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Understanding Projects
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to decide whether a project is a good way to organize a certain task.
You want to understand for what kind of tasks, projects are an adequate organizational form.

Outcome
Participants understands the specific characteristics of project work and the applicability of
projects as organizational form.

Content
Nowadays, projects can be found in every domain or industry. We may even observe a
‘projectification’ of society, however, it is good to realize that projects are not natural
phenomena. Projects are social constructs, which means that a piece of work is only a project
when the organizations or people involved decide it is a project. And organisations need to
think about what kind of work they want to organise as a project, as it has consequences.
Labelling some piece of work as a project implies that that work will be planned, coordinated
and managed by a specific structure that is different from the normal structure of the
organisation. And as this will require an ‘extra’ effort, also extra costs will be involved. The
importance or complexity of the work we want to organise as a project, therefore needs to
make this extra costs worthwhile.
The types of tasks that may logically be organized as projects, typically have most of the
following characteristics:
o Temporary.
A project is not a permanent organisation, but a temporary one aimed to create,
develop or deliver a specified result. A project is therefore a suitable organisational
form for temporary tasks.
o A one-off, unique or non-routine output.
As the organization’s ‘normal’ organization is optimised to deliver standard products
and services, it is probably not well fitted to deliver ‘exceptions’ to this routine.
Projects are suitable organizational forms to create one-off or non-routine outputs.
o A non-routine delivery process.
Just as with the intended output, the processes needed to develop or deliver that
output may be non-routine and therefore not fitting the normal organisation. A
project is a suitable organizational form to organise non-routine activities and
processes.
o A temporary organisation.
As projects are best suited for temporary and non-routine tasks, the organisational
structure of the permanent organization is also not an effective structure to organise
these tasks. Projects can best be organised in focused temporary organization that
crosses organizational boundaries and hierarchies and often consists of persons from
different companies and/or departments. As this temporary project organization
differs from the normal hierarchy in the organization, it will need to create its own
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roles, management and governance structures and communication lines. So if a
specific task is temporary, non-routine and requires competences that cross the
organisational boundaries, a project may be a suitable organisational form.
o A certain complexity, that makes it worthwhile to develop a plan for the execution of
the project.
Refer to the content at ENTRY POINT 1 of the learning activities.

Transfer Task
Motivate whether the task that you have to perform should be organized as a project. Do
this by:
o Describing what makes the task you are faced with temporary and non-routine.

Case Study
Assessment
Assessment Criteria
o Learner addresses the main characteristics of projects and convincingly shows that
the task at hand fulfils these criteria.
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Planning a Project
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to develop a project plan
You need to assess the quality of a project plan.

Outcome
Participants understands the different parts of a project plan and their interrelations.

Content
A project is a planned activity. That means that before the execution of the project starts, a
project plan is developed and that the project team members fulfil their tasks based on a
plan. But what parts does a project plan logically need to include and what is the logical
order to develop them?
An overview of the parts of a project plan is shown in the figure below. Each of these parts
are described further in a dedicated learning card.

The logical starting point of the project plan is the Project assignment. In the project
assignment it should be made clear what the project owner or client wants as the deliverable
of the project and the conditions regarding delivery date, cost/budget, quality and other
conditions. Together these form the objective of the project.
We suggest that the next step in developing the project plan is the development of a
stakeholder analysis and engagement plan. In the stakeholder analysis, the stakeholders of
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the project are identified and their interests assessed. This helps the project manager in
understanding what interests surround the project and may provide a new perspective on
the project.
Following the stakeholder analysis, the ‘What?’ and ‘How?’ of the project should be detailed
further in a product breakdown structure and/or a work breakdown structure. These
breakdown structures form the indispensable ‘heart’ of the project plan and the basis for the
identification of work packages.
Only after a good understanding of the work packages needed for the realization of the
project, can a project schedule, for example in the form of a bar-chart, be developed.
The project schedule cannot be developed without considering the availability or project
(human) resources. Therefore, the project organisation needs to be developed in parallel
with the project schedule. Optimizing the schedule will probably also require that some
iterations are done of the work breakdown, the scheduling of work packages and the project
organisation.
As part of the project plan, also a project risk analysis and risk management plan needs to be
developed. And although different risks will come up during the developments of all parts of
the project plan, the work breakdown structure and the project schedule may provide useful
structures for a more structured identification and analysis of risks.
A last part of the project plan is to develop a project budget based on the activities identified
in the project plan. Of course the project assignment also included a budget, but that was
based on a much less detailed estimate of project activities and required resources. If the
two budgets (the initial ‘top down’ budget and the later developed ‘bottom up’ budget)
differ, the project plan needs to be revisited and the scope of the project refined.

Transfer Task
Evaluate the project plan standard or template used in your work environment.
Do this by:
o Find the project plan standard or template used in your company or work
environment.
o If this is not available, find the project plan of the last project you worked on.
o Evaluate whether you recognize the parts described in this learning card. Are all the
logical parts there?
o Which parts are missing? Which additional parts do you find in the template?

Case Study
Assessment
Assessment Criteria
o Learner recognizes the logical part in the real life example or template.
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Understanding Objectives and Goals
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to understand the differences between the objectives and the goals of a project
You need to create clarity about the scope of a project

Outcome
Participants understands the difference between project objectives, non-objectives and goals
Participant can formulate project objectives in a SMART way.

