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Legal Disclaimer and Notice

Project Management Professional (PMP), Certified Associate in Project Management (CAPM), 
and Project Management Body of Knowledge (PMBOK) are registered trademarks of the Project 
Management Institute, Inc. (PMI). This book is not affiliated with, endorsed by, or sponsored by 
PMI.

This book is designed for educational purposes only. While every effort has been made to pro-
vide accurate and up-to-date information, PMP exam content, policies, guidelines, and pricing 
may change over time. Readers should always refer to PMI’s official resources for the latest exam 
updates.

The author and publisher assume no responsibility for exam outcomes, business decisions, or 
any consequences resulting from the use of this book. Use this material at your own discretion.
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Source Materials

The content in this book is partially based on:

â	 A Guide to the Project Management Body of Knowledge (PMBOK Guide) – Sixth Edi-
tion, Project Management Institute, Inc., 2017.

â	 A Guide to the Project Management Body of Knowledge (PMBOK Guide) – Seventh 
Edition, Project Management Institute, Inc., 2021

â	 Agile Practice Guide, Project Management Institute, Inc. and Agile Alliance, 2017.
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Chapter 1
Introduction

Congratulations on taking the first steps to prepare for the Project Management Professional 
(PMP) exam! This book is your comprehensive guide to study for and pass the latest version of 
the PMP exam.

Preparing for this exam is a massive undertaking, and this book spans 25 chapters and covers 
a wide range of material, everything from foundational project management terms to the more 
complex ideas, concepts, and formulas. After reading this book thoroughly, you’ll be more than 
ready to pass your exam come test day.

If you’re looking to jump straight to information about the PMP application process and exam 
requirements, head to Chapter 2.

Why You Should Get Your PMP
Earning your PMP certification is one of the most important milestones a project manager can 
achieve in their career. Thousands of companies worldwide recognize the PMP certification as 
the gold standard of an experienced project manager, and over a million project managers world-
wide are PMP certified.

Through passing the exam, employers will be confident in your ability to implement the best 
practices of project management in any environment, manage and coach project teams, and suc-
cessfully lead projects to completion. It cements your knowledge as a project manager and gives 
you a significant edge over non-certified PMP project managers in both your career progression 
and your ability to compete in the job market.

The PMP is more than just an exam that you pass and earn a piece of paper to hang up on your 
wall. It’s a well-known, powerful credential that will significantly increase your salary, promote 
career growth, and establish your professional credibility.

Increased Salary

PMP certified project managers earn an average salary of $123,000 per year compared to the 
non-certified project managers’ salary of $93,000. If we do the math, PMP certified project man-
agers make about $30,000 more and 32% more per year than non-certified project managers.

That’s a pretty impressive yearly number, but let’s put it into perspective across an entire career.
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If you worked for 30 years with your PMP certification, the salary boost could add up to more 
than $900,000 in additional earnings. That’s close to a million-dollar increase in pay over the 
course of your career when you have your PMP compared to working without one.

Career Advancement and Industry Recognition

In addition to increased earning potential, holding a PMP certification will advance your career 
in many different ways. Due to the difficulty of the exam and requirements to take it, only around 
5% of project managers worldwide have a PMP certification. It’s a very prestigious and widely 
recognized certification across multiple industries, organizations, and countries.

You can leverage your PMP on your resume and LinkedIn to attract more potential job offers and 
opportunities. You can also use your PMP to advance your career internally when you’re already 
employed. Many high-level leaders, such as C-suite executives, SVPs, VPs, and department man-
agers have been project managers or played the role of a project manager for a lengthy portion 
of their career.

Whether you’re aiming for a promotion at your current job, searching for a new project manager 
position, or proving you have the skills to manage a complex project, being PMP certified will 
open a lot of doors in your career and make you stand out.

Greater Job Security

Given the need for skilled project managers, PMP certified project managers can expect much 
greater job security. Employers highly value certified PMPs, and certified PMPs are much less 
likely to be affected by layoffs or workforce reductions compared to non-certified project man-
agers.

Global Opportunities

Even though the PMI (Project Management Institute) is a US-based organization, the PMP certi-
fication is renowned worldwide. This can open doors to networking globally, international job 
opportunities, and can also make you a strong candidate to work either remotely or in-person in 
many countries.

Leadership Skills

A good project manager not only knows how to manage a project, but also can coach and lead a 
project team. Understanding how to identify and talk to stakeholders, delegate responsibilities, 
coach employees, and stay on top of deliverables are skills that translate well into many leader-
ship positions.
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Get the Most Out of This Book with Our Study Tips
When working through this book, don’t just passively read. Focus on engaging actively when 
you read and apply the material through note-taking, practice tests and exams, and other recom-
mended study methods.

Use the following strategies to get the most out of this book.

Read Out Loud

One trick that will maximize your learning throughout this book is reading out loud. While 
you’re reading, speak the words aloud as if you were reading to another person or a group. This 
will keep you dialed in and improve your focus. It will also significantly enhance your memory 
because you’re activating both visual and auditory learning. Try it out in Chapter 3, where we 
begin our official exam prep and see how it works for you!

Use Active Reading

Active reading is reading with the intent to understand, not just looking at the material or rush-
ing through it. To read actively, try highlighting important information in different colors with a 
marker, rephrasing topics in your own way through note taking, or creating questions you want 
to find the answers to in the chapter.

Create a Study Plan

Failing to plan is a common way that exam candidates struggle to get through exam preparation. 
To avoid this, set aside pre-planned study time each week for a certain number of weeks.

For example, an 8-week study plan might look like this:

Week 1-6

â	 Read and take notes on four chapters of this book per week.

â	 Take 2-4 practice quizzes per week.

â	 Supplement additional learning from other materials such as video as needed.

â	 Read through your notes on previous chapters 2-3 times per week.

Week 7-8

â	 Finish studying this book and completely review your notes, focusing on improving weak 
areas with further review and resources like an online video course.

â	 Take 2-3 practice exams, while focusing on fully simulating the exam testing environment. 
We’ll discuss this more later in the book.
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While this is just an example of a study plan, you should create one on a schedule that works for 
you and that you feel comfortable following. Additionally, you may choose other methods of 
studying such as joining an online study group, creating flashcards (either physical or digital), 
and using additional study resources. Create your own study plan and stick to it in order to best 
prepare for the exam.

Commit to Chapters

Aim to read chapters in their entirety and try to avoid ending your study session in the middle of 
a chapter. Completing a chapter in one sitting will help you retain information and provide a full 
understanding without continuously revisiting chapters. It will also help you feel accomplished 
during every study session and motivated to keep going.

Learn to Apply Study Knowledge

Rather than focusing on pure memorization, focus on actively applying the knowledge and con-
cepts you learn from this book and your other study resources. This can be done by both apply-
ing study knowledge to practice questions, and during your real-life work as a project manager.

Project management in the real world requires the ability to understand, explain, and apply con-
cepts. It will be the exact same way on the exam, and expect to see questions on the exam that test 
practical application. When studying, always ask yourself, “How would this fit in a real project, 
and how might I see this appear on the exam?”

Utilizing External Resources Outside of This Book

While this book is comprehensive, there are also other resources that can help supplement your 
learning.

Here are some additional resources that can improve your studying:

â	 PMI Study Hall: PMI’s Study Hall (Essentials or Plus) offers excellent additional prepara-
tion tools for the PMP exam. PMI Study Hall is available on PMI’s website directly.

â	 PMBOK Guides & Agile Practice Guide: The current exam is heavily based on PMBOK 
Guide 7th Edition, PMBOK Guide 6th Edition, and the Agile Practice Guide. You don’t 
need to read these books completely, but it’s worth picking them up for a quick read if you 
have time.

â	 TeachMeIT Resources: You can utilize practice tests, study guides, and more resources 
from our website (teachmeit.co), YouTube, Udemy, and other online courses.

Copyright TeachMeIT / Nicholas Mendez



Chapter 1: Introduction  |  7

Practice Exam

At the end of this book, you will find a full-length practice exam designed to test how well you 
can apply theory into an exam simulation. Additionally, I recommend you take at least one other 
full-length practice exam prior to taking the official exam. As time consuming as it can be, taking 
practice exams is far more time and cost-effective than having to retake the PMP entirely.

Introduction Summary
In this chapter, we introduced the purpose of this book, discussed why you should get your PMP 
certification, highlighted the benefits of being certified, and shared our practical study tips to get 
the most out of this book.

Regardless of where you are in your project management journey, this book is a complete re-
source for your PMP exam preparation.

When you’re ready, continue on to the next chapter, which covers PMP exam eligibility, applica-
tion process, and educational/contact requirements.
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Chapter 2
PMP Exam Eligibility, Application, Overview,  

and Certification Process

PMP Exam Overview and Process
Earning the PMP is a significant milestone in any project manager’s career. However, before 
taking the exam, you must meet certain eligibility requirements, complete the exam application, 
and be accepted to take the exam.

This chapter will cover aspects of the PMP certification process, from applying and passing the 
exam to maintaining your certification. We’ll examine the three main eligibility requirements 
that must be met to take the exam, the application process, an overview of the exam, and how to 
maintain your certification once you receive it.

PMP Eligibility Requirements: Formal Education, Work Experience, 
and Contact Hours
There are three eligibility requirements to take the exam, including formal education, project 
management work experience, and project management education hours. When submitting your 
application, you’ll need to provide sufficient proof that you meet all three criteria.

You can meet the eligibility requirements by fulfilling one of the three option combinations out-
lined in figure 2.1.
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Figure 2.1: The Three Main Requirements for PMP Exam Eligibility

Requirement #1: Formal 
Education

Requirement #2: 
Project Management 
Work Experience

Requirement #3: Re-
quired contact/study 
hours (PM Education)

Option #1 Second-
ary Degree

Secondary degree (high 
school diploma, associate 
degree, or global equiva-
lent)

Minimum of 5- 
year/60-month ver-
ifiable professional 
project management 
experience

35 contact/study 
hours are required 
UNLESS you have an 
active CAPM certifica-
tion OR are a gradu-
ate of a GAC-accredit-
ed degree

Option #2 Four-
year degree

Four-year degree (bach-
elor’s degree or global 
equivalent)

Minimum of 
3-year/36-month ver-
ifiable professional 
project management 
experience

35 contact/study 
hours are required 
UNLESS you have an 
active CAPM certifica-
tion OR are a gradu-
ate of a GAC-accredit-
ed degree

Option #3

Post-graduate 
Degree or GAC-ac-
credited Bachelors

Bachelor’s or post-gradu-
ate degree from a GAC-ac-
credited program* (bach-
elor’s degree, master’s 
degree or global equiva-
lent)

Minimum of 
2-year/24-month ver-
ifiable professional 
project management 
experience

35 contact/study 
hours are required 
UNLESS you have an 
active CAPM certifica-
tion OR are a gradu-
ate of a GAC-accredit-
ed degree

Requirement #1: Formal Education

The first requirement to be eligible to take the PMP certification exam is formal education. There 
are three available options for being able to fulfill the formal education requirement.

