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Background

My journey into project management started in 1969 at Wellworthy Limited in 
Lymington, Hampshire, then world leaders in the manufacture of diesel engine 
components. I spent time as a computer operator, then moved into programming and 
systems analysis, before returning to the Computer Operations Department, which I then 
managed.

In July 1979, with some trepidation, I moved on to join a team of consultants at John 
Hoskyns Limited in Bournemouth, initially delivering Operations Management and 
Systems Analysis training courses. Hoskyns Training was a true pioneer in the field of 
‘management by projects’, with almost every aspect of work conducted using project 
management principles and techniques. It was an unbelievably stimulating environment, 
combining the pleasures and rewards of teaching and learning on each new assignment.

Two projects in my later years at Hoskyns were of the life-changing variety.The first 
followed some well-received training I had conducted for Mobil in Australia over a 
number of years.The Hoskyns Group decided to establish a project management training 
business in the region. I agreed to conduct a feasibility study, but, on completion, 
recommended that the scheme should not go ahead.

On my return, I managed a series of business projects until the second life-changing 
project arrived unexpectedly, in late 1992.What turned out to be my last assignment for 
Hoskyns (by then called Cap Gemini), was as the Project Manager of a downsizing and 
outplacement project in the severe recession that gripped the UK economy by the throat. 
Many listed for redundancy were senior managers and directors, friends and colleagues. It 
was a heavy responsibility.

After all the shockwaves settled, the project proceeded smoothly, and by March 1993 I was 
able to close it and report a high degree of success in helping‘casualties’back into work. 
Having said that, they were a highly talented and much sought after group of people! I 
was offered a role in the Management Consultancy Division, but decided to fulfil an 
ambition and set up my own business, leaving the company in 1993, sad to go, but feeling 
well equipped to fend for myself. I then launched Alan Wren & Associates, and later 
incorporated it as AWA Project Management Limited.
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Since those early days, assignments have been varied and stimulating, and -  as always -  
provided excellent opportunities to meet new people, learn new approaches and develop 
skills. I have conducted successful projects and programmes for British American Tobacco, 
Cap Gemini,The British Council, London Electricity, Pfizer, Anglian Water, Glaxo 
Wellcome, Charles Schwab, Pirelli Construction,The Public Trust Office,The Official 
Solicitor’s Office and The Public Guardianship Office. Some lasted a few months, some 
lasted years.

You may find little new or unique in this book other than its direct-access format and 
presentation. Initially, I was keen to write a series of checklists, but this evolved into an 
‘instant’ reference text, with the topics supplemented by checklists where appropriate. It is 
difficult to identify many precise sources of information. Much is generic and in the 
public domain. In many cases, my learning was by doing -  admiring the theories often 
came later! However, it is important to acknowledge the authors who have influenced my 
thinking. Fred Brook’s Mythical Man Month (1975) first fired my imagination. I believe 
that his question,‘How does a project get to be a year late?’ might usefully be tattooed on 
the back of a prospective project manager’s left hand, with the answer,‘One day at a time’ 
tattooed on the right hand.This question and its answer may well be the most important 
things to remember in our projects business.

Project managers will find a good selection of useful textbooks listed in the Bibliography. 
Over the years, I have made good use of Robert Buttrick’s The Project Workout (Prentice- 
Hall, 2000),Anderson, Grude and Haug’s Goal Directed Project Management (Kogan Page, 
1995) and J. Davidson Frame’s Managing Projects in Organizations (Jossey-Bass, 1995). My 
personal favourite is probably James Taylor’s A Survival Guide for Project Managers 
(Amacom, 1998).To all these authors and many others, I offer thanks for their 
contribution to my education, and hope that I have not inadvertently broken any rules 
when writing on topics that they have covered previously.

For project management consultancy services and training, please contact 
< enquiries@awa-projects.co.uk>.
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How You Might Use 
This Manual

The Project Management A—Z  sets out to give you direct access to project management 
information, on a ‘need to know’ basis.

During a project, you will undertake some tasks on a daily basis, and others perhaps only 
once for each project. W hether you are an experienced project manager in need of a 
reminder about one of the less frequently used techniques, or a relative newcomer in need 
of advice about how and when to choose and use which technique, you may find the 
information you are looking for in this manual.

The manual started out as a personal set of checklists and prompts that evolved and 
expanded into what you now see. It does not set out to teach you how to manage a 
project, rather concentrating on how you might optimize techniques and ideas along the 
way, and cut through the jargon and mystery that sometimes inhibits understanding of 
project work.

You may encounter acronyms or pieces of jargon for the first time and wonder what they 
mean -  there is a glossary of project management terms that you can refer to. This glossary 
has many cross-references, some of which will point you to topics in the contents list.You 
can then go directly to detailed accounts of relevant techniques. For example, you might 
need to know the meaning of the acronym BCWP, find that it belongs within Earned 
Value Analysis, then put it in context and understand how it applies by going directly to 
that topic.

The following list gives an indication of when you might consider some of the main 
techniques and ideas in this manual:

•  Pre-project
-  Business Case
-  Feasibility Study
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Introduction

H umans have conducted projects for thousands of years: erecting settlements, 
villages, towns and cities; building rafts, then boats, then ships for exploration, 
migration and warfare; building stone circles, pyramids, cathedrals and temples; 

constructing roads, railways, bridges and factories; assembling printing presses; and even 
going to the moon. Over those years, we have changed little in our urge to build, change, 
innovate and develop, though the pace at which things happen today has accelerated 
beyond the imagination of our ancestors. The human race has acquired millions of 
person-years of project experience, and developed approaches, techniques and tools that 
should help us manage our latest projects successfully. So why do projects continue to be 
so troublesome? Have we forgotten lessons learned from project history, or do we think 
we have nothing to learn? Do we run into trouble because we fail to recognize the true 
nature of projects, and the special skills needed to manage them successfully? W hat is so 
extraordinary about projects?

