilities, including 
portfolio management. To that end, it identifies and assigns 
a project executive/sponsor or an executive control board that 
has the responsibility of fulfilling the project objectives—and, 
in turn, they will prepare the project management charter for 
use by the project manager and project team members.

Plan Phase
The Plan Phase encompasses the processes needed to estab-
lish requirements for customer, staff, business, and manage-
ment. It also develops the required project management plans 
that all together comprise the Project Plan. This means that a 
Project Plan is not necessarily one single document, but rather 
a collection of several plan documents or components.

Organizations will normally specify the minimum con-
tent required for their Project Plan. This guide prescribes 

several project management plans as essential to every 
project.

First, many practitioners would likely agree that the Project 
Work Plan is the most critical of plans that are developed to 
support the project management effort. The Project Work 
Plan represents the preparation of the project work breakdown 
structure (WBS), and the incorporation of cost, schedule, and 
resource utilization estimates at the work package level.

There are six primary project management plans also 
prescribed as essential documents for project manage-
ment, including

Customer—Change Control Plan ◾
Customer—Quality Management Plan ◾
Project—Risk Management Plan ◾
Project—Communications Plan ◾
Staff—Management Plan ◾
Vendor—Management Plan ◾

The selection and use of these plans can be determined by the 
project manager upon entry into the Plan Phase. While these 
plans are considered essential, there will be some projects 
(usually those smaller in scope and lower in overall value) that 
inherently do not require the full set of six plans. Conversely, 
larger projects (usually those of significant business interest 
and value) may require an expansion of prescribed plan con-
tent as well as the preparation of additional project manage-
ment support plans.

There is a large number of optional project management 
support plans that can be developed to support the project 
management, business management, and technical manage-
ment needs of the project. A partial list of support plans is 
presented for user consideration in the Practice Guide. The 
organization can examine this list to determine and specify 
if any support plan should routinely be prepared for every 
project conducted within the organization.

The Plan Phase is designed to guide users through the 
process of developing the planning documents needed for 
the project. It contains guidance that will assist users in the 
information and content collection process for each of the 
prescribed project plans, and it inherently provides for the 
reuse of standard content for recurring plan development. 
It also is a guide that enables users to construct and com-
pile documents related to proposal submittals and contract 
acquisitions. When needed for projects that have outsourc-
ing needs, the Plan Phase also includes process steps to plan 
and conduct the vendor acquisition process.

The Plan Phase begins by prompting users to thoroughly 
review customer requirements to ensure that they have a 
complete understanding of technical needs and a solid basis 
for creating the required project management plans. This 
leads to creating the Technical Solution, a process whereby 
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users identify the technical approach and specify project 
milestones and deliverables.

Similarly, the Plan Phase also prompts users to review 
business requirements. It then helps users to create the 
Business Solution, including an examination of business 
issues and the development of solicitation fulfillment, cus-
tomer pricing, and contracting strategies.

The Technical Solution and the Business Solution are then 
integrated for presentation to the customer in a consolidated 
proposal document. Users will be able to monitor and man-
age proposal preparation and submittal in the Plan Phase.

In specific process elements, users will be guided to estab-
lish staffing requirements in a resource requirements matrix 
and identify project documentation and reporting require-
ments for project and portfolio reviews and other oversight 
activities during the project. A highlight of the Plan Phase is 
the inclusion of a series of relevant project management logs. 
The Plan Phase elements provide users with the ability to 
track and manage project information resulting from project 
plan implementation, including the following 17 logs:

Customer Requirements—Documentation  ◾
Management Log
Customer Technical Solution—Deliverables Log ◾
Customer Technical Solution—Milestones Log ◾
Customer Change Control Plan—Change Request  ◾
and Approval Log
Customer Quality Management Plan—Quality  ◾
Testing and Acceptance Log
Customer Quality Management Plan—Quality  ◾
Technical Reviews Log
Project Risk Management Plan—Risk Management Log ◾
Staff Management—Training and Development  ◾
Activity Log
Staff Assignments—Individual Assignment and  ◾
Activity Tracking Log
Vendor Management Plan—Training and  ◾
Development Activity Log
Vendor Contract—Modification Log ◾
Business Contract—Modification Log ◾
Business Contract—Contract and Negotiation  ◾
Activity Log
Management Oversight Plan—Oversight Activity Log ◾
Management Audit and Review Plan—Audit and  ◾
Review Log
Management Facility Plan—Facility Management  ◾
Activity Log
Management Supply and Equipment Plan—Supply  ◾
and Equipment Log

To a limited extent, these logs can be used independently or 
in a manner that applies an abbreviated process to manage 
the project.

Perform Phase

The Perform Phase encompasses the processes needed to 
conduct the ongoing project execution effort and associ-
ated project management activities to oversee project prog-
ress, performance, and fulfillment. It enables the project 
manager to attend to the variety of actions and activities 
that are happening concurrently within the project, and 
to identify and respond to any issues and problems that 
may surface. In addition, it provides for general and specific 
communication among the key participants and stakehold-
ers of the project.