You must have one of the following academic qualifications to meet the formal education re-
quirement:

1.	 Secondary degree (high school diploma, associate degree, or equivalent)

2.	 Four-year degree (bachelor’s degree or equivalent)

3.	 Bachelor’s/Post-graduate degree from a GAC-accredited program (bachelor’s or master’s 
degree or equivalent).

The more advanced your education, the less project management work experience will be re-
quired.
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Requirement #2: Project Management Work Experience

The second PMP certification exam requirement is project management work experience. The 
specific amount of required work experience required varies based on your formal education 
level. This is most easily understood through figure 2.1.

As an example, only having a high school diploma or associate degree will require you to have 5 
years of experience; however, having a master’s degree would require you to only have 2 years 
of experience.

What Qualifies as Valid Project Management Experience

To meet the project management experience requirement, your work experience must involve:

â	 Leading Projects or Portions of a Project: Demonstrating leadership through real life 
work experience, such as leading projects, managing major aspects of a project, such as 
stakeholder communication, and making important project decisions.

â	 Directing Work: Managing both employees and material resources, overseeing project ex-
ecution, resolving issues, and ensuring the project’s objectives are met on time and within 
budget and scope.

You do not need to have the job title of “Project Manager” or any other title for your work expe-
rience to count toward exam eligibility, as long as your experience falls within the requirements, 
it will count.

Please note, only project management work experience from the past 8 years counts toward eligi-
bility requirements. Experience older than 8 years will not be considered when applying.

Important Note on GAC Degree

If you are a graduate of a GAC-accredited degree program, you will receive a 12-month credit 
toward the project management work experience requirement. You can also use the GAC course 
work to fulfill the 35 education contact hours requirement covered in requirement three.

Requirement #3: Required 35 Contact Study Hours

The third and final requirement to be eligible to take the PMP certification exam is to obtain 35 
project management contact hours through project management education. These study hours 
are required to ensure that candidates have a solid understanding of project management knowl-
edge prior to taking the exam.

Earning the 35 Contact Hours

To earn the 35 contact hours, you can complete a PMP preparation course online that is at least 
35 hours long and focuses on major exam topics or focus areas. There are many online providers 
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that offer courses specifically for the PMP and offer a certificate of course completion that can be 
included in your application.

Waiving the 35 Contact Hours

From the hundreds of PMP applicants I’ve worked with, most end up needing to complete and 
submit the 35 contact hours on their application. However, it is possible to waive the 35 con-
tact hour requirement if you either hold an active CAPM certification or have graduated from a 
GAC-accredited degree program.

Ex am Application, Payment and Scheduling, and Application Audit

When you’ve verified you meet the PMP exam eligibility requirements, you will create a PMI ac-
count and submit your exam application. Once your application is accepted, you’ll pay the exam 
fee and schedule your exam.

Figure 2.2: PMP Application Process Steps

Exam Application

After confirming exam eligibility, you can create an account and submit your application on 
PMI’s website. PMI may require you to submit proof of your formal degree, work experience, 
and educational contact hours during the application process.

After verifying your information and submitting your application, PMI will review and either 
accept or audit your application in approximately 3-7 business days.

Application Audit

PMI may randomly audit any PMP application. They do this to confirm that the project manage-
ment work experience and education that you’ve submitted are legitimate.

Copyright TeachMeIT / Nicholas Mendez



Chapter 2: PMP Exam Overview and Process  |  13

This does not happen to every application, nor should you panic if it happens to yours. If your 
application is audited, you will receive an e-mail notification and have 90 days to submit all the 
proper documentation to PMI directly through their website.

While passing an application audit is outside the scope of this book, rest assured that you will 
pass an audit as long as you have the appropriate documentation and work references.

Nick’s Tip:

Make sure that you have all your documentation and professional referenc-
es in place and ready before you submit your PMP application in case of an 
audit. Documentation that may need to be submitted could include a record 
of your diploma/degree or transcripts, signed work experiences from current 
or previous managers, and proof of the 35 project management contact hours 
(for example, a certificate from an online course). You can read more about 
PMI’s application audit process directly on their website.

Payment and Scheduling

Once PMI notifies you that your application is approved, you can pay the exam fees and register 
for the exam. Exam registration is currently done through PearsonVue, which offers both in-per-
son and at-home proctored testing options.

As of the time of the writing of this book, the PMP exam costs $405 for PMI members and $555 
for non-PMI members.

Retake Policy for the PMP Exam

In the event that you don’t pass the exam on your first try, you can retake it up to three times 
within one year, with each retake requiring payment of the full exam fee. After three consecutive 
failed attempts, you will have to wait one year before being eligible to retake the exam.

An Overview of the PMP Certification Exam

The PMP exam is very complex and consists of many elements. We’ll provide a brief overview of 
the exam in this section, and an in-depth overview in Chapter 24.

Time Limit and Breaks

The exam consists of 180 questions to be completed in a 230-minute time period, giving you ap-
proximately 1 minute and 20 seconds per question.

You will also have two 10-minute breaks during the exam, the first after reaching the 60- question 
mark, then the second after completing 120 questions.
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Types of Questions on the PMP Exam

The most recent exam questions focus heavily on applying project management concepts to react 
to real-world scenarios.

Common Question Formats

Multiple-Choice Questions: These questions present four answer options, and you must select 
the best choice. While there may be two or more options that seem correct, the correct answer will 
be the most appropriate one.

Multiple-Response Questions: Requires you to select potentially more than one correct answer 
from a list of provided answers. These questions will mention how many answers to select. For 
example: “Which are the benefits of stakeholder management? (Choose two)”.

Matching Questions: A list of items in one column that must be matched to terms in another 
column.

Drag-and-Drop Questions: These questions require you to drag and drop elements in the right 
place, such as ordering project phases in the right sequence from start to finish.

Post-Exam: Immediate Feedback and Survey

Once you have completed and submitted your exam, you will immediately receive a “pass” or 
“fail” result. There will also be a short survey at the end, allowing you to provide feedback on 
your exam experience.

Exam Content Structure: What’s Tested

The exact questions that will appear on the exam will be unique to each exam and each candidate, 
since the questions are randomly generated and impossible to predict exactly.

Despite the differences in questions that will appear from exam to exam, there are three major 
areas that represent where all questions will originate from:

1.	 People: 42% of the exam focuses on team leadership, soft skills, emotional intelligence, 
managing stakeholders, and person-to-person interaction in project management.

2.	 Process: 50% of the exam tests your knowledge on processes, tools, and techniques that 
are crucial to running a project.

3.	 Business Environment: 8% of the exam assesses how projects align with bottom line busi-
ness objectives and organizational strategy.

Copyright TeachMeIT / Nicholas Mendez



Chapter 2: PMP Exam Overview and Process  |  15

Project Management Approaches Tested

The current PMP exam does not solely test traditional (predictive) project management approach-
es as it did in previous, older versions.

About half of the current exam covers predictive project management, while the other half now 
covers agile and hybrid techniques.

Modern organizations will often use a mix of methodologies, making knowledge of traditional, 
hybrid, and Agile approaches increasingly important. You will encounter questions from each of 
these approaches on your PMP exam.

The Exam Content Outline

The PMP Exam Content Outline, published by PMI, gives an authoritative overview for under-
standing the distribution of questions and the focus areas you can expect to find on the exam. 
I recommend reviewing the PMP exam content outline directly on PMI’s website. It provides a 
very solid understanding of what exactly PMI wants you to know in order to pass the PMP exam.

Understanding the PMBOK 6 and PMBOK 7

The PMBOK 6 and PMBOK 7 are books published by PMI that focus on project management 
standards, terminology, guidelines, and best practices.

The current PMP exam is not based solely on the PMBOK 6th or 7th Edition. Instead, the exam 
implements information from both books, as well as other books such as the Agile practice guide.

The PMBOK 6th Edition focuses primarily on the 49 processes within five process groups (initi-
ating, planning, executing, monitoring and controlling, and closing), and the PMBOK 7th Edition 
emphasizes a principle-based approach through the 8 project performance domains.

Both guides are useful and worth reading, but not required, since we’ll cover the important con-
cepts from both guides in this book.

How to Maintain your PMP, PDUs and Payment Dues

Once you pass your exam and are awarded your PMP, the clock starts on your 3-year period until 
you need to renew your certification. The PMP certification currently requires 60 Professional 
Development Units (PDUs) to be submitted to renew your PMP for another 3 years after the set 
expiration date.

It’s crucial to renew your PMP Certification before it expires. If your certification expires, you 
will no longer be PMP certified and will need to retake the exam to be considered PMP certified.
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Maintaining Your PMP Is a Four-Step Process

Maintaining your PMP requires 4 steps, including earning PDUs, submitting PDUs, paying the 
certification renewal fee, and receiving the certification renewal confirmation.

1. Earn PDUs

Professional Development Units (PDUs) are required to renew your certification and are gained 
through continued education, such as watching webinars, attending PMI chapter events, teach-
ing others, and volunteering.

You can submit PDUs directly on PMI’s website. You can track how many you have at any time 
to check how on track you are to renew your certification.

PDUs are categorized into two main areas:

â	 Education: At least 35 PDUs must come from education (including courses, webinars, 
conferences, etc.), with specific sub-categories such as technical project management, lead-
ership, and strategic business management.

â	 Giving Back: Up to 25 PDUs can come from “giving back,” which involves activities such 
as volunteering, creating content, or teaching others.

You will need to submit 60 PDUs in total to renew your PMP certification.

Nick’s Tip:

Think of PDUs as the term that PMI uses around continuing education. You 
may have heard of other certification bodies utilizing Continuing Education 
Units “CEUs” which are similar to PMI’s PDUs. Keep in mind that PDUs are 
not the initial contact hours that you get from the 35 hours of PM training.

2. Earning, Logging, and Reporting Your PDUs

Once you’ve earned your PDUs, you will need to provide a record of the activities you’ve com-
pleted and submit them on PMIs website directly to get credited for them. Once you’ve complet-
ed and logged 60 PDUs, you will move on to step 3.

3. Pay the Certification Renewal Fee

After you’ve submitted your PDUs, you will need to pay a renewal fee to renew your certifica-
tion. Currently, the cost to renew your PMP Certification is $60 for PMI members and $150 for 
non-PMI members.
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4. Receive Your Certification Renewal Confirmation

After submitting your PDUs and paying your renewal fee, PMI will then process your certifica-
tion renewal. Once processed, PMI will send you a confirmation email, and extend your certifi-
cation for another 3-year period.

PMP Exam Eligibility, Application, Overview, and Certification 
Process Summary
In this chapter we introduced /the three main exam eligibility requirements, the exam applica-
tion process, an overview of the exam itself, and the process for maintaining this certification.

Before beginning your studies, make sure to verify you fit the exam eligibility requirements. In 
the next two chapters, we will begin studying the basic concepts of project management.
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Chapter 3
Introduction to Project Management Fundamentals

There are many factors that affect the success of a project, and applying project management 
fundamentals efficiently is often one of the most important. Before diving into more advanced 
concepts later in the book, we’ll start our exam prep in this chapter through building a strong 
foundation by learning these fundamentals.