British Standard 6079-2:2000 describes a project as:

a unique process consisting of a set o f co-ordinated and controlled activities, with start and 
finish dates, undertaken to achieve an objective conforming to specific requirements, 
including constraints of time, cost and resources.

There are many other working definitions, which use different words to say similar things. 
Several significant words and phrases recur throughout these definitions.

These significant words include unique, which usually implies that something is a one-off. 
While an office software package may have been rolled out thousands of times, this will 
have taken place at different times, in different organizations, versions, combinations, 
countries and circumstances, each roll-out a unique venture.This ‘uniqueness’ 
differentiates projects from operations, as although each new operational business cycle, 
such as an accounting period, will bring some variations, the aims will stay the same — 
process the data for this period and update the year-to-date information. Even at the end 
of a financial year, the aims and routines will replicate those of previous year-ends.

Entries for process in a thesaurus might include such terms as‘course of action’, 
‘development’,‘method’,‘procedure’,‘progression’ and ‘route’, all of which could suggest a
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methodical approach along a predetermined path between a start and end point. In reality, 
projects are made up of many linked and often inter-dependent processes, all of which 
need to contribute to the final outcome. If any process does not advance, protect or 
otherwise support an enterprise, why do it?

W hen you co-ordinate a series of linked, dependent tasks, you may do one or more of 
planning, organizing, managing or synchronizing them. If you have a project team, you 
will find it difficult to direct work effectively any other way. Even when working alone, 
you should benefit from such an approach. Co-ordination, or planning, is a key factor in 
distinguishing between the use of the word ‘project’ in a loose sense, as in ‘my next project 
will be the vegetable garden’ and in a more structured and formal sense.The w ord‘formal’ 
is uncommon in definitions o f ‘project’. Organizations need to select levels of formality 
and structure appropriate to size, complexity and risk in each of their projects. Not all 
projects need the same degree of formality. Proper co-ordination through appropriate 
planning and control is a fundamental element of professional project management — the 
essential difference between managed and makeshift projects.

The word controlled appears next in the definition and symbolizes the main aim of project 
management. Other practices are means to ends -  delivery of what is needed, when it is 
needed, at or even below the estimated cost.‘Control’ covers all the techniques available to 
you between the start and finish to help ensure that work is completed accurately, on time 
and within budget, so that all the ends are achieved.

What marks the start and finish dates, the limited and finite duration of a project? End dates 
tend to be very clear and very public. We often know them long before anyone has given a 
serious thought to starting. Unfortunately, days and weeks, which are often squandered 
while deciding when to decide to start a project and spend money, never return.The start 
date for a project should be confirmed when a project plan and an activity-based project 
budget have been approved and authorization has been given to implement the plan and 
spend money from the budget. It is a sad reality of the Project Manager’s role that you can 
wait months for a go-ahead, but woe betide a delivery that is one day late! Do not forget 
to pay regard to the word date. If you are told to finish a project‘by August’,‘before the 
end of the year’ or,‘in the third quarter’, ask questions that will pin down the requirement. 
Does ‘by‘August’ mean by 31 July, or 31 August, or something else? It might not appear to 
matter much at the start, but might become critical later!

An objective, or a defined goal, is vital even before you start a project, which is why pre­
project work can make such an important contribution to your eventual success. Not only 
should your objectives be Specific, but if they are also Measurable, Agreed, Realistic and 
Time-based (SMART), you will avoid later delays while you try to resolve disagreements 
and seek clarification, quantification, arbitration and rectification. Note also that a single 
objective might be somewhat unusual, as they usually appear as part of a set. If this is the 
case, you would hope that any priorities are clear.You will always need to know what the 
hierarchy is, particularly if constraints are so tight that you might be unable to deliver 
everything on time.You can often break objectives down into three groups with a few 
straightforward questions.These groups should set out priorities in ‘Must do’,‘Ought to 
do’ and ‘Nice to do’ ranking.
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Specific requirements tend to denote those factors that help ensure that project outputs 
satisfy the objective(s) and will be acceptable to the customer(s).Various terms are used, 
such as ‘Acceptance Criteria’ o r ‘Quality Criteria’. It is essential that you know whether 
you are managing a project to deliver a rudimentary or a near-perfect solution, or 
something in between, as this will have huge influence on plans, risks and budget.When 
you know, you can use this knowledge to establish a quality strategy for your project and 
agree specific requirements for all the main outputs.

Project constraints of time, costs and resources are closely linked, and interact throughout 
projects. A ‘triangle’ analogy is often used to describe this triple-constraint interaction. For 
example, if you bring in more resources in an attempt to reduce time, you are likely to 
increase costs. If your budget is cut, you may have to reduce resources and thus increase 
the time it will take; alternatively, you might need to seek a reduction in the project’s 
scope.