Content
For the success of the project it is essential to have a good understanding of what is the
expected result of the project. However, different words are used to indicate this result. For
example: objective, goal, aim, deliverable, output, outcome, effect, etc. Can you tell the
difference?
Different standards for project management may give different definitions for these words.
And their understanding may also be depending on which role a person plays in the project.
The project owner or client may have a completely different understanding of the intended
result of the project than the project manager.
In general it is good to make a distinction between the specified result that needs to be
achieved at the end of the project and the effect that the project owner or client hopes to
achieve with this result.
The specified result that should be realized at the end of the project is often referred to in
words such as deliverable, project objective or project output. This can be seen as the
‘What?’ of the project.
The effect that the project owner hopes to achieve is often referred to in words as project
goal, aim, investment objective, business objective or project outcome. This can be seen as
the ‘Why?’ of the project.
An instructional video on the distinction between goals and objectives can be found on
youtube: https://www.youtube.com/watch?v=mLEfPOMHHOM
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Useful definitions are:
Project deliverable: the intended tangible or intangible artefact that is created or developed
by the project organization, during the project’s life cycle.
(also referred to as project output or result, although the word result may create confusion)
Project objective: the creation or development of the project deliverable within defined
conditions of time, money, quality and other conditions.
Project goal: the effect that the project owner aims to achieve with the usage of the
project’s deliverable in the permanent organization.
(also referred to as project benefits, outcome or aim, or investment objective or business
objective)
but realize that these definitions are not generally used in the same meaning and may also
be depending on the perspective of a person or organisation (project owner vs user vs
project manager vs supplier).
For the project manager it’s essential that he or she has a good understanding of both
project objective and project goal. First of all it helps to prevent misunderstandings when a
project manager knows both objective and goal, but it is also important for the success of the
project.
The project objective is most likely the achievement that the project manager will be
evaluated on. Was the intended deliverable realised with in the conditions and constraints?
That is why it is important to describe the project deliverable in a ‘SMART’(Specific;
Measurable; Attainable; Relevant and Time bound) way. The project assignment normally
needs some further development before the project objective is really ‘smart’.
The following short youtube video may help you in formulating smart objectives.
https://www.youtube.com/watch?v=1T3o-ruJ8uA
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Achieving the project goal is logically not the responsibility of the project manager, but of the
project owner. Nevertheless it is also relevant for the project manager to understand the
project goal, as it provides the ‘Why?’ of the project and in a way also pays for the project.
The project goal may not always be formulated in a ‘smart’ way, but that is acceptable.
Refer to the content at ENTRY POINT 2 of the learning activities for further reading about
project objectives and goals.

Transfer Task
Create a good description of the goal and objectives of your project.
Do this by:
o Describing the intended project deliverables.
o Describing the project objective in a ‘smart’ way.
o Describing the project goal.

Case Study
Assessment
Assessment Criteria
o Learner distinguishes clearly between project objectives and goal.
o Learner formulates the project objective ‘smart’.
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Working with Stakeholders
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to plan activities to engage with interested parties in a project
You want to understand how interested parties influence the success of your project

Outcome
Participant can identify and analyse the relevant stakeholders of a project and design
effective stakeholder engagement activities..

Content
One of the most important criteria for success in projects is the satisfaction of stakeholders.
And of all the criteria of success that can be thought of, the stakeholder’s appreciation of the
project is the most qualitative and intangible one. One would expect that the satisfaction of
stakeholders is depending on the realization of the project’s objective, or perhaps the
project’s goal, but the reality is more complex than that. First of all are the project objective
and goal normally defined from the perspective of the project owner, whereas stakeholders
represent a multitude of perspectives: suppliers, users, clients, society, pressure groups,
competitors, team members, etc. Understanding what the interest, the ‘stake’, of all these
different stakeholders in, the project is, and engaging with them in order to prevent issues, is
therefore a key activity of the project manager.
A stakeholder, in the context of projects, is defined as “Person, group or organization that
has interests in, or can affect, be affected by, or perceive itself to be affected by, any aspect of
the project” (ISO 21500: 2012, International Organisation for Standardisation, 2012). That
means that stakeholders do not necessarily need to have a role in the project. Stakeholders
can be internal or external. It is also not important whether a stakeholder is really affected
by the project. It is the perception that counts. If a stakeholder thinks he or she is affected,
he/she is a stakeholder.
That makes the group of stakeholders of course very wide. And as engagement with
stakeholders is supporting project success, but engaging with the ‘whole world’ will take too
much time and resources, it is important that the project organisation analyses the interests
of stakeholders and chooses focussed engagement actions. Not too much, as that is
expensive, but certainly not too little, as ignored or dissatisfied stakeholders may impose a
risk on the project.
As part of a project plan, we therefore need to develop a project stakeholder engagement
plan, in order to decide how we will be engaging with the different stakeholder groups in a
cost-effective way. The steps in developing this plan are:
o Identify stakeholders
o Assess their interests
o Decide stakeholder engagement actions.
In ‘Identify stakeholders’, the project manager, together with the project team and if
possible also the project owner, develops a list of potential stakeholders. No need to be
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restrictive here, make it a wide list of potentials. This activity can be done by brainstorming
free format or by using a structural model of potential stakeholder groups, such as shown
below.