In this chapter, we’ll learn what a project is, the meaning of operational work, the role of a project 
manager, who stakeholders are, the three main approaches to managing projects, and a few other 
essential concepts.

Key Terminology
Constraints: Limitations or restrictions on a project, typically involving time, cost, scope, quality, 
resources, or risks.

Deliverables: Tangible or intangible outputs produced to meet project objectives.

Milestone: A significant point or event in the project timeline that marks the completion of a 
major phase, deliverable, or important task.

Operational Work: Ongoing, usually permanent efforts focused on maintaining and supporting 
business processes, systems, or environments.

PMO (Project Management Office): A centralized team, group, or department that provides 
project management standards, tools, support, and training to an entire organization and any 
project managers. The Project Management Office (PMO) functions to ensure projects and em-
ployees have what they need to succeed.

Portfolio: A collection of programs and subsequent projects that are managed as a group to 
achieve strategic objectives.

Program: A group of related projects managed in a coordinated manner to achieve greater ben-
efits.

Project: A temporary endeavor undertaken to create a unique product, service, or result.

Project Charter: A formal document that officially authorizes a project and assigns the project 
manager authority to manage the project.

Project Life Cycle: The series of phases a project goes through from initiation to closure.
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Project Management: The structured application of knowledge, skills, tools, and techniques to 
achieve a project’s objectives.

Project Manager: The person responsible for leading the project, project team, and ensuring the 
successful completion of the project’s objectives.

Stakeholder: Any individual, group, or organization that can affect or be affected by a project’s 
outcomes.

Value: The benefit or worth a project provides to stakeholders and the organization undertaking 
the project.

Defining a Project and Operational Work
Projects are temporary business endeavors undertaken to create a unique product, service, or 
result. These projects are led by an appointed project manager who is in charge of a project team. 
Both the project manager and project team focus on accomplishing major project goals.

The desired goal of a project is to create a result that provides value for the organization under-
taking the project, as well as internal and external stakeholders.

There are 5 important characteristics of a project:

â	 Projects are temporary.

â	 Projects have unique deliverables.

â	 Projects are progressively changed, developed, and refined.

â	 Projects have a specific start and end date.

â	 Projects’ end result is to produce business value for both stakeholders and the organiza-
tion undertaking the project.

Projects and Operational Work

While projects are temporary and always have estimated or specific start and end dates, oper-
ational work is any consistent and ongoing effort that maintains a business. You can think of 
operational work as regular business operations that don’t include projects.

Projects are usually higher risk than operational work since they focus on innovation and change. 
Operational work, on the other hand, is typically lower risk because there are often established 
procedures and processes around the work.
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Figure 3.1: Examples of Projects and Operational Work

Information Technology Example of Project and Operational Work

 Project Operational Work
Upgrading all company computers to a new 
operating system. This involves researching, 
planning, purchasing, testing, installing the 
upgrade, and training employees on any new 
features. Once all computers have been up-
graded and employees are trained, the project 
is complete and closed out.

Providing ongoing technical support to em-
ployees who use the upgraded systems from 
the upgrade project. This operational work 
includes troubleshooting issues, performing 
regular updates, and responding to help desk 
tickets. The operational work continues indef-
initely as long as the systems are in use.

Sales Example of Project and Operational Work

 Project Operational Work
Implementing a new Customer Relationship 
Management (CRM) system. This involves 
researching a CRM solution, acquiring it, im-
plementing it, and training employees.

Sales people use the new CRM system to 
manage and reach out to clients, take notes, 
track sales, and continue day-to-day produc-
tivity and operations.

Projects, Programs, and Portfolios
Organizations often structure work into projects, programs, and portfolios in order to categorize, 
track, and manage business efforts. Figure 3.2 visualizes this hierarchy, placing portfolios at the 
top, related programs in the middle, and projects at the bottom.

By structuring their business efforts and work this way, organizations benefit by:

â Allocating resources and performing budgeting more effectively.

â Tracking and measuring performance across multiple areas.

â Ensuring all initiatives contribute real, measurable value to business goals.

Figure 3.2: Visualizing Portfolio, Program, and Projects
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Program

A program is a collection of related projects managed together. Programs help categorize projects 
with similar strategic and business goals to deliver maximum value.

Technology Program Example: An organization has a technology modernization program, 
which oversees multiple internal projects. The program includes new laptop upgrades for em-
ployees and cybersecurity improvement projects.

Portfolio

A portfolio is a collection of related programs and projects organized, tracked, and managed at 
a high level.

Technology Portfolio Example: An information technology portfolio that encompasses pro-
grams for technology upgrades, software implementations, and employee training initiatives, 
with programs containing individual projects below it.

The Role of the Project Manager
The project manager is often an experienced employee within an organization that manages all 
project activities and leads the project team to ensure successful completion of project objectives. 
The project manager is usually formally designated through a project charter.

A project manager must demonstrate qualities such as strong leadership, communication skills, 
emotional intelligence, and business understanding. During a project, they are responsible for 
leading meetings, acting as liaisons between the project team and stakeholders, advocating for 
the project team, removing obstacles, resolving conflict, managing resources, and ensuring proj-
ect success.

Project Manager Duties

â	 Leadership & Team Management

	 Responsible for guiding the project team and delegating tasks to meet project goals. This 
is more than just directing or managing work and making sure it gets done. It also in-
cludes motivating and building trust with the project team, guiding team communications 
through appropriate channels, and taking ownership to resolve any conflicts that may 
arise.

â	 Stakeholder Management

	 The project manager is responsible for managing any stakeholders that have an interest in 
the project. These stakeholders can be either internal or external to the organization that is 
undertaking the project. Stakeholders don’t always support a project; sometimes they are 
against the project or have a neutral approach.
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â	 Problem Solving

	 There are many different problems and roadblocks that will inevitably come up during a 
project, and the project manager is responsible for addressing them. This can also include 
navigating internal or corporate politics, managing resource or budget limitations, resolv-
ing team conflict, and any other issues that may appear.

â	 Risk Management

	 Risks can significantly impact a project, and project managers need to identify, assess, and 
respond to those risks. Often, this includes creating a risk management plan, monitoring 
risks, and proactively addressing risks before they are realized.

â	 Budget & Finances Management

	 The project manager is responsible for managing the project’s financial resources by track-
ing expenses, comparing them against the cost baseline, and ensuring the project remains 
within budget. This involves constantly making adjustments to address any monetary 
issues and prevent overspending.

â	 Cost & Benefit management

	 The project manager must balance costs with benefits. This involves using a cost-benefit 
analysis to ensure that the financial cost of the project creates real benefits and value.

â	 Quality Control

	 Quality control ensures that all the project’s deliverables meet documented and required 
quality standards. The project manager helps develop the quality standards, implement 
quality assurance processes for the project team to adhere to, and conduct regular inspec-
tions or testing.

Stakeholders
A stakeholder is any individual, group of people, business, or organization that is affected by the 
project’s outcomes. Since there are often many possible stakeholders, project managers and proj-
ect teams may prioritize communication for a few of the “VIP” stakeholders. These VIP stake-
holders usually have the most influence.

Stakeholders are:

â	 Project sponsors who provide direction for the project and sometimes funding.

â	 Internal project team members that execute on project plans and complete work.

â	 Customers or end users who are affected by or will benefit from the project.

â	 External vendors or contractors that provide materials, tools, knowledge, or labor.

â	 External regulatory agencies that ensure the project maintains compliance with any legal 
or industry regulations.
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Defining Project Management
Project management is the application of knowledge, skills, tools, and techniques to ensure proj-
ects achieve their intended successful outcomes and value. This book focuses on project man-
agement through the lens of the PMP exam, and we’ll cover all concepts, as you’ll need to know 
them for certification.

Deliverables of a Project
Deliverables are the outputs produced during each phase of the project. They are unique to the 
project, and every project has its own deliverables released at different intervals. For example, in 
a construction project, the deliverable (the finished building or structure) is delivered at the end 
of the project. We will discuss deliverables more in depth in other chapters.

Milestones of a Project
A milestone is a significant point or event on the project schedule that shows a major phase, 
deliverable, or task has been completed. You can think of a milestone as a checkpoint that helps 
indicate whether the project is on track and succeeding.

Examples of Milestones:

â	 Finalizing project requirements and scope documentation.

â	 Completing a physical prototype of a new product.

â	 Reaching the halfway point of the project timeline.

â	 Delivering the final, completed product or service to the client.

Nick’s Tip:

You may be familiar with OKRs or other concepts that are similar to mile-
stones. However, keep your focus on milestones for now, as they are more 
relevant for tracking project progress as it relates to the PMP exam.

Two Project Environments: Internal and External
Projects exist within two environments, known as the internal and external, that are relative to 
the organization.  It’s important to know these environments because they can influence all as-
pects of the project.
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Internal Environment

An internal environment involves projects that are specific to an organization, focusing on pro-
viding internal facing value. Internal projects have many internal stakeholders and very few 
external stakeholders.

Example: An IT hardware project to upgrade internal employees’ work equipment, such as new 
keyboards, headsets, monitors, and laptops.

External Environment

An external environment involves projects that deliver value to external parties, such as cus-
tomers, vendors, or the general public. These projects often have a mix of internal and external 
stakeholders and a primary focus on meeting the needs of external parties.

Example: A bank creates a mobile banking app for easy account access for customers.

Project Outcome
The project outcome is the end result of a project regarding the benefits and value it was created 
to deliver.

If the project is successful, it has accomplished its objectives and provided the value it was set 
out to create. If the project fails to meet its goals and objectives, it can be considered a failure. 
Achieving project success requires carefully balancing three constraints throughout the lifetime 
of the project. These three constraints are time/schedule, cost/budget, and scope, which we’ll 
talk about in the next chapter.

Value
Generating value is the fundamental goal of all projects, as they exist to deliver a positive benefit 
or outcome that meets stakeholder needs. Because value is subjective and a recurring theme in 
project management, understanding its impact is crucial for both the exam and real-world appli-
cation.

Nick’s Tip:

Not every stakeholder will agree on what a valuable project outcome is. The 
best way to know what stakeholders value and what specific end result they 
desire is to interview major stakeholders and understand their expectations of 
what they want the project to deliver. This is best done at the beginning stages 
of the project.
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The 3 Main Approaches to Managing Projects
There are 3 approaches to managing a project that you will need to know and that we’ll be cov-
ering frequently in this book.

Predictive

Predictive project management, also known as traditional or Waterfall, relies heavily on up-front 
planning and stable project conditions. It is often used by risk-averse organizations that value 
planning, have high budgets, and could be impacted by regulations. With this approach, the 
scope, schedule, and budget are well defined up front.

Adaptive

Known as adaptive or Agile project management, this approach focuses on speed to execution, 
flexibility, collaboration, and openness to change. This is best used for projects that are highly 
likely to change, in less risk averse organizations or where there is a need for quick execution.

Hybrid

Hybrid is a mix of both predictive and adaptive approaches. A hybrid approach is usually tai-
lored, which means it will take elements from both predictive and adaptive approaches and fit 
them to the project. This helps cater exactly to the project needs.