You manage time using a schedule, showing who needs to carry out which tasks to deliver 
outputs by what dates. Any schedule should also indicate the dependencies that exist and 
the outputs that must be completed before others can be started or completed. It should 
be the single most important type of document you use to control and communicate 
about any of your projects.You should always consider starting a project with two 
working schedules: one in outline for the project, and one in detail for the first stage.You 
can update the stage plan at suitable intervals as you proceed, and review and update the 
project plan at the end of stages or when significant variations occur or are forecast. Such 
major variations are often referred to as exceptions.You should also consider saving 
(baselining) the original approved versions of these two plans so that you can use them as a 
yardstick for assessing and reporting progress. If you try to track progress against plans that 
you are changing regularly, how will you ever know where you are in relation to where 
you should have been on a particular date? For example, if you are part-way through a stage 
and find that more work needs to be done than has been planned, you might add ten days 
to the stage duration. If you then finish on that tenth added day, are you on time or ten days 
late? What if you are working to meet an immovable final delivery date?

Costs are best planned and controlled using a dedicated project budget. Budgets and 
schedules record different units but tend to be closely related, particularly in projects that 
incur the majority of their costs because they are people-intensive rather than capital- 
intensive.You should normally derive your budget from your schedule and any supporting 
documents, so that your budget is activity-based. Again, it will make sense to use an 
outline budget for the project and a detailed budget for each stage, tracked with the same 
frequency as the schedule, and assessed against the baselined originals.

A project is likely to need several different types of resources, which term may or may not 
include capital investment.The single most significant resources are often the people who 
carry out the tasks to deliver the outputs. They usually need all sorts of equipment, 
materials and workspaces, most of which will incur costs.Your estimating and scheduling 
should reflect varied performance expectations for different team members, taking 
account of their knowledge, skills and experience, and their availability to undertake the 
project’s work.
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So, if you are about to run a project, where will you start? How will organize yourself, and 
perhaps a team, to deliver a successful outcome? Is there a recipe or a cookbook that 
might help? Should it be highly regulated, or laissez-faire? How will you strike a balance 
between being prescriptive and being pragmatic?

This manual provides a selection of tried and tested techniques and tools, checklists and 
hints and tips for those who manage projects or who are about to be initiated into a 
project management role. It has been written from a belief that all projects are worth 
doing properly, with ‘properly’ meaning that levels of formality, structure, organization and 
pragmatism are appropriate to the size, complexity and risks of the project.This is fully 
explained under the topic heading‘Tuning or Scaling a Project’.You will also find that all 
the terms and suggestions in this Introduction are explained in the Glossary and amplified 
in the main text.The manual is arranged alphabetically by topic name and each topic is 
cross-referred to related topics.

If any degree of formality is a concept that alienates or unsettles you, then you may find 
yourself uncomfortable managing projects .You may set out to deliver change or 
innovation using an approach that is ‘unconstrained’ by any standards, rules or procedures. 
You may decide that some short cuts are safe for your project, perhaps ‘just this once’. If 
you do cut a corner or two in the perceived interest of making rapid progress, be aware 
that many who have tried this have found that a project can take control of them, rather 
than they taking control of the project! In Germany, there is a particularly apt saying:‘He 
who has burnt his mouth blows on his soup.’ Most of these standards, rules, methods and 
procedures were developed in and graduated from the ‘school of hard knocks’ and, if used 
well, are assets rather than constraints. Choosing and using the right technique or tool is 
fundamental to success.This manual provides a ‘toolkit’, but you will need to choose and 
use those that best meet your specific needs.

T H E  P R O JE C T  M AN AG ER

As organizations face pressures for continual change and innovation, they need to plan 
and control projects properly and professionally in order to pursue cost-effective success. 
This is why there is such demand for skilled Project Managers.There is little room for 
casual change in modern government, commerce and industry: the stakes are usually too 
high. So what exactly is a Project Manager, and what does one do? Naturally, this will vary 
across projects and organizations, but in most cases he or she will be responsible for 
delivering what is needed, when it is needed, and within an approved budget.

Figure 1 shows a typical mix of tasks -  though readers might feel tempted to add ‘walking 
on water’ and‘doing the impossible’!

One of the difficulties often faced by Project Managers is that of not having a level of 
authority to match the level of responsibility that often goes with the job. W hether you 
are an employee of an organization, or a contractor hired to do a job, you are likely to be 
engaged to make the right things happen at the right time.You may have heard that there 
are three basic types of people in workplaces:
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REPORTING AND AUTHORIZATION 
Gaining approval and authorization 
Reporting progress and status 
Reporting variations and exceptions 
Gaining management decisions 
Advice and consultancy 
Meetings and presentations 

MANAGING STAKEHOLDERS A  MANAGING THE PROJECT TEAM
Communications planning A - u \  Recruitment
Understanding expectations / T h G \  Induction
Managing expectations / p r n ;p r + \  Team-building
Engaging participation /  ' ' UJcLL \  Training
Securing stakeholder resources /  M a n a g e r ’s  \  Motivation

Role Conflict resolution 
Task allocation and tracking

PLANNING AND CONTROL 
Project definition 
Project and stage planning 
Project and stage budgeting 
Project risks and issues management 
Project quality planning and control 
Control against schedule and budget 
Controlling change 
Delivery on time, within budget 
and to specification!

Figure 1 Typical tasks a Project Manager might need to perform

1. those who make things happen
2. those who watch things happen
3. those who have neither a clue nor an interest in what is happening.

If you are not predominantly type (1), with a sprinkling of type (2) and a complete
absence of type (3), you will have a hard time in the Project Managers role! Whether 
pragmatism is a quality, an aptitude or a habit, it is fundamental to your success and will 
earn you the respect you need to help overcome any authority gap.