The Perform Phase prompts and helps arrange the con-
duct of meetings and the preparation and distribution of 
reports that inherently facilitate necessary communication 
and collaboration on the project. Meetings and reports rel-
evant to all key project participants are addressed, including

Customer meetings and status reports ◾
Project tracking and control reports ◾
Staff meetings and status reports ◾
Vendor meetings and status reports ◾
Business meetings and status reports ◾
Management meetings and reports ◾

The Perform Phase is highlighted by activities that will 
help manage project performance, and it prescribes relevant 
activities for project tracking and controlling. It facilitates 
the collection of information and project data that can be 
contrasted and compared to the established project plans 
to ascertain project earned value and variance. In turn, it 
will help document and manage project control actions that 
are applied to correct a veering project and get it back on 
track toward success. This includes activities to identify and 
respond to issues and problems across the project, as well as 
to influence or otherwise request customer and management 
attention to such matters.

The Perform Phase is designed to help the project manager 
oversee work performance, and provides the ability to moni-
tor and document staff and vendor performance. It provides 
for reporting of work progress and assessment of associated 
project status and progress. As may be needed or required, 
it provides for the conduct of project, project management 
audits, and technical reviews, and oversees the achievement 
of prescribed project deliverables.

An important focus of the Perform Phase is in its facili-
tation of contract administration activities for the customer 
contract and any vendor contracts. This ensures proper man-
agement of billing and invoicing, oversight of the fulfillment 
of contractual obligations, and contributions to the oversight 
of other business aspects of the project.
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Post Phase

The Post Phase presents the processes needed to close out 
the project and all associated business, technical, and project 
management activities. It includes obtaining project stake-
holder acknowledgment and acceptance of project closure.

The Post Phase attends to the closeout of customer activities 
and associated discontinuation of further project-based affili-
ation with the customer. Although normally achieved in the 
Perform Phase, closeout activities will monitor completion of 
customer project deliverables acceptance actions. They will also 
prompt a postproject examination of customer participation, 
including an associated evaluation of customer satisfaction.

The Post Phase has a major focus on the collection and 
documentation of lessons learned as a means to improve 
and enhance future project and project management perfor-
mance. Lessons learned are prescribed in all six methodology 
performance areas—customer, project, staff, vendor, busi-
ness, and management. This phase provides the guidance for 
conducting and documenting project lessons learned from 
all relevant sources.

The Post Phase further prescribes steps for the evaluation 
of performance across most project stakeholders, particularly 
the evaluation of staff and vendor performance. It likewise 
provides capability for evaluation of PMO management, 
project manager, and customer performance.

The Post Phase also ensures closeout of contractual 
obligations and contract documents. This includes steps to 
monitor final invoice payments (incoming and outgoing) as 
important criteria for project closure.

ProCeSS roleS and 
reSPonSIBIlItIeS
The Process Guide identifies individuals having roles and 
responsibilities within the various process steps. The follow-
ing list provides a general description of those individuals 
and their associated roles and responsibilities. Position titles 
(roles) and responsibilities will vary from organization to 
organization and across industries. Process Guide users should 
examine these descriptions against existing titles and termi-
nology in order to align and assign individual methodology 
responsibility in the organization.

The primary roles used in this process guide are presented 
in the following list.

Business Development Manager ◾ —This individual has 
the responsibility for acquiring new business, main-
taining revenue from current business, and often man-
aging customer relationships. In many organizations, 
this role is represented by the sales staff; in others, it 