Working with the PMO
A Project Management Office (PMO) is an internal group within an organization that provides 
project management standards, tools, resources, guidance, best practices, knowledge and sup-
port to project managers, project teams, and any internal employee working on a project.

This support is part of Organizational Project Management (OPM), which focuses on connecting 
projects, programs, and portfolios together.

Project Documents
Project documents help organize, track, and communicate details about a project. They are cre-
ated for formal authorization of the project, to document risks, define how stakeholders will be 
engaged, and many other aspects of the project.

We’ll cover various project documents and their purpose in depth in Chapter 13.

Here are some examples of a few common documents:

â	 Project Charter: Formally authorizes the project, establishes its purpose, and assigns the 
project manager.
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â	 Stakeholder Register: Identifies and lists stakeholders and their roles.

â	 Project Scope Statement: Defines project work that must be completed in order to deliv-
er the project on time and correctly. Defining the scope helps prevent unnecessary work 
overall.

â	 Risk Register: Tracks risks and documents strategies for managing risks if they are real-
ized.

Introduction to Project Management Fundamentals Summary
In this introductory chapter, we laid the foundation for understanding the fundamentals of proj-
ect management. We discussed the definition of a project, the role of a project manager, who 
stakeholders are, the main approaches used for managing projects, and other important concepts 
such as deliverables, milestones, and value.

In the next chapter, we’ll dive deeper into basic project management principles and concepts, 
exploring topics such as project phases, methodologies, leadership styles, tailoring approaches, 
process groups, and processes.
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Chapter 4
Project Management Principles and Concepts

Building upon the fundamentals from the previous chapter, we’ll now focus on project manage-
ment principles and concepts. We will cover the 8 performance domains, 12 project management 
principles, project governance and compliance, the 5 process groups and 49 processes, leadership 
and management techniques, and the concept of tailoring.

These principles and concepts all impact different areas of a project, are closely connected to proj-
ect fundamentals, and will be covered more in depth throughout this book.

Key Terminology
Baselines: Reference points (scope, schedule, cost) used to measure a project’s actual progress 
against planned progress.

Compliance: Adherence to legal, ethical, or industry-specific standards and regulations.

Constraints: Any factors that limit the project, such as scope, time, and cost, which are interde-
pendent and significantly impact each other.

Organizational Governance Systems: Organization-specific methods and frameworks for man-
aging projects, programs, and portfolios.

Organizational Structure: The structure of an organization that impacts how projects are man-
aged, specifically regarding what manager project team members report to and what job duties 
they have.

Performance Domains: Eight important focus areas that encompass nearly every aspect of proj-
ect management.

PMIS (Project Management Information Systems): Technology tools used to manage various 
parts of a project, such as scheduling, resources, and reporting.

Process Groups: The five main stages in project management, including initiating, planning, ex-
ecuting, monitoring, and closing.

Project Governance: The authority, accountability, and decision-making processes that guide 
projects.

Risk: Any uncertain event that may positively (opportunity) or negatively (threat) impact project 
objectives if realized.

Stakeholders: Individuals or groups that are affected by a project’s outcomes.
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8 Performance Domains
The 8 Performance Domains are major focus areas that encompass nearly all aspects of project 
management. It’s very important to understand these domains to pass the exam, and the next 
eight chapters are dedicated to learning more about them.

1.	 Stakeholder Performance Domain: Focuses on identifying, managing, and communicat-
ing with stakeholders to ensure their needs and expectations are addressed effectively.

2.	 Team Performance Domain: Involves building, training, maintaining and managing a 
high performing project team.

3.	 Development Approach and Life Cycle Performance Domain: Addresses selecting and 
tailoring the development approach (predictive, hybrid, or adaptive) and managing the 
project’s life cycle.

4.	 Planning Performance Domain: Encompasses the planning of a project across many as-
pects.

5.	 Project Work Performance Domain: Explains strategies and managing project activities 
and deliverables, ensuring alignment with objectives and maintaining performance.

6.	 Delivery Performance Domain: Ensures the successful delivery of project outcomes.

7.	 Measurement Performance Domain: Assesses project performance using appropriate 
metrics, key performance indicators (KPIs), and evaluation methods.

8.	 Uncertainty Performance Domain: Navigates uncertainty by managing risks, including 
threats and opportunities.

12 Project Management Principles
The 12 Project Management Principles are PMI’s guidelines and best practices to help project 
managers lead projects effectively. Throughout your exam preparation, you will naturally start 
to understand and think about using these principles.

The 12 Project Management Principles Are:

1.	 Be a diligent, respectful, and caring steward.

2.	 Create a collaborative team environment.

3.	 Effectively engage with stakeholders.

4.	 Focus on value.

5.	 Recognize, evaluate, and respond to system interactions.

6.	 Demonstrate leadership behaviors.

7.	 Tailor based on context.

8.	 Build quality into processes and deliverables.

Copyright TeachMeIT / Nicholas Mendez



Chapter 4: Project Management Principles and Concepts  |  31

9.	 Navigate complexity.

10.	Optimize risk responses.

11.	Embrace adaptability and resilience.

12.	Enable change to achieve the envisioned future state.

Project Governance and Compliance
Project governance provides a structured framework specifically tailored to an organization, 
guiding how the organization plans, executes, and monitors projects. Governance helps ensure 
project success by establishing organizational standards for processes, systems, and accountabil-
ity.

Organizational Governance Systems

Organizational governance refers to organization-specific methods and strategies for managing 
projects, programs, and portfolios. By utilizing these internal systems, project managers and the 
Project Management Office (PMO) can ensure that projects are implementing best practices, ad-
dressing issues appropriately, maintaining control over resources, and are in line with strategic 
goals.

Compliance, Regulations, and Standards

Certain  projects, organizations, or industries may have to adhere to compliance requirements, 
regulations, or industry standards because of legal, ethical, or industry obligations. This ensures 
that projects maintain integrity and minimize risks.

Regulation Scenario: A database project that stores patient information for a hospital needs to 
adhere strictly to HIPAA regulations.

Compliance Scenario: A software development project for a FinTech company must comply 
with the Sarbanes-Oxley Act (SOX) requirements to ensure accurate financial reporting and pre-
vent fraud.

Standards Scenario: An internal cloud migration project for an organization may follow ISO 
27001 cyber security standards to ensure protection of sensitive data.

Define Roles and Responsibilities

We define the following project roles under project governance:

â	 Project Manager: The individual responsible for planning, executing, and managing the 
project.
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â	 Project Sponsor: The individual or group of individuals providing strategic or financial 
support for the project. Project sponsors often hold significant influence over the project 
and can provide guidance.

â	 Steering Committee: A group of senior stakeholders overseeing the project’s progress. 
Projects don’t always use a steering committee, and they’re more common in predictive 
than in Agile approaches.

Establishing Decision-Making Processes

Effective project governance includes creating structured procedures and protocols for deci-
sion-making and proposing changes to the project. For example, proposed changes to a project 
using a predictive approach often go through a change management process, where a Change 
Control Board (CCB) reviews the change and approves or rejects it. The change management 
process helps prevent unnecessary changes to the project.

Monitoring Project Performance

Monitoring project performance includes establishing metrics to collect and reporting systems to 
track progress and measure performance against baselines.

Project Management Information Systems

Project Management Information Systems (PMIS) are tools or software that help manage many 
aspects of a project including schedules, resources, risks, and reporting.

Inputs, Tools, Techniques, and Outputs (ITTOs)
Project management relies on a variety of processes (inputs), supported by tools and techniques, 
to achieve project objectives and deliver value (outputs). While in previous versions of the PMP 
exam ITTOs were important to memorize, the current exam doesn’t place much emphasis on 
memorizing them. Instead, the exam now focuses more on scenario-based questions and practi-
cal application of knowledge rather than memorization. Therefore, we won’t specifically address 
ITTOs in this book. However, knowing about them is still important for general project manage-
ment, and there are many videos and resources available online if you’d still like to learn more.

Risk Management
Risk management is the process of identifying, assessing, and developing response strategies for 
potential risks that could impact a project. Risks can be either realized or unrealized. Realized 
risks are risks that have already occurred in the past or are occurring in the present. Unrealized 
risks are risks that have been identified, have not occurred, but may occur in the future.
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Risks are usually identified in the beginning of a project, and a risk response strategy can guide 
the project team on how to respond to a certain risk. While most risks can be predicted, there will 
inevitably be risks in the project that were not predicted.

There are two types of risks, known as threats and opportunities:

â	 Threats: Negative risks that, if realized, could harm the project.

â	 Opportunities: Positive risks that, if realized, could benefit the project.

We will thoroughly discuss risk in chapter 12.

Project Management Concepts
The basic project management concepts are project baselines known as reference points, the three 
constraints (scope, time, and cost), the three types of organizational structure, the five process 
groups and 49 processes, and the PMI talent triangle. Throughout this book, we’ll cover many 
more.

Project Baselines

Project baselines are reference points used to measure actual progress compared to planned 
progress. The three main baselines are the scope baseline (what is being delivered), the schedule 
baseline (when it’s being delivered), and the cost baseline (what financial cost it’s being delivered 
at). We’ll explore baselines more in depth in Chapter 21.

Constraints

Constraints in project management are factors that influence project delivery, with the most 
common being scope, time, and cost. These 3 constraints are interconnected, meaning that a 
change in one will cause changes in the other two. For example, expanding the scope often in-
creases both time and cost. We’ll cover constraints in Chapter 21.

Organizational Structure

The structure of an organization is a major factor that dictates who employees report to and helps 
understand where they will spend most of their working time.

There are 3 types of organizational structures:

1.	 Functional: In a functional organization, teams report to their functional or department 
managers. and their project management responsibilities are limited to very specific func-
tions or departments. In an example of a functional organization, an employee would 
work 35 hours (nearly full-time) on operational work and spend a very limited amount of 
time (such as 3-5 hours per week) on project work.
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2.	 Projectized: In a projectized organization, project teams and individuals on the team 
report directly to project managers, and many aspects of the organization are structured 
around projects rather than operational work. In an example of a projectized organization, 
an employee working full-time focuses primarily on project work.

3.	 Matrix: In a matrix organization, project teams and individuals report to both a function-
al manager and a project manager. This a mix between projectized and functional, since 
individuals on the project team have to balance their day-to-day responsibilities in their 
functional role with project work. In an example of a matrix organization, an employee 
would work on both operational and project work.

The 5 Process Groups and 49 Processes

There are 5 main process groups with 49 processes. Understanding each process group and each 
process will expand your practical knowledge of how projects progress from start to finish.

1.	 Initiating (Chapter 14): Creating and setting the foundation for the project by formally 
authorizing the project and identifying stakeholders. Contains 2 processes.

2.	 Planning (Chapter 15): Developing comprehensive plans for how the project will be exe-
cuted, monitored, and closed. Contains 24 processes.

3.	 Executing (Chapter 16): Performing the work defined in the project management plan to 
achieve the project objectives. Contains 10 processes.

4.	 Monitoring and Controlling (Chapter 17): Tracking project performance, ensuring align-
ment with the plan, and managing changes. Contains 12 processes.

5.	 Closing (Chapter 18): Finalizing the project, obtaining acceptance of deliverables, and 
closing out project activities. Contains 1 process.