Here are some other qualities and abilities that might help:

•  ability to listen
•  ability to see the big picture
•  caring about details
•  decisive
•  determined
•  good communicator, verbally and in writing
•  inquiring mind
•  integrity
•  lead by example
•  organized and a good organizer
•  open-minded and receptive
•  own up to mistakes — admit when you are wrong
•  political sensitivity
•  positive and enthusiastic ( a ‘can-do’ approach)
•  problem-solver
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•  resilient
•  stickability -  see it through
•  systematic
•  thorough
•  willing to learn
•  willing to take direction.

If you have many or all of the above abilities, you should find that leaping over tall 
buildings in single bounds should be relatively trouble-free! If you do not, fear not -  many 
are characteristics you can acquire and develop through self-discipline, training, coaching, 
studying and by learning lessons while you carry out your project management tasks.

Managing change and innovation has become a way of life for many people in 
government, commerce and industry, and thousands have been thrown in at the project 
management ‘deep end’. Survivors swear by it, though possession of experience and good 
knowledge of the business area in which a project will take place, or experience and good 
knowledge of project management techniques and tools, will always give a clear 
advantage. Possession of both business and project experience, coupled with a good range 
of the qualities and abilities above, ought to make you unstoppable!

Project management has been called‘structured common sense’, and when you read many 
of the pages in this manual, you will see why. You do not need to be a visionary or a great 
innovator to manage a successful project.You do need to approach the challenge by gaining 
an understanding of the unique ‘big picture’ of a particular project, then by systematically 
breaking it down into manageable pieces of work, organizing them into a logical sequence, 
monitoring their progress and managing their risks, as described in this manual. If you have 
an experienced project management mentor to guide you through this, you are very 
fortunate -  do not pass up the opportunity to ask plenty of‘Why?’ and‘How?’ questions. If 
you do not have such a mentor, look for answers in the pages that follow.

Project management has also been referred to as an ‘accidental profession’ that has either 
drifted or surged into the lives of many. As organizations have changed over recent years, 
many thousands of so-called‘middle managers’ have been stripped out of organizations 
and millions of person-years of business experience have been written off in the interests 
of bottom-line performance. Survivors have seldom had time to feel the guilt that was 
formerly associated with their situation, simply because they did not then, and do not 
now, have the luxury of time to think much about it. Many now have the ‘day jobs’ 
previously done by two or three, while also making time to implement almost continuous 
change. Still, there are 24 hours in every day, and then there are the nights! If you have 
arrived in project management via this route, you may or may not have had time to 
receive any training.You may therefore have justified concerns about project management 
techniques and how to choose and use those most appropriate to a particular challenge. If 
this applies to you, I hope you can make time available to use some of the practical hints 
and checklists you will find in this manual.

If you are experienced in the ways of projects, you may be very familiar with many of the 
techniques and tools described in the pages that follow.You may also find some new ideas
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and perspectives. Even if you are deeply engrossed in a project, it can still be valuable to 
discuss optional approaches, project problems and opportunities with a project 
management peer, or with someone who can give you experienced advice. Sometimes 
this can work out, sometimes not. For the occasions when it does not work out, you 
might find some of the advice you seek in this manual. It might not give you all the 
answers, but might prompt you with some useful questions and a few tips.

This manual should also be useful if you are a novice or relative newcomer to project 
management, which can be very daunting.You may feel vulnerable and somewhat 
exposed. Large numbers of us are expected to manage projects of all shapes and sizes, with 
little or no training, few sources of available advice, and minimal or no project 
management standards. If you are in this category, do not try to read the manual from 
cover to cover. It was not designed or written for such usage, but as an ‘instant’ reference 
by subject name. If you are new to the terminology, browse the Glossary, pick out the 
subjects that are of immediate interest, and take it gradually from there.

Finally, this manual concentrates on the use of techniques, tools and approaches largely 
specific to project management. Other than in the following paragraph, it does not 
attempt to cover ‘soft skill’ aspects, such as motivation, leadership, team-building, decision­
making, interviewing, meetings and presentations, which can all make major 
contributions to success, but which are very well documented elsewhere.

Whatever other assets and resources are available, there is none more valuable to a Project 
Manager than a highly motivated team made up of people with an optimum mix of skills, 
knowledge and experience,‘can-do’ attitudes and the willingness and ability to 
communicate clearly and openly. While you will often have to work with people assigned 
-  sometimes unwillingly — to your team, unable to influence team make-up, your skill as a 
Project Manager can still have a major influence on a team’s ultimate performance.You 
may already know some well-respected motivation theories, and you can put them to 
good use in getting the best out of whatever team comes your way.

For example, if you are familiar with Maslow’s Hierarchy of Needs (Maslow et al., 1987), you 
may recall that base-level needs are likely include such job-related matters as knowing 
where the project is heading and what is expected of individuals, having the right tools to 
do the work, decent and safe working conditions, good policies and work practices, 
adequate support and supervision, and fair compensation.While you may not have control 
over some of these, particularly in a matrix management environment, you should have 
some influence over some factors through persuasion, lobbying, seeking the best for your 
team, and being seen by the team as someone who cares about their conditions and needs. 
At Maslow’s higher levels, many aspects should be available to you as a Project Manager, 
such as your efforts to create a good team atmosphere and morale, enabling team 
participation in decisions, consultation on planning and estimating, allowing some self- 
direction within the plan, sharing out the interesting and challenging work, help with 
problem-solving, creating opportunities for development and growth and giving 
recognition for jobs well done. If you can also have some fun along the way and recognize 
that people need to ‘chill out’ occasionally, you will help to develop and sustain one of 
your greatest assets.
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Glossary of Common 
Project Management 
Terms

T his glossary contains many terms, along with cross-references to related topics, 
that you may encounter when managing or working on a project. Many cross- 
references will point you towards the entries for main topics in the manual where 

you will find a full explanation of a technique and can read about the term in its proper 
context.