may be handled by a customer program manager or 
customer representative.
Business Operations Manager ◾ —This individual has 
responsibility for managing a technical function, busi-
ness operation, or business unit. Resources, including 
project managers, may be aligned with business man-
agers. Business operations managers are project stake-
holders to the extent that projects affect their business 
operations. They are generally concerned with project 
performance in terms of how well projects fulfill busi-
ness interests and objectives.
Contract Manager ◾ —This individual has responsibility 
for contract oversight, and this role might be repre-
sented by a team of contract managers. Similarly, this 
role could be a staff position within the more mature 
PMO. The contract manager oversees administration 
of customer and vendor contracts and advises the proj-
ect manager on contract management matters that do 
not require professional legal intervention.
Executive Control Board ◾ —The executive control board 
is the senior-level management group that is respon-
sible for providing business guidance and direction for 
application in the project management environment. 
It is also normally responsible for deliberating business 
opportunities and selecting projects to be pursued. 
This executive-level body may exist within the orga-
nization under different naming conventions. It might 
be called the project control board, management over-
sight committee, project portfolio committee, or, in a 
technical organization, the systems control group. It 
may report to a higher-level executive or board of exec-
utives, or may itself be the group of senior executives 
in the organization. The project executive or sponsor 
should normally be a member of this group, and ide-
ally the PMO head is also a member. In some instances 
in smaller organizations, a single executive may per-
form the deliberation and decision-making functions 
of this group.
Opportunity Manager ◾ —The opportunity manager 
is the individual who has responsibility and relevant 
authority for examining new business opportunities 
and managing the associated project selection process. 
The opportunity manager combines technical expertise 
with business acumen to fulfill these responsibilities. In 
some organizations, this is a distinct and separate role 
or one aligned with the PMO. In others, this may be a 
part of the business development manager’s responsi-
bility. In some smaller organizations, the project man-
ager may also serve as the opportunity manager.
Proposal Team ◾ —This team is a group of individuals 
formed to develop and submit the combined techni-
cal and business proposal to the customer. The pro-
posal team may include project team members, and, in 
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smaller organizations, the proposal team is the project 
team. However, a proposal team member could also be 
part of the PMO staff that regularly assists in or facili-
tates the proposal development process, or an individ-
ual assigned to just the business aspect of the proposal 
development effort (usually as a specialist in such areas 
as pricing strategy, contract negotiations, legal terms 
and conditions, etc.). The proposal team can be dis-
banded upon contract award (or upon proposal sub-
mittal to the customer).
Project Customer ◾ —The project customer is the inter-
nal or external recipient of project deliverables based 
on the needs and requirements that have been estab-
lished, and thereby the customer has a vested inter-
est in project progress and project status. Customers 
warrant active involvement in all phases of the project, 
but customer participation levels may sometimes vary. 
Customer interaction and management is a promi-
nent activity of project management, and customers 
should be encouraged to participate in collaboration, 
coordination, and acceptance or approval activities in 
a timely manner. External customers usually conduct 
projects as a business endeavor, using some type of for-
mal contract or agreement that maintains accountabil-
ity for both parties. Similarly, a contract or agreement 
should be established for internal customers and used 
in a manner so as to maintain mutual accountability 
and to guide outcomes for internal projects.
Project Executive (Sponsor) ◾ —The project executive is 
the individual who has responsibility for achieving 
strategic business objectives through project selec-
tion and performance. This role usually has particu-
lar interest in four business areas: revenue generation, 
operational efficiency, customer satisfaction, and new 
product development. The project executive is the 
likely owner of a portfolio of projects that have been 
selected to achieve strategic business objectives. In 
addition, the project executive may sit on or possibly 
chair an aligned executive control board (or some other 
committee) that is used to review, select, and prioritize 
project work efforts. For purposes of this methodol-
ogy, the terms project executive and project sponsor are 
used interchangeably. The project sponsor normally 
has authority to allocate resources, assign project man-
agers, and terminate the project at any time. In some 
larger organizations, the project sponsor may be a dis-
tinct role from that of project executive. If distinct, 
the project sponsor works with the project executive to 
ensure strategic business alignment.
Project Management Office ◾ —The PMO is the internal 
entity (possibly a business unit) that has responsibil-
ity for central project management oversight, control, 
and support. In this role, it represents project managers 

and project performance to executive management, 
and executive management policies and guidance to 
the project management environment. Its charter can 
include specific project management functionality or 
full authority to act in areas of business and techni-
cal process integration within the project management 
environment. It normally has central responsibility for 
developing, implementing, and maintaining the pre-
ferred project management methodology and associ-
ated practices.
Project Manager ◾ —The project manager is the individual 
who is assigned responsibility and relevant authority for 
achieving the objectives of a specific project. The pro-
fessional project manager should have combined tech-
nical and business expertise to fulfill this role. Under 
the concepts of modern project management, there is a 
wide range of activities to be performed and a number of 
diverse responsibilities to fulfill. Therefore, this should 
be a full-time position on most projects. The project 
manager should be designated by and work under an 
established project charter, issued by either the PMO 
or the project executive (sponsor), which identifies the 
roles and responsibilities to be fulfilled. On larger proj-
ects, project management assistants can be designated 
to reduce the burden on one person. Sometimes this 
assistance resides in the PMO, where it can be accessed 
simultaneously by multiple project managers.
Project Planning Team Member ◾ —The project planning 
team member is a resource assigned to conduct planning 
activities for a specific project. This may be a full-time 
or part-time role. The project planning team member 
may also be a project team member, who will remain 
on the project after preliminary planning is completed. 
Where practical, the project planning team should be 
composed of project team members. However, the 
project planning team member could also be a member 
of the PMO staff who regularly assists in or facilitates 
the planning process, or an individual assigned just to 
the planning aspect of the project (usually as a special-
ist in such areas as quality control, project estimating, 
project scheduling, etc.). The project planning team 
can be disbanded upon completion of the initial plan-
ning effort, but team members usually remain on call 
(if not already assigned as project team members) for 
the duration of the project in order to refine or update 
project plan components as the need arises.
Project Team Member ◾ —The project team member is 
an assigned resource for a specific project. This may be 
a full-time or part-time role. In general, anyone who 
works within one or more phases of the project can be 
considered a project team member. This means there 
are points in time at which the so-called “operational” 
personnel are participating as project team members. 
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However, for many organizations, the project team 
member is represented as an element of the techni-
cal, administrative, or labor staff who is specifically 
assigned to the project for a prescribed period and for 
the purpose of performing specific types of work.
Resource Manager ◾ —The resource manager is the indi-
vidual who has responsibility for providing the resources 
needed for assignment to specific projects. This person 
can be a supervisor or resource “owner” at various levels 
in the organization. In a matrix-based project manage-
ment organization, the resource manager is normally 
external to the project but supplies the resources needed 
to accomplish the technical work upon requests from 
project managers, consistent with allocations made by 
the project executive (sponsor). In an integrated proj-
ect management organization, the project manager or 
PMO may be the resource manager.
Vendor ◾ —The vendor is an external individual or orga-
nization whose products, services, and capability are 
acquired for a specified performance period associ-
ated with the pending opportunity or project at hand. 
The term vendor is used to represent the outsourcing 
of work to resources that have demonstrated the staff 
qualification and capability to achieve required proj-
ect deliverables. This term can be used interchangeably 
with related external product and service providers 
such as contractor, consultant, supplier, etc.