We’ll cover the 5 process groups exclusively from Chapter 13 to Chapter 18.

PMI Talent Triangle

The PMI Talent Triangle represents 3 essential factors that project managers need to succeed in 
modern project environments.

Essential Factors of the Talent Triangle:

1.	 Ways of Working: The project manager’s ability to choose and adapt the best project man-
agement approach, framework, strategies, or methodology for a given project.

2.	 Power Skills: Leadership and people skills such as communication, negotiation, inspiring 
motivation, and team building.

3.	 Business Acumen: Understanding best business practices, organizational goals, industry 
trends, and financials.
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Figure 4.1: PMI Talent Triangle

Leadership  and Management in Projects
The ability to lead and manage project team members are two very important skills for project 
managers. The project manager will often customize or tailor their leadership style and manage-
ment practices based on many different factors that will be covered throughout this book.

Leadership Styles

There are various leadership styles, such as servant leadership, autocratic leadership, transac-
tional leadership, and laissez faire leadership. Each style takes a unique approach to motivating, 
coaching, building morale, and driving results within project teams. The leadership style a proj-
ect manager should use will depend on personal preference, the project environment, project 
team dynamics, and organizational culture. We will cover leadership styles in depth in chapter 6.

Project Team Management

Project managers are responsible for creating collaboration, resolving conflicts, and promoting 
an environment where team members can succeed and complete their assigned work. We will 
discuss team management strategies, tips, and best practices in chapter 6.

Stakeholder Management

Stakeholder management, similar to project team management, is an ongoing process the project 
manager must engage in throughout the life of the project. Project managers must communicate 
with stakeholders, keeping them informed, addressing any concerns, and setting reasonable ex-
pectations. We will cover stakeholders and stakeholder management in chapter 5.
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Tailoring
Tailoring is the process of customizing or adapting project management practices, processes, or 
approaches to fit the unique needs of a project. You can tailor nearly all aspects of a project in one 
way or another. We will talk about tailoring in more detail in Chapter 20.

Project Documents, Plans, and Updates
Project documents store essential information, details, and strategies about a project. Many of 
these documents are created during the planning phase of a project. As the project progresses 
through various phases and certain processes are completed, specific documents and plans are 
created or existing ones are updated with additional details. For example, once the risk register 
is created, it’s continuously updated throughout the entire project.

There are 33 common documents and 20 plans that often appear on a project. Certain organiza-
tions may also have their own unique documents and plans, and certain approaches (for exam-
ple, iterative or agile) may have specialty documents as well.
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Figure 4.2: 33 Project Documents

Copyright TeachMeIT / Nicholas Mendez



38  |  PMP EXAM PREP

Figure 4.2: 33 Project Documents Continued
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Figure 4.3: 20 Project Plans
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Project Management Principles and Concepts Summary
In this chapter, we explored the basic project management principles and concepts, including the 
8 performance domains, 12 project management principles, project governance and compliance, 
5 process groups and 49 processes, risk management, leadership styles, stakeholder manage-
ment, and tailoring.

Everything that you’ve learned in this and the previous chapter will serve as a solid foundation 
when you read the rest of this book and throughout your studies. Over the course of the next 
eight chapters, we’ll discuss the 8 performance domains, starting with the next chapter on the 
Stakeholder Performance Domain.
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Chapter 5
Stakeholder Performance Domain

The Stakeholder Performance Domain is the first of the eight performance domains. This domain 
focuses on the people side of project management, including identifying, managing and engag-
ing with stakeholders to ensure they’re satisfied and aligned with project goals.

In this chapter we’ll cover all aspects of stakeholders, communication strategies, and communi-
cation plans. Stakeholders play a huge role in the expectations of a project and what direction 
it will take. Most projects will have multiple different stakeholders, which all require specific 
considerations.

Main Outcomes and Objectives of the Stakeholder Performance 
Domain
The main outcomes and objectives of the stakeholder performance domain are:

â	 Building and maintaining positive relationships with stakeholders.

â	 Aligning stakeholder sentiment with identified project objectives.

â	 Ensuring stakeholders have a positive attitude and contribute to the project, while mini-
mizing negative aspects of stakeholders who oppose the project.

Key Terminology
Stakeholder: Any individual, group, or organization that can influence, or impacted by deci-
sions, actions, or outcomes related to a project, program, or portfolio.

Stakeholder Analysis: A structured approach to collecting and evaluating both quantitative and 
qualitative data to identify which stakeholders’ interests need to be considered throughout the 
project.

Stakeholder Communication Plan: A structured approach for determining what information 
needs to be communicated with stakeholders and what medium it will be communicated through.

Stakeholder Engagement: The process of interacting and communicating with stakeholders to 
meet their expectations, needs, or concerns.

Stakeholder Register: A document listing all identified stakeholders, detailing their contact in-
formation, interests, roles, and potential impact on the project.
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Push Communication: A one-way communication approach where information is sent to stake-
holders without expecting immediate feedback.

Pull Communication: A communication method where stakeholders can retrieve information 
they need whenever they need it.

Introducing Stakeholders
A stakeholder is anyone that is affected by the progression or outcome of a project. Stakehold-
ers could be individuals or groups of people internal to the organization, such as project team 
members, executives, managers, and employees, or external to the organization, such as vendors, 
contractors, customers, or even residents of a city. There are almost no limits to who could be 
considered as a stakeholder.

Stakeholder Identification
The first step in working with stakeholders first is identifying them. Stakeholders are the indi-
viduals, groups, or organizations that affect or are affected by the project. They can support, be 
neutral towards, or entirely opposed to the project or certain aspects of the project.

For any given project, there can be dozens, hundreds, thousands, or even millions of stakeholders 
depending on the size, reach and scope of the project.

Throughout the project, new stakeholders may be introduced, previous stakeholders’ interest 
and sentiment may go up or down, and various factors surrounding stakeholders will change.

High-level Stakeholder Identification

High-level stakeholders are usually the first to be identified because they can make or break proj-
ects with their support. These high-level stakeholders can be thought of as “VIP stakeholders” as 
they’re often prioritized first for communications and updates surrounding the project.

Identifying Internal Stakeholders

Once high-level stakeholders are identified, then internal stakeholders should be identified. In-
ternal stakeholders are any stakeholders internal to the organization undertaking a project.

Common examples of internal stakeholders include:

â	 Company Leadership: Executive and senior leaders such as C-suite executives, and other 
senior leaders who guide overall business strategy and direction.

â	 Functional Managers: Managers from internal departments like finance, HR, and IT who 
oversee operations, resources, departments, employees, and specific business functions 
within an organization.
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â	 Governing Bodies and Committees: Internal groups that often offer high-level oversight. 
These are groups such as the board of directors, steering committees, and compliance 
committees.

â	 Project Management Office (PMO): The Project Management Office (PMO) can help 
oversee and ensure the success of project portfolios, programs, and projects. They provide 
resources, training, and help program and project managers. Not every organization will 
have a PMO, but many larger organizations do.

â	 Internal Project Team Members: Project team members are the individuals actively work-
ing on the project.

â	 Internal Project Sponsors: Internal project sponsors are usually high-level leaders that 
have a lot of power within the organization. They often have a vested interest in the proj-
ect’s success, and the project manager may work with them often to ensure project success.

Identifying External Stakeholders

External stakeholders are identified after internal stakeholders. As with internal stakeholders, 
external stakeholders’ interest will constantly shift throughout the project.

Common examples of external stakeholders include:

â	 Community: The broader community outside of the organization that may be impacted at 
large. This is especially important during projects of public impact, for example, in public 
transport or infrastructure.

â	 Customers or End-users: Use or are affected by the project and the deliverables it creates.

â	 Regulators: Regulators such as government agencies or auditors ensure that compliance 
is being met for projects or deliverables in projects or industries that operate under regu-
lations, standards, guidelines, or other potentially limiting legalities.

â	 External Sponsors: Project sponsors that are external to the organization could be finan-
cial backers or partners, or other parties that stand to benefit from the project’s success.

â	 Vendors and Suppliers: Outside vendors and suppliers that are supplying labor, soft-
ware, materials, etc. They have an interest in the project because the project is creating 
some sort of business transaction for them.

â	 External Project Team Members: There may be members on the project team that are 
external to the organization. These are usually experts who are providing some sort of 
contract labor, expertise, or consulting to the organization undertaking the project.

Defining Stakeholders As Groups

In any project, there are many stakeholders. These stakeholders are often identified as groups 
rather than single individuals.
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For example, in an infrastructure project for a city with a population of 30,000, stakeholders may 
include the project team, the construction crew, zoning and construction regulators, government 
officials, vendors, and the residents of the community affected by the infrastructure development.

In this example, we do not classify all the residents individually. Rather, they’re considered a 
stakeholder group. Although the project affects thousands of residents, the opinion of each in-
dividual resident may not necessarily impact the project directly. Instead, the group of residents 
represents an important stakeholder with influence over the project’s progress.

Stakeholder Analysis
After identifying all potential stakeholders, project teams can perform a stakeholder analysis. 
This analysis gauges all identified stakeholders’ power, influence, interests, and ability to impact 
the project.

Stakeholders are analyzed based on these factors:

â	 Power and Influence: How much influence stakeholders have on the project and their 
ability to affect the project given their power or status within the organization.

â	 Interests, Expectations and Beliefs: What they want from the project, how the project 
aligns with their goals and what they believe the project will accomplish.

â	 Proximity to the Project: How directly stakeholders are involved with the project.

â	 Impact: Their potential effect on project success.

â	 Other Aspects: Specific factors unique to the stakeholder or the project.

Understanding the unique factors each stakeholder brings to the table helps predict how a stake-
holder might behave, and how to respond to them, ensuring positive outcomes or mitigate a 
negative one. Project teams should continue to analyze stakeholders as the project progresses 
because stakeholders’ feelings, beliefs, values, power, and influence are constantly shifting.

Stakeholders Opportunities and Threats

We consider a stakeholder supporting the project an “opportunity” or a positive risk. However, 
if a stakeholder is not in support of the project, they are considered a “threat” or a negative risk.

We will cover opportunities and threats more in the chapter on the Uncertainty Performance 
Domain.

Stakeholder Interactions

Stakeholders often interact with each other, and the project team needs to consider the potential 
shifts in the project that can occur based on stakeholder interactions.
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Nick’s Tip:

Stakeholder analysis should be performed by and shared with only the project 
team. It should be used to help predict project outcomes based on stakeholder 
involvement. 

Stakeholder Engagement Strategies
Keeping stakeholders engaged and updated on the progression of the project is crucial for main-
taining their support and maintaining their investment in the project. Engagement needs to be 
done throughout the project by creating and using tailored communication methods, exercising 
active listening, and soliciting stakeholder feedback and opinions on important aspects of the 
project.

Project managers and project teams rarely engage in communication with all the stakeholders. 
Instead, they prioritize communication with specific stakeholders, often focusing on high-level 
stakeholders identified early in the stakeholder identification process. As the project progresses 
through different phases, communication needs for stakeholders may change.