Activity

ACWP

AOA

AON

Approval

Authorization

Back-filling

Back-scheduling

Baseline

Work to create or review a project output or deliverable. 
May also be known as a task in some organizations.

Actual Cost of Work Performed -  the cost of work done on 
the project. See Earned Value Analysis.

Activity on Arrow network diagram.

Activity on Node network diagram. See also 
Precedence Diagram.

Formal acceptance that a deliverable or output is ‘fit for 
purpose’.

Permission to start and incur expense on a project or stage, 
once you have gained approval for the plan and/or budget.

The provision of one or more temporary staff, normally to 
cover the work of those seconded to a project.

Calculation of latest finish and start dates, working 
backwards from an end date through latest to earliest tasks. 
Also referred to as a ‘backward pass’ through a network.

An approved product that is ‘frozen’ and kept available for 
comparison with future statuses or positions. For example,
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Benefits

when a Project Plan is baselined, this version should be 
retained even though the plan may evolve and change, so 
that you can conduct progress reviews against an approved 
‘yardstick’.

Statements of advantageous project outcomes, such as 
increased revenues, reduced costs, performance and 
efficiency improvements. Note that benefits should be 
quantified where possible, so that they are tangible and 
provide a basis for measurement. Note that less precise 
benefits may be intangible, or even indeterminable.

Budget A budget sets out your plans in cost terms, for either a 
project (Project Budget) or a stage (Stage Budget), in order 
to gain authorization for the expenditure and to provide a 
basis for financial control of that work.

Budgetary Control Procedures to track ‘actual’ and ‘committed’ expenditure 
against that planned and identify variances, which should 
trigger both investigation of any significant variances and 
any subsequent corrective actions.

Budgeted Cost o f  Work 
Performed (BCWP)

The extra dimension gained by using EarnedValue Analysis, 
linking your original budget (Budgeted Cost) to actual 
performance (Work Performed) and expressing the result in 
currency terms or work hours. See EarnedValue Analysis.

Budgeted Cost o f  Work 
Scheduled (BCWS)

The project or stage budget, showing costs and timing. See 
EarnedValue Analysis.

Business Case Documented justification for setting up and continuing a 
project, defining the benefits being sought, the likely 
investment, the constraints and the timescales to answer the 
question:‘Why should we do this project?’

Business Case Review A review, normally at the end of each stage, to maintain the 
relevance and realism of your Business Case, and to assess its 
ongoing viability.You should also review it when any 
exception situation occurs or is forecast.

Champion This is not a formal project role, but if there is a senior 
individual prepared to suffer considerable sacrifice to ensure 
that a cause (in this case, a project or programme) in which 
he or she fervently believes is communicated, promoted, 
supported and ultimately successful, you will have a great 
ally.
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Change Control Control of the status of a project’s baselined deliverables, to 
ensure that change is justified, authorized and recorded.

Change -  Request for 
Change (RFC)

A Request for Change (RFC) is used in PRINCE® and 
non-PRINCE® environments, when a stakeholder asks for 
a change to a product, or to one or more of its ‘Acceptance 
Criteria’.

Closure If your project is a set of co-ordinated activities with definite 
start and end points, there must come a time when you have 
to undertake ‘close and dispose’ tasks and bring it to an 
orderly end. Closing a project is also known as ‘close-out’ or 
‘shutdown’.‘Termination’ tends to be used when a project is 
brought to a premature end, usually by a decision of the 
Steering Group.

Com m unications Plan A scheme, based on the Project or Stage Plan, to help ensure 
that specified stakeholders know what is going on, when, 
and why, enabling feedback, questions and input from 
them.

Configuration Library A central point for safe storage of baselined project outputs, 
whatever their form.The role of a Configuration Librarian, 
or that of the Project Office, might be to add items, make 
sure they are uniquely identifiable, store them, whether on 
paper, electronically or otherwise, control access to them, 
and maintain status records.

Configuration
Management

The procedures used to take care of the products or outputs 
of a project and to ensure that each is uniquely identifiable, 
protected from harm or loss, that only the most recent 
approved version can be used, and that any proposed 
changes are authorized, managed and recorded.

Constraints Confinements, limits or restrictions that may adversely affect 
a project.

Contract M anagement Management of the external suppliers of products or 
services to the project.The project manager will also need to 
ensure that management procedures are established for any 
contract placed by the project for the operational supply of 
services or products.

Control Control in a project is a continuous process which addresses 
such aspects as timing, spending, quality, project risks and 
issues.

11 GLOSSARY



Control Against Budget Tracking o f‘actual’ and ‘committed’ expenditure against that
planned, identifying variances, and triggering both 
investigation of any significant variances and any subsequent 
corrective actions.

Control Against Schedule Control is a term for the collection of tasks that you
undertake to help ensure that a project or a stage makes 
progress in line with its plan, or to spot any variances so that 
you can take prompt corrective action.

Cost Performance Index How much value you have earned from the amount you
(CPI) have spent. See Earned Value.

Cost Variance (CV) The difference between budgeted cost and actual cost of 
work performed. (BCWP -  ACWP). See Earned Value.

CPM See Critical Path Method.