(based on Donaldson & Preston 1995)
In ‘Assessing the interests’ stakeholders, a first understanding is created about the interest of
the individual stakeholders. Of course, it would be best to talk with the stakeholders in order
to understand their interests, but this cannot always be realized in this stage.
A regularly used method for creating an overview of the interests of the stakeholders is the
power/interest grid. The following youtube video can be useful for understanding how this
works. https://www.youtube.com/watch?v=bOIT1GKVMd8

The power/interest stakeholder ‘map’ is a useful tool to provide an overview of the
stakeholders and to give the project manager a first suggestion on how to engage with the
stakeholders.
o The project should work closely together with the stakeholders that are positioned in
the ‘high interest – high power’ quadrant. For these stakeholders the project is
important and they are also important for the success of the project. The project
manager may consider engaging these groups of stakeholder in some kind of role in
- 11 -
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the project organisation. Perhaps in a governance or advisory role, or even in an
operational role as part of the project team.
o Stakeholders that are positioned in the ‘high power – low interest’ group are mostly
senior managers or strong influencers (for example the press) that as such do not
care too much about the project. However, it might be possible that problems in the
project raises their interest, so be aware of ‘sleeping critics’ here. The advised
strategy for this quadrant is to keep these stakeholders satisfied.
o The advised strategy for the ‘high interest – low power’ stakeholders is to keep them
informed about the project. For these stakeholder groups, the project is important,
but they may not be in a position to influence the success of the project directly. A
word of caution may be in its place here. Low power stakeholders that feel frustrated
or ignored by the project may find ways to organize power, for example by
influencing other stakeholders.
o The ‘low interest – low power’ groups of stakeholders are logically the ones that get
the least attention from the project organization and they will probably OK with that.
The advised strategy here is to monitor the position of these stakeholders, as their
interests may change over time.
The power/interest grid is an easy method for providing an overview of stakeholder’s
interest, but it should not be applied too mechanically. More important than a stakeholder’s
position on the grid, is the content of his/her interest. Therefore also different models can be
used, from simple tables to mind maps. Every project manager needs to experiment a bit
with different methods in order to find what works best for him or her.
The third step, ‘Decide stakeholder engagement actions‘ is the most important one, because
a stakeholder analysis is without any effect if the appropriate stakeholder engagement
actions are not taken. Designing and deciding upon these engagement actions are done in
this step.
There are basically two types of engagement actions the project manager can decide upon in
the engagement with stakeholders: organisational actions and communication actions.
Organisational actions are actions to engage certain groups of stakeholders in the project
organisation, for example in a steering committee, advisory board or the project team.
Communication actions are actions that to communicate with the stakeholder groups, for
example in the form of website, flyers, formal and informal meetings, emails, reports, press
releases, youtube movies, etc. The list of communication opportunities is endless. However,
important is that the communication is effective and that means that it has to fit the
stakeholder.
This step of the stakeholder analysis is normally reported in a table (see th example below,
sometimes called the stakeholder ‘register’) that lists all the identified stakeholders, their
anticipated interests in both the process of doing the project as the result (product) of the
project, but also the expectations that the project organization has towards the stakeholder.
For example ‘tolerance’, ‘active contribution’ or ‘acceptation’. In the final columns the
engagement strategy and the specified engagement actions are noted. The engagement
actions may include also a reference to the work package or WBS code that includes this
specific activity.
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A communication’s expert should be able to advise the project manager on how to
effectively reach out to different stakeholder groups. However, understanding that
stakeholder engagement is an essential element of project management and thinking about
what the logical interests of different stakeholders can be is not the communication
specialists job. That is regular project management.
After the development of the project stakeholder engagement plan, as part of the project
plan, the planned engagement actions need to be planned and scheduled in the work
breakdown structure and the project schedule. The associated costs need to be included in
the project budget and the execution of the engagement actions done and managed just as
all other work packages in the project execution phase.
Refer to the content at ENTRY POINT 3 of the learning activities for further reading about
project stakeholder en stakeholder management.

Transfer Task
Perform a structure stakeholder analysis for your project.
Do this by:
o Identifying the project’s stakeholder in a structured way.
o Using the power/interest grid or another method to analyse the interests of
stakeholders.
o Design how to engage with each of the identified stakeholder groups.

Case Study
Assessment
Assessment Criteria
o Learner performs the three steps of developing a stakeholder engagement plan in a
structured way.
o Engagement actions are well specified and concrete..
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Detailing the Deliverable
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to structure the project work in work packages
You need to detail the deliverable of your project

Outcome
Participant can specify and detail the deliverable of the project in a structured way