SCalIng ProJeCtS uSIng 
the Methodology
The Process Guide prescribes guidance for accomplishing the 
essential elements of project management. It uses a process 
step format, in which each process step is supported by a 
process tool contained in the accompanying Process Toolkit. 
This allows users to know that when a tool is completed, the 
associated process step is similarly completed, or at least ini-
tially completed.

Project management is inherently a rigorous activity. 
However, rigor will increase or decrease based on the size, 
value, and complexity of the project. The Process Guide sup-
ports a rigorous approach to project management when it is 
needed. However, it can also be adapted for projects that do 
not require such rigor.

There are three ways that users can adapt the Process 
Guide to different types of projects: (1) scaling the methodol-
ogy process, (2) creating a methodology “Lite” toolkit, and 
(3) using project management logs as the primary tool.

Scaling the Methodology Process

This methodology might be considered a rigorous process 
because of its comprehensive approach to project management. 
The focus, however, should be on how the methodology pres-
ents the several or, more precisely, the 24 “essential” elements 
of project management. These elements are the things that 
need to be done on each project to ensure that it is properly 
managed. The greater detail with which projects are managed 
will provide a higher level of confidence that a project will be 
successfully completed—on time and on budget.

Performing these essential elements of project manage-
ment is recommended for every project undertaken by the 
organization. It is the depth to which they are performed and 
the time available (or needed) to perform each element that 
are variable and somewhat negotiable. For example, a high-
value, multiyear project might warrant forming a team of 
several people to perform an extensive project risk assessment 
that takes several days, or even weeks, and then requires fre-
quent tracking and follow-up action. Conversely, a smaller 
project that is barely a month long might simply require the 
project manager to follow fundamental aspects of the pre-
scribed process, set aside some time, maybe an hour or less, 
and then consider and document some thoughts on project 
risks. The point made here is that a project risk assessment 
was performed for both the complex project and the simple 
project; the depth of performance was adjusted according to 
project needs. In a similar manner, all primary process ele-
ments should be performed for every project.

The example here shows adaptation or scaling of the pro-
cess element for risk between two extremes. All process ele-
ments can (and probably should) be scaled for virtually all 
projects. Consider the following ways to scale the methodol-
ogy for use on different projects:

Requirements Scaling ◾ —The organization identifies the 
outputs that will be required for each process element, 
and then specifies how that output will vary for differ-
ent types of projects. This is translated into specifying 
what information collection and analysis is conducted 
using the Process Toolkit, that is, which sections of each 
tool will be required and which will be designated as 
optional for different types of project work.
Process Step Scaling ◾ —The organization determines 
which of the process elements require full attention 
and completion on every project, and then specifies 
which underlying process substeps may be adapted for 
limited or optional use.
Project Manager Scaling ◾ —The individual project man-
ager determines the depth and extent to which each 
methodology process element will be completed to 
ensure effective project management.
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It is appropriate to mention at this juncture that some orga-
nizations may also wish to increase the rigor of the meth-
odology (or selected process elements) by incorporating or 
integrating additional processes, by adding more informa-
tion collection and reporting requirements, or by expanding 
the management-level reviews of project management pro-
cesses accomplished.

Scaling Projects by Creating a 
Methodology “Lite” Toolkit

The organization or end user may wish to develop a set of 
downsized tools that will be designated as the Methodology 
“Lite” Toolkit. It can be used for smaller projects in place of 
the standard toolkit. It can also be used in combination with 
the standard toolkit to customize and conduct the process 
step scaling described earlier.

A recommended approach for doing this is to take key 
extracts from the standard toolkit. That is, take and use only 
the key content items of each standard tool. For example, the 
first section of each tool within each of the 24 process areas 
can be combined. This results in having 24 tools rather than 
96 tools to manage, and reduces the number of tools nec-
essary to perform a process element to one instead of four. 
The standard toolkit remains available for use, should one or 
more process elements require a more detailed management 
capability.

Scaling Projects Using Project 
Management Logs

Another feature of this methodology is the inclusion of a 
wide assortment of management logs in the various tools. If 

the methodology process has to be extremely limited, then 
the organization or end user may wish to extract a relevant 
series of logs for use as an alternative approach that will still 
provide a reasonable level of project management effective-
ness, although not quite as good as when using the complete 
methodology toolkit.

When such a Logbook is created, it enables the end user 
to capture much of the critical project management informa-
tion that transcends the project. Constant maintenance and 
frequent review of the Logbook will ensure that no major 
problems occur to hinder project progress.