Critical Path Any route all the way through a network diagram that has 
the longest duration, and where any delay is likely to extend 
the project.

Critical Path M ethod 
(CPM)

A diagrammatic network technique to enable structured 
analysis and management of complex projects.

Critical Success Factors Factors identified to enable tracking of the business value of 
project or programme outputs, particularly when the 
benefits are largely intangible or indeterminable.

Earned Value A generic performance measurement term for the concept 
of representing physical work accomplished in terms of 
financial worth accrued. EarnedValue is also known as 
Budgeted Cost of Work Performed (BCWP).

Earned Value Analysis EarnedValue Analysis shows how much of the budget you 
should have spent to achieve the amount of work done so 
far, based on the budgeted cost of the task.

Estimate Preliminary statement of the possible duration or cost of a 
project, stage or task.

Estimate at Com pletion Forecast of total project cost at completion. See Earned 
(EAC) Value.

Estimate to Com pletion Forecast of how much more a project will cost to complete 
(ETC) from now. See Earned Value.
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Exception A variation between ‘plan’ and ‘actual’ that goes beyond a 
level deemed in advance as acceptable (falls outside agreed 
Tolerance), and which thus needs to be reported to 
management (escalated) for resolution.

Exception M anagement A ‘hands-off’ management philosophy which allows Project 
Managers to get on with the work of delivering the project 
without the need for frequent authorization, provided that 
any variances being experienced or forecast are within a 
clear and pre-defined range set by the Project Board, 
Steering Committee, sponsor or other project authority.

Feasibility Study An early, high-level assessment of whether it would be 
practicable, desirable and worthwhile to grasp an 
opportunity or solve a problem and, if so, how. It should 
identify and evaluate optional solutions, their viability, and 
how each might be implemented.The study needs to 
provide sufficient information to justify recommendations 
on whether to proceed and, if so, how.

Financial Control See Control Against Budget.

Gantt Chart A bar chart used to develop and illustrate project and stage 
schedules. Named after Henry Gantt (1861-1919), a 
pioneer American management consultant.

Gateway Review An independent assurance review used in UK central 
government civil procurement projects at pre-identified key 
points, to help ensure that the procurement is in good order 
and to make confidential recommendations for any remedial 
work.

Health Check Brief examination to determine how ‘healthy’ a project is, 
and to prescribe any treatments that might improve or avoid 
deterioration in its condition.

Impact Analysis A forecast of the possible effects of risks, issues, events, 
changes or maintenance of the status quo on a project or 
stage, so that decision-makers can have the opportunity to 
consider implications before committing to any course of 
action.

Im plem entation Putting a project’s outputs into operation, making them 
available for whatever use or purpose they are to have.

Investment Appraisal An estimate of the cost of a project and of the possible future 
costs and benefits that may flow from operational use of its
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outputs, which should enable an organization to determine 
whether the investment will be worthwhile.

Issue An existing situation or set of circumstances which is 
affecting the ability of a project, stage or even programme to 
arrive at its intended outcome.

Lessons Learned An exercise to recognize and document any lessons that 
might help improve the running of future projects. The 
main users of a ‘Lessons Learned’ report will include the 
Steering Group or Project Board and Project Team. Such a 
report might also be circulated to: the Corporate Standards 
function, or those responsible for Quality Management 
Systems and Project Management Standards; the Project 
Office; and managers of future projects.

Life Cycle The main stages, phases or steps that a project might progress 
through, from the time someone has an idea that, if 
progressed, would need a project to turn it into a reality 
until that reality has been delivered, the project that 
delivered it has been closed down, and final reports, disposals 
and evaluations have been completed.

Matrix M anagement A term normally used to describe an approach that uses 
‘borrowed’project team members who report to the Project 
Manager on project matters, and to their line manager on all 
other matters, such as ‘pay and rations’.

M ilestone A significant, measurable event during a project that can be 
used to monitor progress or assess status at that point.

N on-conform ance The status of a deliverable that does not meet its 
specification.

Objectives Purposes, goals, aims, intentions, intents.Wherever possible, 
ensure that objectives are Specific, Measurable, Agreed, 
Realistic andTime-based (SMART).

O ff Specification A PR IN CE® term used to describe a product that does not, 
or is forecast not to, match its specification, or that should 
have been, but has not been, produced and is not forecast to 
be produced.

Opportunity A situation where a project might benefit from favourable 
consequences of future events, affecting one or more of 
costs, timescales, benefits and quality, if the opportunity is 
recognized and acted upon.
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PBS See Product Breakdown Structure.

PERT See Program m e (or Project) Evaluation Review  
Technique.

PFD See Product Flow Diagram.

Phase See Stage.

PMBOK The Project Management Body of Knowledge.

Post-project Review An appraisal to determine whether the expected benefits, as 
documented in the Business Case, have been achieved or are 
being achieved, normally planned after a settling-in period 
during which the achievement of benefits would be 
expected to become measurable.

Precedence Diagram Activity on Node (AON) network diagram.

PRINCE® A project management method, PRojects IN Controlled 
Environments, established in 1989 by the Central Computer 
and Telecommunications Agency for Government projects. 
Because it concentrates on project management‘best 
practice’, it is widely used on many different types of 
projects, both in the UK and abroad. PR IN CE® is a 
registered trademark and all references to PRINCE® 
throughout this text acknowledge this trademark.

PRINCE® Project 
Initiation

At the end of the PRINCE® Process ‘Initiating a Project’ 
(IP) you will need to have drafted a vital product 
(document) known as a Project Initiation Document (PID), 
which will form the foundations on which you will gain 
authorization to develop and manage the remainder of the 
project.