Content
In order to make the work in the project manageable, it needs to be specified in smaller work
packages. The philosophy behind this is quite simple. A big ‘chunk of work’ is much harder to
estimate, plan and control than a smaller bit of work. We therefore need to detail the large
chunks of work into smaller ‘bite-sized’ bits of work. The parts of the project plan where this
is done are the ‘breakdown structures’. And logically there are two of them: The product
breakdown structure (PBS), breaking down the deliverables of the project, and the work
breakdown structure (WBS), breaking down the work/activities of the project. This learning
card discusses the product breakdown structure (PBS).
The PBS is breaking down the deliverable or deliverables of the project. It can be seen as the
‘bill of materials’ of the deliverable. By detailing the deliverable of the project, a better
understanding of that deliverable and the quality requirements will develop.
The level of detail of the PBS shows from the ‘levels’ of the PBS: The number of breakdowns.
There is no ‘rule’ for the minimum or maximum number of levels. The PBS needs to be
functional and needs to provide a solid understanding of the (deliverable of the) project.
A PBS can be depicted as a hierarchical ‘tree’ structure, but also as a list or a mind map. The
choice of format is often free.
Quality criteria include
- 100% rule: The sum of the subordinate elements of a breakdown forms the complete
broken down element.
- Nouns: As a PBS is breaking down objects, the logical description format is nouns.
- Consistency: A breakdown of an element in the PBS should lead to lower-level elements
that are mutually exclusive.
Refer to the content at ENTRY POINT 4 of the learning activities for further reading about
WBS/PBS.

Transfer Task
Develop a PBS for your project.
Do this by:
o Breaking down the deliverable of the project in its constituting parts, at least four
levels deep.
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Case Study
Assessment
Assessment Criteria
o Breakdown criteria are consistently applied.
o PBS is technically correct.
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Detailing the Project Work
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to structure the project work in work packages

Outcome
Participant can specify and detail the necessary activities and work packages in the project in
a structured way.

Content
In order to make the work in the project manageable, it needs to be specified in smaller work
packages. The philosophy behind this is quite simple. A big ‘chunk of work’ is much harder to
estimate, plan and control than a smaller bit of work. We therefore need to detail the large
chunks of work into smaller ‘bite-sized’ bits of work. The parts of the project plan where this
is done are the ‘breakdown structures’. And logically there are two of them: The product
breakdown structure (PBS), breaking down the deliverables of the project, and the work
breakdown structure (WBS), breaking down the work/activities of the project. This learning
card discusses the work breakdown structure (WBS).
The WBS is breaking down the work that needs to be done to realise the deliverable of the
project. Its goal is to identify all activities. Considerations such as the order of activities or
dependencies between activities will be considered later. In the WBS it is about identifying
the required project activities in an adequate level of detail.
The following videos discuss the WBS.
https://www.youtube.com/watch?v=GkjQF_5uf0E
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As the videos discuss, there are different approaches to the main structure of the WBS. The
main structure can breakdown the project work according to phases, components,
area/location, etc. There is no ‘single best way’ to do this. The type of project may play a
role, but also the experience and preference of the project manager.
The following video illustrates this. https://www.youtube.com/watch?v=RoEdTwByb2I

Note that a component or object oriented WBS bears strong resemblance to a Product
Breakdown Structure (PBS). In fact, the video explains the PBS as a type of WBS.
This can be seen as less ‘correct’, as a PBS is by nature different from a WBS, but different
standards simply consider the PBS as a WBS, as they both serve the same purpose: breaking
down the work that needs to be done in the project.
The required level of detail of the WBS may also depend on the preference and experience of
the project team. The ‘lowest’ level activity that the WBS identifies is called a work package.
The WBS should be breaking down the work in the project to such a level of detail that the
resources required for executing the work packages can be estimated with some level of
adequacy. The following video again discusses the WBS, but from minute 22.46 on it
discusses the level of detail and the work package.
https://www.youtube.com/watch?v=VVljo-u66qk&t=366s
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The WBS is the ‘heart’ of the project plan as it is the basis for estimating resources,
scheduling the activities and allocating resources. Paying adequate attention to the quality of
the WBS is therefore essential.
Quality criteria include
- 100% rule: The sum of the subordinate activities of a breakdown forms the complete
broken down activity.
- Verbs + nouns: As a WBS is breaking down ‘work’ or activities, the logical description format
(for all elements) is a verb + a noun.
- Consistency: A breakdown of an activity in the WBS should lead to lower-level activities that
are mutually distinctive.
- Unique identifiers: The WBS should include a unique identifier code (number) for each
individual activity.
As project management is also an activity that needs to be performed in the project, the WBS
should also identify the project management processes/activities.
WBS can be depicted as a hierarchical ‘tree’ structure, but also as a list (see below). The
choice of format is often free.
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Refer to the content at ENTRY POINT 4 of the learning activities for further reading about
WBS/PBS.

Transfer Task
Develop a WBS for your project.
Do this by:
o Breaking down the work in the project, for its total scope, at least four levels deep.

Case Study
Assessment
Assessment Criteria
o Breakdown criteria are consistently applied.
o WBS shows adequate level of detail.
o WBS is technically correct and complies with the quality criteria.
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Scheduling the Project
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to schedule the work packages of the project in a timeline
You want to understand how you can speed-up the project

Outcome
Participant can schedule the work packages of the project in a consistent work schedule that
takes into account the interrelations between the work packages and the resource
limitations of the project.