Standard FeatureS oF 
the ProCeSS guIde
The ProjectPRISM™ Process Guide is constructed to provide 
the following information for each process element:

Process Description ◾
Schedule or Timing ◾
Process Steps and Toolkit Reference ◾
Responsibility (for performing the process element) ◾
Process Input ◾
Process Output (project management deliverable) ◾

This information can be used to guide project progress, as 
well as to monitor and manage the accomplishment of proj-
ect management activities to ensure project success. The text 
following presents the process elements prescribed for each of 
the four project management life-cycle phases.
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1.1 CuStoMer ProFIle
This process element creates a Customer Profile that enables 
the project manager, project team, and other key project 
stakeholders to learn about the customer’s organization 
relative to the work to be undertaken. This knowledge or 
awareness about the customer will allow stakeholders in the 
performing organization to manage customer contacts and 
expectations, and to gain insight into the nature of the cus-
tomer’s business. It will provide for the collection and review 
of preliminary information about the opportunity the cus-
tomer has identified, and it will facilitate the transition from 
prospect to customer. Over time, the information compiled 
in this process element will assist the project manager and 
others in making and communicating decisions that are 
consistent with the customer’s business interests and require-
ments for the project.

Schedule/Timing

The Customer Profile is created during the initial examina-
tion of the customer’s needs, interests, and ability to fund the 
project. It can be started upon identification or notification 
of the customer opportunity. The resulting profile may be 
used and updated throughout the project’s duration.

Process Steps and Toolkit Reference

The following four process steps will be accomplished to cre-
ate the Customer Profile:

1.1.1 Customer Directory ◾ —Identify the customer’s 
organization as well as the key business and technical 

contacts in the customer’s organization who will con-
vey needs and requirements, establish the contract or 
agreement, collaborate on the project planning effort, 
and manage the performance and payment of project 
services and deliverables.
1.1.2 Customer Business ◾ —Compile and review the 
customer’s business information to gain reasonable 
insight into the customer’s business operations. This 
information can be used to facilitate subsequent busi-
ness activities, project solution planning, and future 
business opportunities through demonstrated aware-
ness of the customer’s business.
1.1.3 Customer Opportunity ◾ —Obtain and examine 
relevant information to gain a reasonable understand-
ing of the customer’s business needs and interests as a 
basis for describing the customer opportunity. Use this 
information when preparing the project definition and 
in planning and collaborating the business and techni-
cal solutions with the customer.
1.1.4 Customer Record ◾ —Compile any current or 
previous work performed for this customer to review 
the customer’s business history. Use this to examine 
business risk, reasonableness of the customer’s pursuit 
of the opportunity, and probability of selection by the 
customer. Monitor and manage issues associated with 
the customer.

Responsibility

Primary

Business Development Manager ◾
Project Manager ◾

1Chapter 

Phase 1: 
Profile Processes
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Alternates and Adjuncts

Opportunity Manager (Alternate) ◾
PMO (Alternate) ◾
Project Customer ◾
Project Executive (Sponsor) ◾

The Customer Profile may be started by the business devel-
opment manager if the customer is external and is acquired 
through business development or sales efforts. If there is no 
accompanying sales activity, the project manager (or alterna-
tively, opportunity manager or PMO) will have responsibility 
for fulfilling the prescribed process element. An opportunity 
manager may be assigned to oversee organizational interests 
and control the opportunity prior to a project manager being 
assigned. The opportunity manager may reside within the 
PMO, or the PMO may have direct responsibility for this 
process element. The project customer may be contacted 
directly (or through the business development manager) to 
assist in completing this profile. The project manager then 
has responsibility for maintaining this profile for the dura-
tion of the project. The project executive (sponsor), as well as 
other project stakeholders, may conduct initial and interval 
examinations of the Customer Profile, usually as a part of sub-
sequent business case reviews and project gateway reviews.

Process Input

The following information, actions, materials, and resources 
represent relevant inputs to this process:

Customer business telephone directories ◾
Customer organizational charts ◾
Customer brochures and prospectus materials ◾
Business articles and information pertaining to the  ◾
customer from Internet business Web sites
Market information on publicly held companies from  ◾
Internet business Web sites
Technical information on previous customer project  ◾
work from the internal project archives
Business information on previous customer project  ◾
work from the internal project archives
Opportunity information from meetings and tele- ◾
phone calls with relevant customer contacts
Issues and actions information related to the cus- ◾
tomer opportunity
Solicitation documents (e.g., requests for propos- ◾
als [RFPs], requests for information [RFIs], etc.), as 
released and provided by the customer

Process Output (Project 
Management Deliverable)
The primary output of this process is the Customer Profile. 
This profile contains information that facilitates project 
management, develops the customer relationship, and helps 
achieve the customer’s expectations.