Communication Strategies

There are several communication strategies that can help engage stakeholders. Project teams will 
usually document communication strategies in the project communication plan.

Examples of these communication strategies are:

â	 Communicating and Engaging Early: Stakeholder engagement starts during project initi-
ation and continues throughout every phase of the project until completion. Early involve-
ment and building relationships with the stakeholders is crucial, and it helps manage ex-
pectations while increasing the likelihood of project success.

â	 Prioritizing Stakeholders: Once high-level stakeholders are identified, the project team 
will need to prioritize communications to focus on those stakeholders.

â	 Managing Expectations: Every stakeholder will have a different understanding of how a 
project should go and the results it should achieve. It’s important to set expectations early 
and throughout the project and clarify what is realistic and possible. When issues arise, 
oftentimes expectations need to be managed and clarified, especially during times of un-
foreseen risks appearing.

Formal vs Informal Communication

Both formal and informal communication can be used to communicate information about a proj-
ect project manager, project team and stakeholders.
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Each form of communication serves different purposes:

â	 Formal Communication: Formal communication is structured and follows set process-
es. It’s planned, documented, and often communicated through reports, presentations, or 
meetings. It’s mainly used for official communication in regards to project updates, con-
tracts, and stakeholder meetings.

	 Example: A project manager holds a monthly meeting with important stakeholders and 
the project team, outlining current progress, potential and realized risks, and next steps.

â	 Informal Communication: Informal communication is unplanned, casual, and quick. 
It’s used for simple day-to-day exchanges and problem-solving through chats, messages, 
emails, or short meetings.

	 Example: A brief voice call between a project team member and the project manager to 
clarify details of a task.

Figure 5.1: Contrasting Formal and Informal Communication

Formal and Informal Communication

Communication 
Method

Formal Communication Informal Communication

Structure Highly structured and planned Casual, spontaneous, and flexible
Documented Often documented for future refer-

ence
Not typically documented

Tone Professional and official Personal, easy-going and conver-
sational

Speed of delivery Usually slow because of formalities Fast, immediate, and on-demand
Example Official project meetings, reports, 

contracts, e-mail updates, presenta-
tions

Instant messages, quick emails, 
last minute or impromptu con-
versations

Push, Pull, & Interactive Communication

Push, pull, and interactive communications are forms of communication strategies adopted to 
streamline project communication.

â	 Push Communication: Push communication is a one-way communication that can be sent 
and received at any time without expectation of an immediate response.

	 Common push communication methods: Sharing updates, reports, or information 
through email. Information is “pushed” out proactively to stakeholders, ensuring they 
have the information with no need for them to respond in real-time.
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	 Example of push communication on a project: A project manager sends a weekly status 
report through email every Friday to all high-level stakeholders, detailing project prog-
ress.

â	 Pull Communication: Pull communication gives the stakeholder the ability to find infor-
mation on their own whenever they need it. This is usually done through accessing project 
resources that already exist.

	 Common pull communication methods: A stakeholder accessing a project intranet site, 
shared folder, internal wiki or knowledge base, or real-time data dashboard to access in-
formation. Stakeholders “pull” the information whenever they need it and at their own 
discretion.

	 Example of pull communication on a project: A stakeholder accesses a project’s intranet 
site to access existing project documents, such as the project charter.

â	 Interactive Communication: Interactive communication is two-way communication with 
real-time communication between parties. This focuses on immediate discussions, up-
dates, feedback, and collaboration.

	 Common Interactive Communication Methods: Include meetings (virtual or in-person), 
phone calls, workshops, and videoconferencing. This is ideal when stakeholders need 
more complex discussions or immediate feedback.

	 It can be used for one time situations known as onetime interactive communication or on 
a frequent basis known as repeating interactive communication.

	 Example of interactive communication on a project:

	 One-time Interactive Communication: The project manager, project team, and key stake-
holders gather for a project kickoff meeting on a video call to discuss project goals, con-
cerns, and expectations.

	 Repeating Interactive Communication: Once a week on Mondays at 3:00 PM, the project 
manager and project team meet to discuss important project progress.

Tailored Communication Plans and Feedback
Not all stakeholders need or desire the same amount or methods of communication. In order to 
understand each stakeholder’s communication preferences, their preferences can be gathered 
through surveys, focus groups, or by asking them directly.

Once stakeholder feedback is gathered, the project team can create a tailored communications 
plan. This is a custom plan detailing how communications will be handled, including commu-
nication frequency, channels, and methods each stakeholder prefers. The project team can refer 
to this plan throughout the project to make sure each stakeholder gets the information they need 
and remains engaged, supportive, and satisfied.
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Managing Difficult Stakeholders
The project manager and project team will eventually face difficult or opposing stakeholders. 
These stakeholders can resist certain aspects of a project, or the entire project. When problems 
arise, they often demand unrealistic responses or changes that aren’t in line with the project’s 
scope, budget, or schedule.

This is where the project manager will need to set expectations and work on actively manag-
ing these stakeholders through effective communication and negotiation. The project manager 
should focus on being a good servant leader and shielding the project team from any difficult or 
distracting stakeholders that may affect the team’s work.

Strategies to Manage Difficult Stakeholders:

â	 Early Engagement: Focus on proactively addressing concerns before they escalate.

â	 Transparency: Keep communication open, honest, and productive. Don’t make promises 
that aren’t realistic or can’t be fulfilled.

â	 Demonstrating Benefits: Show how the project aligns with their specific interests.

â	 Conflict Resolution: Use techniques like active listening and negotiation to address any 
conflict that comes up.

Stakeholder Monitoring and Adjustment
Project managers must continuously monitor and adjust stakeholder engagement, communica-
tion, and participation throughout the project. As the project progresses, stakeholder attitudes, 
interests, and power will also change. The project team will need to continuously adapt engage-
ment strategies to make sure that stakeholders are receiving the proper amount of communica-
tion and maintain positive sentiment for the project.

Stakeholder Sentiment Change

If stakeholder sentiment changes from positive to negative, it is important to understand why 
it shifted and work to remedy it. If stakeholder sentiment shifts from negative to positive, it 
indicates that the project is well-managed, progressing appropriately, and meeting stakeholder 
needs.

Stakeholder Performance Domain Interaction with Other Domains
The stakeholder performance domain affects all of the other domains, particularly the:

â	 Team Performance Domain: The stakeholder performance domain will interact with the 
team performance domain. Since project team members can be considered stakeholders, 
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managing them is critical to building a productive and collaborative working environ-
ment. We cover the team performance domain in the next chapter.

â	 Uncertainty Performance Domain: Managing stakeholders is essential as stakeholders 
can either be threats or opportunities to the project. Prior engagement with stakeholders 
helps reduce uncertainties and to gain their support for risk management strategies. We 
will discuss the uncertainty performance domain in depth later in the book.

Stakeholder Performance Domain Summary
In this chapter on the Stakeholder Performance Domain, we learned how to identify, analyze, 
communicate with, and monitor stakeholders. By implementing the knowledge and best prac-
tices in this domain, project teams ensure the best chance of stakeholders’ support and overall 
project success.

In the next chapter, we will explore the Team Performance Domain, where we discuss how team 
dynamics and management contribute to project success.
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Chapter 6
Team Performance Domain

The Team Performance Domain focuses on the project team aspect of project management, in-
cluding team collaboration, communication, leadership, and interpersonal skills.

In this chapter we’ll cover who comprises the project team, common leadership styles and how 
to tailor them, project team culture, strategies for building and maintaining a high-performing 
team, factors for driving team performance, and how to establish a shared vision with the team. 

The primary goal when working with a project team is to build and maintain a high-perform-
ing team and positive culture that drives positive project results. This is achieved through trust, 
shared ownership, and effective communication between individual team members.

Main Outcomes of the Team Performance Domain
The main outcomes and objectives of the Team Performance Domain are:

â	 Fostering shared ownership and accountability among team members.

â	 Achieving high performance both collectively and individually.

â	 Developing effective leadership and communication skills within the team.

Key Terminology
Interpersonal Skills: Skills such as communication, emotional intelligence, conflict management, 
and active listening that are crucial for effective teamwork and leadership.

Leadership Style: The approach or strategy used by the project manager or other project team 
leader to guide, motivate, and manage the project team. A few common styles include autocratic, 
democratic, laissez-faire, and servant leadership.

Project Management Team: A group of people who coordinate and manage the overall project. 
Their role includes strategic planning, risk management, and decision-making to guide the proj-
ect toward successful completion.

Project Manager: The person who oversees the project and leads the project team. The project 
manager ensures that the project meets its goals, budget, deadlines, and objectives through all 
phases of project planning and execution.

Project Team: The group of people doing the actual work on the project, completing deliverables, 
and contributing their expertise to complete tasks and deliverables. The project team includes all 
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individuals involved in executing the work necessary to achieve the project’s objectives, includ-
ing the project manager and the project management team.

Team Culture: The set of values, behaviors, and practices that define how the project teams inter-
act, collaborate, and perform. Positive team culture is essential for high performance.

Team Development: Developing and improving the teams, mainly focusing on communica-
tion, collaboration, and shared goals. It also involves enhancing team members’ problem-solving 
skills and encouraging positive dynamics among them so that they can work cooperatively and 
cohesively on projects.

Defining the Project Management Team and the Project Team
When we discuss the project team, there are two terms that are frequently brought up that can be 
confusing to distinguish between.

These terms include:

1.	 The Project Management Team: This describes the project team members who are direct-
ly involved in managing the project at a high level. Usually, this is the project manager and 
can sometimes include a few additional team members.

2.	 The Project Team: The project team encompasses all the individuals working on the proj-
ect, particularly those who work on and produce project deliverables and project out-
comes.

The major distinction between the two is that the project management team focuses on the ad-
ministrative, strategic, and managerial aspects of the project, while the project team is broader, 
including everyone contributing by both planning and execution of the project.

Common Leadership Styles
Effective leadership is critical to ensuring the project team performs at a high level and maintains 
morale. Usually, the project manager is the appointed leader of the project and is the one who 
provides leadership to the project team. It’s also common for experienced project team members 
to step up to take specific leadership roles as needed. The exact leadership style chosen depends 
heavily on the project team’s experience, the project approach being used (either traditional or 
agile), and other factors.

There are two main leadership structures, known as centralized and distributed leadership. Both 
structures have their own sub-set of leadership styles, which allow project managers to best lead 
their specific project and project team.
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Centralized Management and Leadership

In a centralized leadership structure, a clear hierarchy exists, with decisions and leadership re-
sponsibilities resting on one individual, usually the project manager. The three typical examples 
of centralized leadership are autocratic, transactional, and charismatic leadership.

1.	 Autocratic Leadership

	 In this style, the project manager makes decisions with little to no input from the project 
team. It allows for extremely fast decision-making but often reduces long-term team en-
gagement, fosters conflict, high turnover, low team morale, and limited innovation be-
cause of the lack of team input.

	 Example: A project manager increases the workload of all the software developers on the 
project team to quickly complete a deliverable before an impending deadline. Since the 
project manager does this without first consulting project team members, it falls under 
centralized leadership.