Procurement The purchasing of goods or services to satisfy a defined 
requirement that might include quality, quantity, availability 
and price, and usually with the aim of achieving best value 
for money.

Product ‘Product’ has a specific meaning in PRINCE® terminology, 
being a generic term for every project and stage input, 
deliverable, output or outcome.

Product Breakdown 
Structure (PBS)

A PRINCE® term for a hierarchical list or diagram, 
showing how the planned outcomes of a project are to be 
broken down into component products. Likely to be used in
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the creation of a Product Flow Diagram, showing sequence 
and dependencies.

Product Checklist

Product Description  
(PD)

A list of the products to be delivered during a Stage Plan, 
showing relevant important dates.

A PRINCE® term for a document that describes a product s 
‘purpose, composition, derivation and quality criteria’.You 
produce PDs during the planning process.

Product Flow Diagram  A PRINCE® term for a network diagram showing the 
(PFD) production sequence and dependencies of the products that

you have identified earlier on a hierarchical Product 
Breakdown Structure (PBS) diagram.

Programm e A co-ordinated portfolio of projects.

Programm e (or Project) A planning technique that uses time-based networks to 
Evaluation Review show the relationships and dependencies between project
Technique (PERT) tasks.

Progress Control S e e  Control Against Schedule.

Project A unique set of co-ordinated activities, with definite start
and end points, undertaken by an individual or organization 
to meet specific objectives within defined schedule, cost and 
performance parameters.

Project and Programm e There are a number of typical reports and major documents 
Reports in and around projects, falling into two main categories.

Here are some examples.
1. Action — to identify the need for and to facilitate

decisions:
•  Feasibility Study Report
•  Project Start-up Document (or Project Initiation 

Document if using PRIN CE®), including plans, 
the Business Case and budgets

•  Exception Report or other report of serious 
variance from plan or budget

•  Stage End Report.
2. Inform ation - to keep stakeholders up to date,

reporting progress and status:
•  Progress or Status Report (or Highlight Report if 

using PR IN CE®)
•  Lessons Learned Report, which may need some 

actions outside the scope of a project
•  End of Project or Project Closure Report.
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Project Board

Project B rief

Project Office

Project Owner (PO)

Project Plan

Quality

Quality Review

A PR IN CE® Project Board has well-defined roles and 
responsibilities so that its members can represent the 
managerial interests of the:
•  business, in ensuring there is a business need to satisfy 

and that the project will and eventually does satisfy it 
and provide value for money

•  user, who represents the ultimate users of the final 
product in one way or another, who perhaps need the 
product to achieve a Key Performance Indicator or 
objective

•  supplier, who is responsible for creating and/or 
delivering the final product and who may be internal or 
external.

A PRINCE® document providing foundation information 
prior to initiating a project. See also Statement o f  Work.

A function established to supply project support within a 
project-based organization, or an organization that regularly 
runs several projects side by side.

A role in UK government projects similar to that o f a 
Project Sponsor. See also Senior Responsible Owner 
(SRO) and Sponsor.

A relatively ‘soft’ outline plan for the whole project when 
you start, but which you will firm up with the delivery of 
outputs and knowledge gained from each stage.Your high- 
level plan might include the following:
•  Work Breakdown Structure or Product Breakdown 

Structure
•  Work or Product Flow Diagram
•  Network Diagram with high-level estimates showing 

overall duration
•  summary-level schedule (bar or Gantt Chart) with main 

milestones
•  Budget
•  Resource Plan.

Fitness for purpose (Juran). The totality of characteristics of 
an entity which bear on its ability to satisfy stated and 
implied needs. (The author s view is that there should be no 
room for implied needs in project work.)

A PR IN CE® term for‘an inspection with a specific 
structure, defined roles and procedure, designed to ensure a 
document s completeness and adherence to standards’.
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Request for Change See Change -  The Request for Change (RFC).

Request for Proposal 
(RFP)

Similar to an Invitation to Tender, where your organization 
formally asks suppliers to submit competitive tenders to 
meet a requirement.

Responsibility Matrix A table identifying accountability and responsibility for 
project tasks.

Risk A possible future event or situation that, if it happens, may 
affect the ability of a stage, project or programme to arrive at 
its intended outcome.

Risk M anagement Whenever you are dealing with change or innovation,
things may not always turn out as planned and expected.You 
will use Risk Management to put procedures in place to 
identify and record those things that might throw your 
project off course if they happen or fail to happen, and some 
measures ready to deal with such eventualities.

Scaling (o f a Project This important concept ought to be self-evident, but
M anagement Approach) experience suggests that it is not. Projects of differing size,

complexity and risk need different approaches in 
organization (Who is responsible for what?), structure (How 
many stages are needed?), planning (How many plans are 
needed, and at what level of detail?), risk and issue 
management, change and configuration control, and so on. 
If you use the same approach on large, complex projects as 
for small, simple ones, you will either fall dangerously short 
on some, create unreasonable overheads for others, or both. 
Scaling, also known as ‘tuning’, is the process of putting 
appropriate factors in place for each unique project, 
according to its importance, size and complexity. Many 
organizations provide project templates, setting out different 
approaches for projects of varying size and complexity.

Schedule A timetable, plan, programme or scheme; an arrangement
for something to happen at a specified time, normally 
presented as a Gantt or bar chart, showing activities on the 
vertical axis with horizontal bars opposite each, showing 
start, duration and end, related to dates across the top of the 
chart.