Content
The schedule or ‘timeline’ of a project and the project’s activities is one of the most
important variables to plan and control in the project. This learning card discusses how to
schedule the project’s activities in a comprehensive project schedule and how to optimize
this schedule.
The required depth and detail of the schedule depends on the complexity, dynamic and
context of the project.
A high level overview of the project’s schedule may be provided by a Project phases &
Milestones plan. A more detailed schedule can be made in the form of a Gantt chart. Quite
often both methods are used, with the Phases & Milestones plan showing a high-level
overview and a Gantt chart showing the detailed schedule of activities within the phases.
In a Phases & Milestone plan, an overview of project phases and milestones are given.
A phase in this context is described as ‘a large meaningful portion of work that can be used
to monitor the progress of the project. We have come across phases in the discussion of the
WBS. In a phase based WBS, the first level of breakdown of the project’s work should give us
an overview of potential phases.
Milestones are important events or achievements in the project. Typically the end result of a
project phase will represent a milestone, but also within phases milestones may appear.
The following figure shows an overview of phases and milestones for the organization of a
wedding.

The following instructional video provides more insight in the method of milestone planning.
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https://www.youtube.com/watch?v=aJcd1rQ0Z9w
It is good to realise that milestones, especially the ones that mark the transition from one
phase to another, may also be logical decision moments for the project owner or project
board. These may be ‘go / no-go’ decisions on the continuation of the project, but also
decisions on how to continue the project.
Phases therefore logically should not overlap, although in practice some activities of a followup phase may already be executed during the predecessor phase.
As the video already mentions, a Phases & Milestone plan may be enough to plan and
control a small project, but most projects have a somewhat higher complexity. Therefore,
the project’s phases will need to be schedules in more detail. A frequently used method for a
more detailed schedule is a Gantt chart.
In order to develop a Gantt chart, a good understanding of these activities is an absolute
requirement. This is done in the Work Breakdown Structure (WBS). If your project does not
have a good WBS yet, pick up that learning card first.
When the project’s activities / work packages have been identified in sufficient detail, the
project schedule can be developed. Developing an optimal schedule will most likely require
some iterations of the activities described in this learning card, so the reality may not be as
straights forward as described here.
o

The first step is to estimate how long an activity / work package will take. This is
called ‘Duration’. The duration of an activity is depending in the amount of work that
an activity requires (‘Effort’ or ‘Work’) and the number of resources that are
allocated to the activity (‘Resources’).
An instructional video about estimating duration, work and resource allocation can
be found here:
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https://www.youtube.com/watch?v=ktUSe7xUrJg
Logically, allocating more resources to an activity will reduce the duration of an
activity, however, adding resources also increases the coordination effort that needs
to be done during the execution of an activity. The number of allocated resources
need to be optimised for an efficient execution of the activity within an acceptable
duration.
It is hard to give generally applicable ‘rules’ for this. The project planner or project
manager should consider the experience from earlier projects here and apply
common sense.
(PS. In the video, the software tool Microsoft Project is used to create the Gantt
chart. It is recommended to use specialised software for the creation of project
schedules, as they provide many practical functionalities for this.)
o

The scheduling of project activities also needs to take into account the
interdependencies between activities. For example, Activity B (serving coffee) can
only be done when Activity A (making coffee) is completed. This is called a Finish to
Start (F-S) interdependency: Activity B can only start after Activity A is finished. F-S
interdependencies can be found quite frequently in any project schedule, and help
us in developing a logical and realistic schedule.
Other logical interdependencies are:
- Start to Start (S-S): Activity B can't start before Activity A starts. For example:
Serving coffee and serving cake start together
- Finish to Finish (F-F): Activity B can't finish before Activity A is finished. For
example: Serving milk can’t finish before serving coffee is finished.
- Start to Finish (S-F): Activity A can’t finish before Activity B starts, is a bit more
rare than the other interdependencies. An example would be: The night crew
can’t go home until the day crew has arrived.
Interdependencies between activities are not ‘made up’ by the project manager or
artificially added. They are a ‘fact of life’, following the natural sequence of activities.
Recognizing these interdependencies and including them in the project schedule is a
requirement for building a coherent and actionable schedule. Failing to recognize
interdependencies may cause interruptions and inefficiencies during the execution of
the project, as project team members may have to wait for other activities to be
completed.
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o

When the durations of all project activities are estimated, and their
interdependencies established, the total project schedule will show the total
duration of the project and the expected moment the project is completed. This
moment of completion is determined by the ‘critical path’ of the project activities.
The critical path is the sequence of project network activities that add up to the
longest overall duration. This determines the shortest time possible to complete the
project.
For the project manager it is important to understand which activities for the critical
path, because a delay in these activities will delay the total project.
The next video discusses the “critical path method” as a critical path based method
to managing the project schedule.

https://www.youtube.com/watch?v=rxGcV0tuxRU
o

Of course, it may happen that the drawn up schedule and the critical path result in a
project delivery date that is not satisfactory. When the project needs to be sped up,
the critical path also provides an opportunity to shorten the total project duration, by
either "fast tracking" (i.e., performing more activities in parallel), and/or by "crashing
" (i.e., shortening the durations of critical path activities by adding resources).

o

An important perspective that should be taken into account when scheduling the
project activities is the overall resource requirement of the project. The workload of
the project team members consists of the sum of the workloads of the individual
project activities that the team members are allocated to. This workload needs to be
‘levelled’, so that the team members have a more or less equal workload during the
weeks they are involved in the project. This optimisation of the schedule is called
resource levelling.
A peak workload during certain time periods can perhaps be handled with additional
resources, but changes in the project team should not happen too often, as every
new team member needs a learning curve to reach an high level of performance and
every team member that leaves the team also implies a loss of knowledge and
experience in the project.
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Refer to the content at ENTRY POINT 5 of the learning activities for further reading about
project scheduling.