2.	 Transactional Leadership

	 Transactional leadership focuses on leading through using rewards and punishment to 
drive project team performance. In this leadership style, leaders assign project team mem-
bers clear goals, tying performance to incentives such as financial bonuses or consequenc-
es, such as losing a promotion.

	 Example: Everyone on a project team is financially motivated to be mindful of project 
budget and to keep the project below budget throughout the phases of project execution. 
At the end of the project, it’s reported that the project comes in under budget, and the 
project team receives a monetary bonus.

3.	 Charismatic Leadership

	 Leaders use charismatic leadership to inspire and energize the project team through en-
thusiasm and a shared project vision. Charismatic leaders often focus on driving motiva-
tion and promoting a strong sense of purpose and community among project team mem-
bers.

	 Example: A project manager rallies the project team during a meeting with an inspiring 
speech about how the project will not only transform the company’s future but also im-
prove the project teams’ careers and positions in the company.

Distributed Management and Leadership

In distributed leadership, leadership is decentralized, focusing heavily on collaboration between 
the project manager and the project team. The project manager focuses on providing the resourc-
es and coaching needed to succeed, and project team members help make decisions or may take 
on leadership roles depending on their expertise. This form of leadership allows for the most 
flexibility and freedom for the project team.
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The common distributed leadership styles are servant leadership, democratic leadership, lais-
sez-faire leadership, and situational leadership.

1.	 Servant Leadership

	 The servant leadership style and philosophy focuses on the leader’s primary role being 
serving the project team by removing obstacles, fostering team and individual growth, 
and empowering all project team members to perform at their best. Servant leadership is 
the most relevant type of leadership to know for the current exam because of the popular-
ity of it within Agile environments.

	 Four Main Characteristics of Servant Leadership:

	 Putting the Team First: Putting energy towards ensuring that the project team receives 
proper care, coaching, and satisfaction with the work they’re doing. Servant leaders prior-
itize preventing unnecessary stress for the project team.

	 Obstacle Removal: Identifying and eliminating any barriers to team performance. Some 
of these barriers include conflict, lack of resources and support, accountability issues, and 
lack of incentives.

	 Being a Diversion Shield: Protecting the team from unnecessary distractions that can 
divert their attention from important project work. 

	 Encouragement and Development Opportunities: Fostering personal and professional 
growth and development within the project team.

2.	 Democratic Leadership

	 In democratic leadership, the project manager and project team make decisions together 
through open collaboration and discussion. All team members’ opinions are valued and 
considered. This leadership style creates a high level of engagement throughout the teams, 
but can significantly slow down the decision-making process because of the amount of 
conversation that occurs.

	 Example: The entire project team openly discusses and votes on the best way to tackle a 
new project requirement.

3. 	 Laissez-faire Leadership

	 In this form of leadership, the project manager takes a hands-off approach, allowing the 
project team to have autonomy in making crucial decisions. This can empower the project 
team, but can also lead to a general lack of direction if not managed properly.

	 Example: The project manager allows the project team to work and find solutions inde-
pendently as they confront challenges while executing the project.

4. 	 Situational Leadership

	 In situational leadership, the project manager adapts their leadership style based on the 
project team’s experience and maturity, as well as the project’s needs or requirements. 
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Situational leadership requires significant flexibility and awareness to pull off and can 
allow the project manager to change leadership styles as the project dictates. This is also 
called “tailored leadership” or “tailoring your leadership style”.

	 Example: The project manager uses autocratic leadership at the beginning of the project, 
but moves toward a democratic leadership during the middle of the project.

Factors For Tailoring Leadership Styles
Leadership styles should be tailored or changed to the unique needs of a project based on dif-
ferent project factors, such as the location and experience of the project team and organization 
factors.

Location of the Project Team

With the rise of remote work and the potential for project team members being spread across the 
globe, location matters now more than ever. Achieving strong and consistent levels of commu-
nication, collaboration, and performance in a project team that has people working in different 
states, countries, and even continents can be very difficult.

Six ways to ensure remote teams work well together:

â	 Effective Equipment: Ensure that all team members have proper audio and video equip-
ment and capabilities for meetings.

â	 Communication Standards: Make sure that communications are in line and set standards 
for communication and ongoing contact, for example, e-mail and instant messaging.

â	 Time Zone Management: For international teams, setting a standard time zone for meet-
ings and updates will allow team members to calculate time differences and avoid confu-
sion.

â	 Centralized Knowledge: Create and maintain an internal project wiki, SharePoint, or site 
set-up for team info and collaboration

â	 Team Relationships: Set aside time for project team member introductions and team-build-
ing efforts throughout the project.

â	 In-person Meeting: If possible, have at least one face-to-face meeting to allow for relation-
ship building in person.

Experience and Maturity of the Project Team

The more work experience and maturity the project team has will influence the leadership style 
selected. Consider factors such as the project team members’ seniority in the organization, famil-
iarity with each other, and if they have experience with the specific project type being undertak-
en.
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Inexperienced and New Team Members

On projects with less experienced team members, the project manager plays two major roles. 
These roles include guiding the project team closely, as well as supporting individual team 
member growth.

Example: In an IT project comprising mostly new entry-level tech employees, the project man-
ager adopts an autocratic leadership style in the beginning. As the project team becomes more 
experienced and familiar, the project manager adopts a democratic style.

Experienced and Senior-Level Team Members

When the project team consists of experienced and senior-level team members, the project man-
ager can usually be more hands off with their leadership style, with a focus on directing work. 
Most senior-level team members can be self-sufficient and capable of managing their own re-
sponsibilities. However, the project manager will still need to provide individual support and 
coaching as needed.

Example: A construction project has mid-level to senior-level employees who have been at the 
company for many years. The project manager implements a democratic or laissez-faire leader-
ship style at the start of and throughout the project.

Organizational Governance Structures

Every organization is unique and will vary in what structures, values, and standards it has in 
place. Often, project managers tailor their leadership styles to these specific organizational fac-
tors.

High-level internal employees, including C-level executives and top management, also dictate 
management and leadership styles. Many organizations have specific leadership styles that are 
adopted by all employees in the company, whether the work is operational or project oriented.

Organization Experience With This Type Of Project

The organization’s familiarity with the type of project being undertaken also influences the leader-
ship style chosen. As a project manager, you might use a specific leadership style that is common 
within your organization. However, if a new project type comes up, such as an innovative tech-
nology project, it may require a unique leadership style that is uncommon in the organization.

Example #1: Project Type Is New to the Organization

When managing a project that is unfamiliar to the organization, a project manager will usually 
adopt a centralized leadership style. This allows the project manager to provide the team with 
clear instructions and close guidance, especially during the early stages. As the project team 
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becomes more confident, the leadership style used by the project manager can change to allow 
the project team more freedom and autonomy to help with project decisions and work.

Example #2: Project Type Is Common to the Organization

In contrast, when the organization has worked with a project type previously, the project manag-
er can implement a more distributed leadership style, such as a servant leadership style from the 
beginning of a project. Since the team is likely experienced with the processes and challenges of 
this type of project, they can have more autonomy in decision-making upfront.

The project manager’s role in this scenario shifts to facilitating and supporting the team, encour-
aging collaboration, and providing guidance only when necessary or when asked. This fosters a 
more empowered and collaborative team dynamics with very minimal shift from start to finish.

Team Development
In any project, developing a high-performing project team is one of the most important areas a 
project manager can invest time into. It requires employing team development best practices, 
including creating a shared vision, defining roles and responsibilities, creating standard team 
operations, and providing guidance and growth.

Vision

A clear, easily understandable, compelling and shared vision of project success is crucial to align-
ing the project team with the project’s objectives. Project team members need to understand how 
their roles specifically contribute to achieving broad project goals and success.

Besides aligning the team, a shared vision also creates a sense of personal investment and pur-
pose for each team member, as they see their contributions leading to project completion.

Example: In a project to develop a new software, the project team implements Agile methodol-
ogies and focuses on short-term sprints. The project manager continuously reminds the team of 
their shared vision and how their work contributes to the upcoming software launch and com-
pany.

Roles and Responsibilities

Clearly defining roles and responsibilities ensures that everyone on the team knows their job 
duties and what to work on. It also significantly reduces the amount of confusion and work over-
lap, while increasing accountability among individual team members.

Example: In a construction project, delegating one engineer to be responsible for site inspections 
while another engineer handles quality control. This ensures that there is clear accountability for 
specific deliverables and no work overlap.
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Project Team Operations 

Strong team operations start with effective communication, problem solving, and making effec-
tive decisions. By establishing clear team norms, communication protocols, and expectations for 
collaboration, the team can function smoothly and develop at a strong pace.

Example: A diverse team working remotely with team members in multiple countries establishes 
a rule that all due dates or references to time should be in CST (Central Standard Time).

Guidance and Growth

Project managers often guide the entire project team and individual team members to keep ev-
eryone on track with their work, deliverables, and tasks. Guidance and growth should be contin-
uous at all stages of the project, not just tied to immediate deliverables of a project.

The project manager can facilitate growth by identifying two areas where a project team or indi-
vidual is performing well, and one area where there needs improvement. By working together, 
the project team and project manager can identify goals for improvement together and take steps 
to meet those goals, becoming more effective and productive. 

As project managers we can also coach project team members and help them achieve career goals 
like skill development, experience gain, and exposure to specific project areas or niches. The 
more a project manager will invest in team members, the more they will invest in the project.

Nick’s Tip:

When offering feedback on an individual’s performance, start by comment-
ing on two areas they are doing well, and then identifying one area that need 
improvement. 

This approach reinforces positive feedback, and while providing one clear, 
actionable focus for growth. Overloading someone with criticism can signifi-
cantly discourage them, but highlighting their strengths first along with an 
area of improvement significantly helps motivate and encourage improve-
ment.

Project Team Culture
Every project naturally develops its own team culture, which is created by a mix of the norms and 
culture of the organization, the project team’s attitude and sentiment, and the behaviors of indi-
vidual project team members. This includes how project team members interact, collaborate, and 
communicate with each other. The project manager should always strive to establish a baseline 
culture that fosters both respect and open communication.
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Factors in Team Culture

A few different factors, including transparency, integrity, honesty, and ethics sway team cul-
ture.

1.	 Transparency: Openness in one’s way of thinking, decision making, and ways of under-
standing information builds a solid team culture. Honest communication is the key to 
being transparent. Transparency around goals, performance, risks and challenges ensures 
that the team can work towards solutions together.

2.	 Integrity Through Honesty: Being honest are ways of demonstrating integrity. 

3.	 Honesty: Honesty is shown through being forthcoming of risks, being open with bad news 
and not hiding it, giving accurate status reports on projects, and communication.

4.	 Ethics: Ethics go hand in hand with honesty. Someone can be ethical in many ways with 
examples of being ethical including disclosing conflicts of interests, reporting defects or 
negative effects in products or deliverables, demonstrating fairness, and making decisions 
based on financial, stakeholder, organizational, and environmental impacts.

Respect and Positive Discourse 

Respect and positive discourse, when present in a project team, can significantly enhance perfor-
mance and understanding between the team.