1.2 ProJeCt ProFIle
This process element creates a Project Profile that enables the 
project manager, along with various adjunct participants, to 
prepare a complete description of the project effort. A project 
definition is created to ensure that project planners and proj-
ect team members have a clear and common understanding 
of the purpose and boundaries of the pending work effort. 
Project estimates for cost, schedule, and resource utiliza-
tion are prepared and aligned with the project definition. A 
project classification is established not only to align the effort 
with internal business interests but also to identify the extent 
and depth of project management required. Finally, a project 
record is created to examine stakeholders and manage proj-
ect issues, and project archives are accessed to contrast the 
current opportunity with previously performed projects by 
review of any related lessons learned that should be applied 
to the pending effort.

Schedule/Timing
The Project Profile is created during the initial examination of 
the business opportunity concurrent with the identification or 
notification of the customer opportunity. It requires sufficient 
information and input from the customer to properly capture 
the purpose and boundaries of the project. The resulting pro-
file is used and updated throughout the project’s duration.

Process Steps and Toolkit Reference
The following four process steps will be accomplished to cre-
ate the Project Profile.

1.2.1 Project Definition ◾ —Compile relevant infor-
mation to develop a complete and comprehensive 
description of the project work effort. Specify project 
objectives and scope. Prepare initial project estimates 
(use process step 1.2.2 for more detailed planning 
estimates). Identify and associate project deliverables. 
Examine project assumptions and constraints.
1.2.2 Project Estimates ◾ —Initial project estimates are 
usually order-of-magnitude estimates associated with 
the Project Definition. Budget and definitive estimates 
are more detailed and aligned with the project work 
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plan and work breakdown structure (WBS). Use les-
sons learned reviews to help prepare project estimates.
1.2.3 Project Classification ◾ —Determine project 
classification based on an examination of criteria that 
describes and evaluates project business interests, proj-
ect performance characteristics, and project complex-
ity. The initial determination of project classification 
may be adjusted following subsequent business and 
opportunity analyses.
1.2.4 Project Record ◾ —Identify the key project stake-
holders involved in project performance, deliverable 
acceptance, and resource assignments. Review and 
identify lessons learned from previous projects of simi-
lar nature to this project to guide project definition 
development. Monitor and manage issues associated 
with project performance.

Responsibility

Primary

Project Manager ◾

Alternates and Adjuncts

Opportunity Manager (Alternate) ◾
PMO (Alternate) ◾
Business Development Manager ◾
Project Customer ◾
Project Executive (Sponsor) ◾
Project Team Members ◾

The project manager (or alternatively, opportunity manager 
or PMO) applies project management skill, knowledge, and 
experience to construct the Project Profile. An opportunity 
manager may be assigned to oversee this process element 
prior to a project manager being assigned. The opportunity 
manager may reside within the PMO, or the PMO may have 
direct responsibility for this process element. If a business 
development manager is assigned, contributions from that 
source should be solicited. However, the Project Profile is 
largely a technical document for which the project manager 
(or alternately, the opportunity manager or PMO) should 
have the lead responsibility. Project team members qualified 
in areas of planning, project estimation, and scope manage-
ment can also become contributors if so delegated. Similarly, 
the project customer should be solicited for content input 
and review. If the project customer has issued a solicitation 
document, one or more clarification meetings might also be 
arranged. The project manager then has responsibility for 
maintaining this profile for the duration of the project. The 
project executive (sponsor), as well as other project stakehold-
ers, may conduct initial and interval examinations of the 

Project Profile, usually as a part of subsequent business case 
reviews and project gateway reviews.

Process Input

The following information, actions, materials, and resources 
represent relevant input to this process:

Customer Profile ◾  (process element 1.1), as concur-
rently developed
Technical lessons learned from previous projects from  ◾
the internal project archives
Business lessons learned from previous projects from  ◾
the internal project archives
Standards, metrics, and methods for estimating cost,  ◾
schedule, and resource utilization
Opportunity information from meetings and tele- ◾
phone calls with relevant customer contacts
Opportunity information from discussions with the  ◾
business development manager
Issues and actions information related to the potential  ◾
conduct of the project
Solicitation documents (e.g., RFPs, RFIs, etc.), as  ◾
released and provided by the customer

Process Output (Project 
Management Deliverable)

The primary output of this process is the Project Profile. This 
profile contains information that facilitates business case 
review and project selection, guides subsequent project plan-
ning, contributes to project gateway review decisions, and 
provides some limited influence for establishing project man-
agement oversight requirements.

1.3 StaFF ProFIle
This process element creates a Staff Profile that enables the 
project manager, along with adjunct participants, to influence 
the allocation of project resources during the Profile Phase, 
and to manage resource assignments and performance dur-
ing the Plan Phase and the Perform Phase. The Staff Profile 
is a summary document that can be used in determining 
the need of and requesting resources for project assignments. 
It establishes the project structure that is preferred by the 
project manager, consistent with organizational guidance. It 
also identifies and tracks any project-specific qualifications 
required for project team members. The Staff Profile can be 
an integral part of the business case review conducted by 
executives and senior managers.
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Schedule/Timing

The Staff Profile can be initiated in conjunction with creating 
the project definition, but it can be accomplished at any time 
during project initiation. Its preparation sometimes contin-
ues into the Plan Phase (where resource acquisition actually 
occurs). The resulting profile is used and updated throughout 
the project’s duration.