Transfer Task
Develop a schedule for your project.
Do this by:
o Determining logical phases and milestones of the project.
o Estimating the durations of all project activities / work packages.
o Establishing the interdependencies between the activities.
o Documenting the schedule in a Gantt chart.

Case Study
Assessment
Assessment Criteria
o Phases and milestones are logical.
o Gantt chart shows adequate level of detail.
o Gantt chart is consistent with the project’s WBS.
o Interdependencies between project activities are shown.
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Organizing the Project Team
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to allocate work packages to project team members
You need to design an adequate project organization

Outcome
Participant can organize the human resources in the project in an efficient and effective
project team organization.

Content
The project work packages need to be performed by project team members. Therefore, the
team members need to be allocated to the work packages (or tasks). This can be done using
a RACI matrix. In this matrix, the project work packages are listed vertically and the project
team members or project roles are listed horizontally. The allocation of the team members
to the work packages is done by placing a letter (R = Responsible; A = Accountable; C =
Consulted; I = Informed) indicating their role in the execution of the particular work package
in the column of the respective team member. The following video explains this:

https://www.youtube.com/watch?v=1U2gngDxFkc
Of course, the project team members need to be informed of their tasks and the project
manager needs to ensure that they are motivated and competent to do the job.
A less directive way to assign work packages to project team members is to let them choose
the work packages they want to work on themselves. This ‘self-managing’ style is used in
many of the Agile approaches to project management and may have a positive effect on the
motivation of the team members. However, there are also some conditions to make a selfmanaging team work. Please see the learning card ‘self-managing teams’ for this.
The project team is a temporary organization that is specifically set up for the project and
often consist of team members from different organizations and departments. The
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organizational structures of the regular organizations and departments therefore do not
apply in the project. It is important that the project team is organized according to the roles
of the team members in the project. And these roles are not the same as their roles in the
regular organization.
The project manager manages the project team functionally, primarily aimed at realizing the
objective of the project. Next to the project manager, a project team member will normally
also have a hierarchical management in the regular organization. It is important that the
project manager builds a contact with the hierarchical managers of the team members in
order to discuss the performance, wellbeing and development of the team members.
Responsible for building the project organization is the Project Manager. Other typical roles
in the project are Project Owner, Project (Core) Team Member and Project Contributor. The
table below describes the characteristics of these four roles.
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Characteristics Project owner

Number of
persons

•One (for small
projects) or two to
maximum four
(for larger
projects)

Other names
used for this
role

•Project owner,
project sponsor,
project steering
committee,
project
supervisory
board, etc.

Importance for
project success

•Very high

Tasks

•Realization of
project-related
organization
interests
•Strategic project
management
•Provision of
context
information
relevant for project

What the role
should not do

Competencies

Recruiting

•Performance of
the tasks of the
project manager
•Arbitrator for the
project team
•Industry
•Company/organiz
ation
•Project
management
•Strategic
orientation and
decision-making
abilities
•Social
competence
•Managers affected
by the project
results

Project manager

(Core) Project
team member

Project contributor

•One person
• In large project
sometimes two,
but with one as
final responsible.

•Several persons,
but each with a
distinctive role.

•Several persons,
but each with a
distinctive role.

•Project manager,
project leader,
project coordinator, project
director etc.

•Project team
leader, project
core team
member, project
management
team member
project engineer,
etc.

•Project
contributor;
expert, project
worker etc.

•Very high

•High

•High

•Realization of
project interests
•Strategic and
operative project
management
•Ensuring project
information

•Executing work
packages
•Possibly leading a
sub-team
•Participating in
project team
meetings
•Contributing to
project
management and
project marketing

•Contributing to
work packages
•Participating in
sub team
meetings

•Only work on the
project content
•Only tasks as
•Expert on the
expert
project content

•Participating in
project team
meetings

•Project
management
•Company/organiz
ation
•Industry / Product
•Social
competence

•Content expert
•Project
management
•Social
competence

•Content expert
•Basic
understanding of
project
management
•Social
competence

•PM expert pool
•Sometimes:
external market

•Expert pool (or
department)
•Sometimes:
external market

•Expert Pool (or a
department)
•External market
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(Based on Huemann, M. (2015) HRM in the Project Oriented Organization, p. 85)
In the project organization, the project manager should design and describe not only the
different team roles, but also how these roles cooperate. For example, who reports to
whom? Which meeting and reporting structures are set up for the project, etc.
Refer to the content at ENTRY POINT 6 of the learning activities for further reading about the
project organization.

Transfer Task
Develop an efficient and effective project organization for your project.
Do this by:
o Defining the roles of the project team members and project contributors.
o Developing an organizational structure for the project team.
o Describing the project communication and reporting structures.
o Developing a RACI matrix.

Case Study
Assessment
Assessment Criteria
o Clear distinction between roles in the regular organization and project roles?
o Project roles clearly defined?
o Organizational, communication and reporting structures efficiently set up?
o RACI consistent with the WBS?
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Analysing Project Risks
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to decide how to handle the potential risks in the project
You want to anticipate potential risks in the project

Outcome
Participant can identify and assess the relevant risks of a project and design effective risk
response actions.