Schedule Control See Control Against Schedule.

Schedule Performance Percentage of work complete. See Earned Value.
Index (SPI)
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Schedule Variance (SV)

Scope

Sensitivity Analysis

Small Project

SMART Objectives

Sponsor

SRO

Stage

Stage Plan

The difference between Budgeted Cost of Work Performed 
and Budgeted Cost of Work Scheduled. (BCWP -  BCWS). 
See Earned Value.

The boundary defining the area in which a project or stage 
has to operate.

A ‘What i f ... ?’ examination in which you analyse the 
consequences of variations in costs and benefits on the 
financial viability of a project.

An undertaking below the threshold at which your 
company would usually wish to use formal project 
procedures, approaches and organization.

Acronym to help you remember that objectives should be 
checked to see that, as far as practicable, they are:
•  Specific — clear and unambiguous
•  Measurable -  numbers preferred to adjectives
•  Agreed — all main stakeholders have bought in
•  Realistic -  achievable given available resources
•  Time-based — stated target date(s) for delivery.

A senior individual in the organization, normally a person 
who will seek investment in a project, contribute to and 
endorse the Business Case justifying the project, in order for 
her or his part of the organization to benefit from the 
project s outputs.This individual is often the customer-in 
chief, without whose sponsorship there might not be a 
project.

Senior Responsible Owner -  a role in UK Government 
projects similar to that of the PRIN CE® Senior User. See 
also Project Owner (PO) and Sponsor.

A sub-division of a project to aid effective management, also 
known as a phase in some organizations. Note that technical 
divisions of a project are often referred to as stages or phases, 
such as the Analysis Stage or Analysis Phase, and so on.

A hard and detailed plan for a Project Stage, which might 
include:
•  Work Breakdown Structure or Product Breakdown 

Structure diagram
•  Work or Product Flow Diagram
•  Network Diagram with estimates showing duration
•  Schedule (bar or Gantt chart)
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•  specifications or Product Descriptions
•  Budget
•  Resource Plan.

Stage Start and End We create a series of opportunities, between stages, where
those accountable for steering the project must check two 
important matters: that work from a previous stage has been 
satisfactorily completed; that the justification for the project 
is still valid; and that the plans and budgets for the next stage 
and for the remainder of the project are complete, clear and 
realistic.

Stakeholder Any person or group involved in or likely to be affected by a
project or its outcome, or its failure to deliver the required 
outcome.

Starting a Project

Statement ofWork 
(SOW)

Steering Group

Task

Task Checklist

At the end of this stage, you will need to deliver 
documentation that:
•  fully defines the requirements the project must meet, 

confirms their justification, and sets out a scheme for 
their delivery; these will normally consist of a Project 
Start-up or Project Initiation Document (PRINCE®) 
and a Project Justification or Business Case

•  provides a baseline, or yardstick, against which you, as 
the Project Manager, and the Project Board can 
monitor progress

•  provides an agreed basis for a Post-project Review.

Sets out the objectives, scope, organization, roles and 
responsibilities of a project, and identifies the constraints it 
faces, in a similar manner to a Terms of Reference document 
or a PRINCE® Project Brief.

A Steering Group s usual responsibility is to steer a project 
to a successful outcome. It needs to have an ultimate 
authority and decision-maker, who will normally chair any 
Steering Group meetings and may nominate the members 
and appoint the Project Manager. Note that terms such as 
Steering Group, Steering Committee and Project Board are 
normally synonymous, though Project Board has a specific 
meaning and make-up under PRINCE®.

A piece of work to produce a pre-defined deliverable or 
output. May also be known as a task in some organizations.

A list of the tasks to be completed during a stage, showing 
relevant important dates.
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Terms o f  Reference A structured guiding statement that defines the objectives, 
scope, constraints and reporting requirements of an 
investigation or assignment. It should also contain any 
assumptions, until these have been resolved.

Tolerance A term for the range of permitted deviation from a project 
or stage plan or budget, without having to seek prior 
approval.

Tranche (o f a 
Programme)

Usually a group of projects within a programme that will 
deliver a distinct outcome, capability or benefits to the 
sponsoring organization or its customers.

Tuning (o f  a Project See Scaling (o f  a Project M anagement Approach)
Management Approach)

Two-level Planning Use of a detailed plan for each stage, and an outline plan for 
the remaining stages. As you approach the end of a stage, you 
can plan the next stage in detail, and firm up the outline 
plan for the remainder of the project.These are known as 
‘hard’ and ‘soft’ plans. Also known as ‘rolling wave’ planning.

Variance Difference between that which a plan intended and an 
actual situation. Note that variances are almost inevitable in 
project work, so we need to define points at which variances 
become unacceptable and require correction.

VFM Value For Money.

Web Project Any project which includes the publication of pages on the 
Internet or an intranet among its outputs.

Work Breakdown 
Structure (WBS)

A planning structure, usually a list or diagram, showing how 
work to deliver a project is to be broken down into work 
packages, tasks and sub-tasks. See also Product Breakdown 
Structure.

Work Distribution  
Model

A high-level estimating model, based on the historical 
distribution of work across past projects. Used most 
commonly in organizations that repeat projects broadly 
similar in characteristics and structure, and which maintain 
project histories recording the effort and duration of 
projects and their stages.

Work Package A group of work activities identified during WBS 
development in a Phase or Stage Plan, supported by an 
information set, normally relating to a key deliverable, with 
a named individual accountable for its delivery.
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