Process Steps and Toolkit Reference

The following four process steps will be accomplished to cre-
ate the Staff Profile:

1.3.1 Staff Directory ◾ —Identify the staff organiza-
tions from which project staff can be acquired. Specify 
any notable technical leaders assigned to this project 
team. List the individual staff members of the project 
team who will be assigned for purposes of performing 
project work.
1.3.2 Staff Structure ◾ —Identify and describe the staff 
organization that will be created to support the project 
effort. List relevant resource managers who will supply 
staff resources. Develop a formal or informal depiction 
of the project organization chart.
1.3.3 Staff Qualification ◾ —Review and specify project 
staff qualification requirements—things that have to 
be accomplished for individuals to work on the project. 
This includes certifications and licenses, specification 
and management of security and access clearances, and 
general training (see process step 2.3.2 for preparing a 
detailed training and development log).
1.3.4 Staff Record ◾ —Manage staff resources informa-
tion relative to project team assignment requirements, 
individual qualifications, experience, and project his-
tory, and manage results of staff work performance and 
postproject activities.

Responsibility

Primary

Project Manager ◾
Resource Manager ◾

Alternates and Adjuncts

Opportunity Manager (Alternate) ◾
PMO (Alternate) ◾
Business Development Manager ◾
Project Executive (Sponsor) ◾

The project manager (or alternatively, opportunity manager 
or PMO) applies project management skill, knowledge, and 
experience to construct the Staff Profile. An opportunity 
manager may be assigned to oversee this process element 
prior to a project manager being assigned. The opportunity 
manager may reside within the PMO, or the PMO may have 
direct responsibility for this process element. If a business 
development manager is assigned, contributions from that 
source should be solicited relative to customer staff perfor-
mance issues and expectations. However, the Staff Profile 
is largely a project management document for which the 
project manager (or alternately, the opportunity manager or 
PMO) should have the lead responsibility. Although resource 
acquisition is not formalized until the Plan Phase, the proj-
ect manager can begin discussions with relevant resource 
managers in this step in anticipation of identifying specific 
resource needs. The project manager then has responsibil-
ity for maintaining this profile for the duration of the proj-
ect. The project executive (sponsor), as well as other project 
stakeholders, may conduct initial and interval examinations 
of the Staff Profile, usually as a part of subsequent business 
case reviews.

Process Input

The following information, actions, materials, and resources 
represent relevant inputs to this process:

Customer Profile ◾  (process element 1.1), as concur-
rently developed
Project Profile ◾  (process element 1.2), as concurrently 
developed
Staff Plan ◾  (process element 2.3), as concurrently or 
subsequently developed
Technical staff information and performance records ◾
Staffing information from discussions with the busi- ◾
ness development manager
Staffing information from discussions with individual  ◾
project team members
Staff training and certification records ◾
Issues and actions information related to staff selection  ◾
and performance
Solicitation documents (e.g., RFPs, RFIs, etc.), as  ◾
released and provided by the customer

Process Output (Project 
Management Deliverable)

The primary output of this process is the Staff Profile. This profile 
contains information that facilitates team member acquisition 
and assignment, and team member performance management.
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1.4 Vendor ProFIle
This process element creates a Vendor Profile that enables the 
project manager, project team, and other project stakehold-
ers to learn about and maintain information on each ven-
dor’s organization relative to the work to be undertaken. This 
information will provide for the collection and review of pre-
liminary information about the vendors’ offerings, and con-
tribute to the identification and selection of qualified vendors 
for project work. Over time, the information compiled in 
this process element will assist the project manager and oth-
ers in making and communicating decisions about vendor 
utilization and performance management.

Schedule/Timing

The Vendor Profile can be initiated in conjunction with con-
structing the Staff Profile, but it can be accomplished at 
any time vendor acquisition occurs during the project. The 
resulting profile is maintained and updated throughout the 
project’s duration when vendors are assigned or affiliated.

Process Steps and Toolkit Reference

The following four process steps will be accomplished to cre-
ate the Vendor Profile:

1.4.1 Vendor Directory ◾ —Identify the vendor orga-
nization and vendor contacts that will establish and 
manage the vendor contract and agreement, collabo-
rate on the vendor’s work planning effort, and perform 
and manage the vendor’s project work as well as invoic-
ing of vendor products and services.
1.4.2 Vendor Business ◾ —Obtain and examine rel-
evant information about the vendor’s business organi-
zation as a basis for vendor selection, vendor retention 
and assignment, vendor management, and for gaining 
insight into the vendor’s business capability and busi-
ness approach.
1.4.3 Vendor Qualification ◾ —Track and manage the 
list of vendors qualified by the organization and eli-
gible to perform work assignments on this project. If 
desired, maintain two lists: one for vendors who will 
serve primarily as staff members to provide products 
and services, and one for vendors who will serve pri-
marily to provide goods and supplies.
1.4.4 Vendor Record ◾ —Compile and review any previ-
ous project or services work conducted by each vendor 
(for the organization or for the customer) to check for 
vendor fit with this project. Use this when examining 
vendor business risk and vendor selection. Monitor and 
manage issues for this vendor.