Content
An important aspect of project management is the appropriate handling of risks. A risk can
be defined as “An uncertain event or set of events that, should it occur, will have an effect on
the achievement of objectives” (Office of Government Commerce, 2009). This definition
highlights the main characteristics of risk: Uncertainty and Impact.
Uncertainty implies that the event or condition that causes the risk may occur or may not
occur. That also means that risks are always referring to the future. Events that have already
occurred and generated a negative impact are not called risks anymore. These are now
‘issues’.
Fortunately, not all risks will happen and therefore turn into issues. Risk management is
about planning and taking appropriate actions to handle risks. And as these actions will
inevitably have a price, it is important to balance the costs of an action with the potential
impact of the risk.
It is good to realize that it will be impossible to remove all risks from a project. There will
always be risks, but the level of risk of a project should be acceptable for the stakeholders
involved.
Impact generally refers to the disturbing effect the occurrence of the event the risk refers to
will have on the objectives of the project. However, a risk may also refer to the project goal.
A risk management plan is a logical part of any project plan, as it is always good to prepare
for uncertainties. The risk management plan is developed in the planning phase of the
project and requires the following three activities: identifying risks, assessing risks and
planning risk response actions. An instructional video on this can be found on youtube:
https://www.youtube.com/watch?v=-E-jfcoR2W0&t=216s
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In Identifying risks, the potential risks of the projects are listed. This may be done in a
brainstorm with the project team, but also a more systematic review of the project’s
activities (listed in the WBS) may be done.
Focus on events that cause risks. For example, not meeting the project’s delivery date may
look like a risk, but in reality is the impact of a risk. The risk is the event or condition that
caused the project to go over time.
In Assessing risks, the risks are assessed on the key variables: uncertainty (often called
probability or likelihood of occurring) and impact (in the video called consequence). Plotting
the risks on a matrix with these two axes, the so called Probability/Impact grid, provides a
comprehensive overview of the risks of the project.
With colours, the severity of the risks may be indicated, as is done in the video, although the
severity of a risks is a subjective perception that will depend on the risk-attitude of the
stakeholder(s).
In Planning risk response actions, the strategies are planned to handle the identified risks.
Per individual risk, one or more actions should be determined and planned. Typical risk
response strategies are:
o Avoid,
Avoiding the risk by removing the cause of the risk or deciding not to start or
continue with the activity that the risk may impact.
o Mitigate,
Reducing the likelihood or impact of the risk. The likelihood of a risk may be reduced
by gathering more information about the event, although for many risks, especially
external risks, it may not be possible to influence their likelihood. In that cases it
may be an option to reduce the impact when the risk occurs, for example by having a
contingency plan ready.
o Transfer,
Sharing the risk with another party or parties. This action may be limited to the
financial consequences of a risk, for example by insurance or performance contracts.
o Accept,
For risks with low likelihood and low potential impact, it may be acceptable to not
take any action.
The planned risk management actions need to be integrated into the project plan by
including them in the WBS and assigning them to project team members that will perform
the activities.
The total costs of the risk response actions may be considered the risk budget of the project.
On top of this budget for the foreseen and identified risks, a reservation for unforeseen risks
may be added.
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Transfer Task
Perform a structured risk analysis for your project.
Do this by:
o Identifying the project’s potential risks.
o Using the probability/impact grid to analyse the severity of the risks.
o Plan an appropriate risk response strategy and risk management actions to handle
each identified risk.

Case Study
Assessment
Assessment Criteria
o Learner performs the three steps of developing a risk management plan in a
structured way.
o Risk response actions are well specified and concrete.
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Project Benefits and Business Case
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You want to understand how the project is of value to the customer
You want to understand how the costs of the project can be compared with the benefits

Outcome
Participants can identify the benefits of a project for the customer organization and are able
to contribute to the business case..

Content
In the LC about objectives and goals we have highlighted the difference between the
project’s objectives and the project’s goal. As a reminder, we defined objectives and goals as
follows:
Project objective: the creation or development of the project deliverable within defined
conditions of time, money, quality and other conditions.
Project goal: the effect that the project owner aims to achieve with the usage of the
project’s deliverable in the permanent organization (also referred to as project benefits,
outcome or aim, or investment objective or business objective).
The definition of the project goal refers to the benefits the project owner hopes to achieve
with the deliverable that the project realizes. And although the realization of these benefits
will normally not be the responsibility of the project organizations, knowing what the
intended benefits and the project goals are is still important for a project manager. First of all
as the realization of benefits may be influenced by the way the project is executed, a poor
image of the project may result in a deliverable that nobody wants to use, and secondly
because the benefits ‘pay’ for the project.
As benefits can only be realized after the realization of (part of) the deliverable, they
normally lie in the future. This creates uncertainty and risks about their realization at the
moment the decision needs to be taken to start the project and start investing in the project
organization. The document that shows the expected cost/benefit analysis of the project,
and thereby the justification for the investment, is called the Business Case. An instructional
video on the business case can be found on youtube:
https://www.youtube.com/watch?v=c95wGysj9Nc
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,

It is important that the business case starts with a good identification and understanding of
the benefits the project brings. This is not directly about financial numbers, but first about
understanding what the changes and other effects are that the project’s deliverable will
bring to the users of it. This first understanding may be documented as a list or a schematic
map. Only after this ‘benefits mapping’, can an estimation of the financial impact of the
benefits be made.

Transfer Task
Make a schematic map of all benefits that the deliverable of your project will bring to its
users.
Ask your project owner or client for the business case of your project. Was one developed?
Does it show costs and benefits? Was a return on investment calculation made?

Case Study
Assessment
Assessment Criteria
o Learner develops a realistic benefits map.
o Benefits are presented from the perspective of the users/client.
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The project manager during the execution phase
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You want to understand what the daily work of the project manager looks like.

Outcome
Participant can design effective monitoring and control actions for managing the project
execution.

Content
You may ask yourself why there is a LC about the (daily) work of a project manager? After all,
you are a project manager and you are certainly busy all day with making sure the project
runs smoothly. Well, this LC is to inspire you to take a different look at the daily work of a
project manager.
The image of the work of a project manager is that of the central person in the project
organization, without whom everything would come to a stop. Always talking to team
members, handing out work packages, checking progress, assuring that the right quality is
delivered, reporting to the project owner and constantly (re)planning of the project’s
activities. Bow.. Does your day look like that?
Let us take the task of the operational management of the project team. Is it really necessary
that the project manager tells the team members what they should do? If the project plan is
well developed, and the team is competent and committed, the team members know what
to do, right? And probably even better than the project manager.
This model of a team managing itself is called a self-managing or self-organizing team. Now,
you might think ‘this can never work’, but under the right conditions, self-managing teams
can be highly successful as the problem-solving capacity of the team is stimulated. Please
mind that there are quite a few conditions for self-managing teams to be successful, such as
a clear and shared goal, transparent progress, a not-to-large group and group cohesion and
reflection, but more autonomy within the project team creates more time for the project
manager to engage with the external stakeholders.
As stakeholder satisfaction is a crucial part of the success of the project, a substantial part of
the attention of the project manage should be directed towards the context and
environment of the project. The LC about working with stakeholders provides some useful
insights for this.
Another aspect that project managers should consider is that it is impossible to change the
past. The message behind this ‘open door’ is that project managers should spend as little
time as possible on recording and reporting what happened in the project. That is the past,
and although it is important to know what has happened, it is not creating the success of the
project. No, the success of the project is in the future and project managers should devote
the majority of their time to ‘changing the future’ in the form of improving the project
organisation, making staffing decisions, developing the teams, implementing tooling to
improve efficiency, influencing stakeholder’s views, etc. Of course, knowing what is going on
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in the project, and analysing the causes for that, is a fundament to build on, but the main
orientation of the project manager should be on the future.

Transfer Task
Review your daily work as a project manager and record for every activity whether it is
registering the past (P) or changing the future (F). Record also whether the activity is
internally / team oriented (I) or externally / stakeholder (E) oriented. Keep a diary of your
project management activities for minimal one week and add up how much time you spend
on I/P, I/F, E/P and E/F activities. Reflect on whether your balance of activities is satisfactory
or whether you would prefer to change it.

Case Study
Assessment
Assessment Criteria
o No assessment.
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Controlling and reporting
Work Load
30-45 minutes of initial reading time
Total work load including case, feedback, adjustments, additional reading materials
hours
1 LC = .33 ECTS

10

Trigger
You need to report the status of the project in a progress report.
You want to understand how to effectively control the project.

Outcome
Participant can develop an effective project progress report.

Content
One of the tasks of the project manager during the (execution of the) project is reporting.
Three types of reports may be distinguished: Plan triggered reports, Time triggered reports
and Event triggered reports. It is good to define these reports in the project (management)
plan.
Plan triggered reports are triggered by the calendar and typically report status or progress. A
typical example of a time triggered report is a periodic progress report.
Event triggered reports are intermediate reports are exception or issue reports that report
events that cannot wait until the next progress report. A typical trigger for such a report is an
occurring risk or other exceptional condition.
A periodic progress report is the logical outcome of the project controlling process of project
management. In project controlling, the project manager together with the core team of the
project, reviews the status of the project. They ‘take a step back’ to review the ‘big picture’
of the project and to take or propose actions that are necessary for the (future) success of
the project.
Project controlling is a periodic process that the project manager should plan in the project
plan. It is different from the daily ‘project coordinating and monitoring’ tasks of the project
manager.
The project progress report will be reported by the project manager to the project owner or
project board. In the progress report, the status of the project is logically reported on a
number of control variables. These variables include the ‘iron triangle’ of time/schedule,
cost/budget and quality. However, additional control variables, such as risks, benefits,
stakeholder interests and team development should be added.
Following the LC about the tasks of the project manager during project execution, the project
manager should as much as possible be future oriented. For the project progress report this
means that the project manager should have a proactive approach towards progress
reporting. Of course, reporting the status of the project is an obligation for the project
manager, but it is also an opportunity. Therefore the project manager should for every report
to the project board ask herself or himself what decision or actions of the project board are
needed in order to improve the execution of the project and/or to influence the perception
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of that success. Reporting is an opportunity to speak directly to important and influential
stakeholders of the project and a proactive project manager utilizes this opportunity.

Transfer Task
Review the template of the periodic progress report of your project. Which variables does it
report?
And does the report template allow the project manager to improve the conditions for
(future) success?

Case Study
Assessment
Assessment Criteria
o No assessment.
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