Responsibility

Primary

Project Manager ◾
Vendor ◾

Alternates and Adjuncts

Opportunity Manager (Alternate) ◾
PMO (Alternate) ◾
Project Executive (Sponsor) ◾

The project manager (or alternatively, opportunity manager 
or PMO) applies project management skill, knowledge, 
and experience to construct and manage the Vendor Profile. 
An opportunity manager may be assigned to oversee this 
process element prior to a project manager being assigned. 
The opportunity manager may reside within the PMO, or 
the PMO may have direct responsibility for this process 
element. The project manager then has responsibility for 
maintaining this profile for the duration of the project, as 
vendors continue to be assigned or affiliated with the proj-
ect. The vendor is often involved in this process element for 
purposes of collaborating and communicating vendor capa-
bility information and vendor project performance plans 
for consideration during the vendor selection process. The 
project executive (sponsor), as well as other project stake-
holders, can conduct initial and interval examinations of 
the Vendor Profile, usually as a part of subsequent business 
case reviews.

Process Input

The following information, actions, materials, and resources 
represent relevant inputs to this process:

Project Profile ◾  (process element 1.2), as concurrently 
developed
Staff Profile ◾  (process element 1.3), as concurrently 
developed
Staff Plan ◾  (process element 2.3), as concurrently or 
subsequently developed
Vendor Solicitation ◾  (process step 2.4.1), as concurrently 
or subsequently developed
Vendor Proposal ◾  (process step 2.4.3), as concurrently or 
subsequently developed
Vendor capability brochures ◾
Vendor performance information and records ◾
Issues and actions information related to vendor selec- ◾
tion and performance
Solicitation documents (e.g., RFPs, RFIs, etc.), as  ◾
released and provided by the customer



16 ◾ The Complete Project Management Methodology and Toolkit

Process Output (Project 
Management Deliverable)
The primary output of this process is the Vendor Profile, and 
one is created and maintained for each vendor. This profile 
contains information that facilitates aspects of the vendor 
selection and acquisition process, and assists in vendor per-
formance management.

1.5 BuSIneSS ProFIle
This process element creates a Business Profile that is an 
essential part of the project selection process. It allows the 
project manager to document the business advantages to be 
achieved, and it enables senior and executive managers to 
examine the opportunity relative to its potential to fulfill 
business interests and achieve strategic business objectives. 
The project manager and business development manager, 
or key alternates, compile a significant amount of informa-
tion about the opportunity, screen that information against 
established project selection criteria, conduct an examination 
of business risk, and prepare the business case along with 
project selection recommendations for review by decision 
makers in the organization.

Schedule/Timing
The Business Profile can be initiated in conjunction with 
constructing the Customer Profile and Project Profile, and 
normally should be reviewed for consistency with the Staff 
Profile. The resulting profile is maintained and updated 
at intervals in the project to ensure that the business case 
remains valid for the duration of the project.

Process Steps and Toolkit Reference
The following four process steps will be accomplished to cre-
ate the Business Profile:

1.5.1 Business Case ◾ —Obtain and examine relevant 
business information as a basis for making a project 
selection decision. Use this information in combina-
tion with other profile sheets to answer the fundamen-
tal question, “Why should this project be selected?”
1.5.2 Business Risk Examination ◾ —Compile and 
review previous project work and associated business 
results for business risks that could be encountered 
with the selection and performance of this project. A 
general review of risk areas should be followed by a 
detailed analysis of business risks.
1.5.3 Business Financial Analysis ◾ —Compile and 
review any previous project work and associated 

business results to ascertain the cost/benefits of per-
forming this project. Select the financial analyses to be 
performed, conduct the analyses, and enter the results 
of each analysis.
1.5.4 Business Recommendation ◾ —Review the busi-
ness case, along with other profile information and 
project definition to develop a recommendation for 
project selection. Also, identify the prominent selec-
tion criteria used, and summarize the prepared pro-
and-con arguments.

Responsibility

Primary

Project Manager ◾
Business Development Manager ◾

Alternates and Adjuncts

Opportunity Manager (Alternate) ◾
PMO (Alternate) ◾
Project Executive (Sponsor) ◾
Executive Control Board ◾

The project manager (or alternatively, opportunity manager 
or PMO), usually in collaboration with the business develop-
ment manager, applies project and business skill and insight 
to prepare and manage the Business Profile. An opportunity 
manager may be assigned to oversee this process element 
prior to a project manager being assigned. The opportunity 
manager may reside within the PMO, or the PMO may have 
direct responsibility for this process element. The project 
manager then has responsibility for maintaining this profile 
for the duration of the project to ensure that the business 
case remains valid until project completion. The executive 
control board is usually responsible for determining and pro-
viding the project selection criteria applied in business case 
preparation. It is also responsible for conducting a review of 
the business case as a basis for project selection. The proj-
ect executive (sponsor), as well as other project stakehold-
ers, should conduct initial and interval examinations of the 
Business Profile, usually as a part of subsequent business case 
reviews and project gateway reviews.

Process Input

The following information, actions, materials, and resources 
represent relevant inputs to this process:

Customer Profile ◾  (process element 1.1), as concurrently 
developed, and when finalized