Respect is demonstrated by acknowledging and valuing the skills, expertise and perspectives 
that each team member brings to the project. It also includes being non judgemental to how other 
team members uniquely approach their work.

Positive discourse encourages productive conversations where differing opinions are present. 
These conversations create mutual understanding, learning, growth and collaboration between 
the team rather than conflict or hostility. The focus of positive discourse is to find win-win solu-
tions that benefit everyone, and avoid unproductive debates that create tension and contribute to 
win-lose situations that only benefit one person or party.

Support and Courage

Providing support and courage helps build positive morale and team culture. When project team 
members feel properly supported, they display courage, they often take more calculated risks, 
contribute innovative ideas, and improve productivity.

Support involves the project manager helping the project team through problem solving, remov-
ing roadblocks, providing encouragement, showing empathy, and active listening. When done 
right, supporting provides a platform for team members’ complaints, fostering a trusting envi-
ronment and creating a positive culture.
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Courage involves empowering team members to take new risks, propose new solutions, and 
challenge ideas constructively. A team culture that values courage motivates the team to voice 
differing opinions, innovate, and try alternative approaches, knowing they won’t be penalized 
for failure.

Project Success

Both throughout the project and at the end of the project, it’s important to celebrate success and 
recognize accomplishments at an individual and team level to nurture high morale and motiva-
tion. This requires acknowledging achievements, no matter how small, and to show appreciation 
for the hard work and effort being put in by the project team. 

Celebrating success can be as simple as a verbal recognition during a meeting, written acknowl-
edgment via email, or financial bonus.

Factors For Building and Maintaining a High-Performing Team
Building and maintaining a high-performing team on a project takes a significant amount of 
work, but pays dividends throughout the project. It necessitates open communication, shared 
ownership, building trust and collaboration, promoting adaptability and resilience, and empow-
erment and recognition.

Open Communication and Shared Ownership

Open communication and shared ownership are essential aspects of building a high-performing 
team. When team members feel heard through open communication and take ownership of their 
work, they are more engaged, motivated, and committed.

â	 Open Communication: Through open and honest communication, team members feel 
comfortable expressing their opinions, concerns, and ideas. This openness promotes prob-
lem-solving, innovation, and collaboration in meetings, brainstorming sessions, and other 
project activities.

â	 Shared Understanding and Shared Ownership: A shared understanding and ownership 
of the project’s objectives and outcomes is critical to team performance. When all team 
members understand the purpose of the project and take ownership of their work, they 
often contribute far more to project goals.

Trust and Collaboration

Trust is the cornerstone of effective teamwork. When project team members trust each other and 
the project manager as their leader, they are far more likely to contribute fully and collaborate 
effectively.

Copyright TeachMeIT / Nicholas Mendez



Chapter 6: Team Performance Domain  |  61

â	 Trust: Trust between the project team, the project manager, and the organization is crucial. 
If the project team has a solid foundation of trust built, they are much more likely to put 
100% effort into their work. Without a solid foundation of trust in any area, it’s unlikely 
that the project team will deliver the highest quality work they’re capable of.

â	 Collaboration: Collaboration is when project team members work together to help com-
plete work, answer questions, or provide assistance and guidance to each other. This col-
laboration between team members drives better teamwork, execution of tasks and higher 
quality work compared to isolated, independent work. 

Adaptability and Resilience

The ability to adapt to changes and recover from any setbacks is essential for the project team to 
maintain high performance under periods of pressure. 

â	 Adaptability: Adaptability is the ability to adjust quickly to new requirements or changes. 
Changes in a project can happen in scope, budget, schedule, and more. By being adapt-
able, the project team can maintain productivity in an ever-changing project environment.

â	 Resilience: Resilience is the ability to recover from setbacks (such as missed deadlines, 
unexpected issues, delays in receiving supplies). Resilience allows the team to remain fo-
cused and motivated despite non-favorable conditions.

Empowerment and Recognition

Empowering team members to make independent decisions significantly increases their auton-
omy. Additionally, recognizing their contributions helps create an environment of motivation.

â	 Empowerment: When team members are empowered to make decisions on their own, 
without constant oversight or micromanaging, they feel more confident and invested in 
their work. Micromanagement opposes empowerment and significantly hinders perfor-
mance and should be avoided.

â	 Recognition: Similar to celebrating success, recognizing individuals or the team for their 
hard-earned accomplishments boosts morale and encourages high performance. Even 
small acknowledgements like a “thank you” to an individual or the team for hard work 
can go a long way in driving performance.

Factors For Driving Team Performance
Driving team performance on projects requires the project manager to demonstrate excellent 
emotional intelligence, conflict management, critical thinking, and an understanding of how 
team members are motivated. These factors are vital leadership skills that help to sustain and 
drive project team performance throughout a project.
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Emotional Intelligence

Through demonstrating emotional intelligence as a project manager, you can better understand 
project team members individually and connect with them. There are four main aspects of emo-
tional intelligence you should be aware of.

Four Core Aspects of Emotional Intelligence:

â	 Self-Awareness: Understanding your own emotions and how they affect your thoughts, 
behaviors, and ultimately others on the project team.

â	 Self-Management: Controlling your own emotions, especially under pressure.

â	 Social Awareness: Recognizing the emotions, needs, and concerns of others on the project 
team and being able to respond appropriately.

â	 Social Skills: Building and maintaining positive relationships within the team. Social skill 
involves open, honest and clear communication, collaboration, and resolving conflicts 
through best conflict management practices.

Conflict Management

Conflict is inevitable in any project, and how it’s managed will play a large role in a team’s 
success. It doesn’t always have to be negative. In fact, conflict can drive innovation and prob-
lem-solving when addressed correctly by using these best conflict management guidelines.

Conflict Management Guidelines Include:

â	 Communicate Openly and Respectfully: Ensure that communication is clear, direct, and 
free of personal attacks, biases, or negative beliefs.

â	 Addressing Conflict Early: Don’t wait for tensions to rise and conflicts to escalate before 
addressing them. The longer conflicts go unaddressed, the more damage it can cause to a 
project team’s morale and productivity. Address conflicts as soon as possible.

â	 Use Active Listening: When addressing conflicts, allow everyone involved to express their 
viewpoints one at a time. Listen and validate each person’s perspective before moving to-
wards a resolution. One of the greatest gifts you can give your team as a leader is making 
team members feel that they have been heard, understood, and appreciated.

â	 Negotiate: After you’ve heard why a conflict has started, work towards negotiating an 
outcome where all parties involved can benefit. We will discuss negotiation tactics later in 
the book.

â	 Focus On Issues: When resolving conflict, keep the conversation on the issue rather than 
on someone’s personal attributes. By focusing on issues and not people, the conversation 
stays productive instead of turning into a debate or personal dispute.
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â	 Think of Now and The Future: Avoid revisiting old issues or blaming past actions for 
anyone on the team. Focus on resolving the current conflict, and setting a positive direc-
tion for the future.

Critical Thinking

Critical thinking helps us recognize our own biases, identify root causes of issues, and solve 
complex issues. It involves disciplined, rational, and evidence-based thinking. Project managers 
must approach situations with an open mind and objectively analyze information without letting 
personal biases interfere. 

Common concepts in critical thinking are using imagination, insight, intuition, reflective think-
ing, and metacognition to navigate issues and reach positive conclusions.

These Factors Help With Critical Thinking:

â	 Information Gathering: Research and collect unbiased, well-balanced information from 
credible sources.

â	 Problem Solving: Recognize, analyze, and resolve problems methodically.

â	 Data Analysis: Analyze data and evidence objectively.

â	 Pattern Recognition: Observe events and interactions to identify meaningful patterns and 
relationships.

â	 Logical reasoning: Apply inductive, deductive, and abductive reasoning to reach logical-
ly sound conclusions.

â	 Identifying Bias: Recognize false premises, analogies, unstated assumptions, and emo-
tional appeals that could cloud judgement.

Motivation and Motivational Factors For Team Members

Motivating the project team is one of the most difficult, yet most important, aspects of team 
leadership. Every team member has different factors that drive their desire to perform and the 
amount of effort they put into their work.

Motivation comprises two categories:

1.	 Intrinsic motivation: Intrinsic motivation is the internal motivation found from within 
oneself. It’s the personal satisfaction, fulfillment, joy, purpose, or happiness that project 
team members get from doing their work.

	 Factors associated with intrinsic motivation are autonomy, responsibility, achievement, 
challenge, belief in the work. Belief in the work comprises understanding that the work 
done will make a difference in the company, the world, the project, and in personal growth 
and development.

Copyright TeachMeIT / Nicholas Mendez



64  |  PMP EXAM PREP

	 Examples of Intrinsic Motivation

	 Example #1: A team member enjoys the challenge that a project provides and sees the way 
it will play a role in their personal and professional growth, so they work as hard as they 
can on the project.

	 Example #2: A project team member feels a strong sense of purpose because they believe 
the project will benefit their local community. The satisfaction they get from contributing 
to a local cause motivates them to put in extra effort and go above and beyond expecta-
tions.

2.	 Extrinsic motivation: Involves external rewards to promote team members, such as pro-
motions, bonuses, or recognition from leadership

	 Examples of Extrinsic Motivation

	 Example #1: A project team member understands that their performance on this project 
will be tied to a potential large financial bonus. They perform brilliantly and receive the 
bonus at the end of the project.

	 Example #2: A project team member is working toward a promotion that has been prom-
ised to those who exceed performance targets on a project. This external incentive moti-
vates them to work hard and ensure that the project is delivered successfully, on time, and 
on budget.

It’s not always easy to determine what inspires a team member. Many people have a dominant 
motivator, meaning they will be more stimulated by either intrinsic or extrinsic reasons. A blend 
of both intrinsic and extrinsic motivation tends to motivate most people. By understanding and 
reacting to how each team member is motivated, you can successfully drive strong team perfor-
mance.

Nick’s Tip:

Understanding motivation when leading a project team is critical. Remember, 
project team members are dedicating many hours of their lives to ensuring 
a project goes smoothly, and they need to be properly motivated, rewarded, 
and treated with the respect they deserve.

Establishing A Common Vision
A common vision is a great leadership tool to help motivate project team members, provide pur-
pose, motivation, passion, and direction to the project team. Created together by both the project 
manager and the project team, it defines what the project aims to accomplish, what impact it will 
have, and how each individual working on the project will contribute to the bigger picture.
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A strong vision consists of:

â	 Purpose: Defining why the project exists and what its intended outcome is. 

â	 Success Criteria: What defines successful and acceptable project work.

â	 Vision Drift: How the project team will recognize when they’re drifting away from the 
vision.

â	 Impact: Explains how the project will positively impact the future of the individual, the 
project team, the project and the organization’s overall goals.

The shared vision needs to be clear, concise, and actionable. It ultimately unites the team, inspires 
passion, and creates a shared understanding of the project’s goals and how everyone benefits 
from it.

Interaction with Other Performance Domains
The Team Performance Domain primarily interacts with 2 other performance domains:

â	 Stakeholder Performance Domain: Collaborating with stakeholders to ensure team ef-
forts align with project goals.

â	 Uncertainty Performance Domain: Managing risks and uncertainties while keeping the 
team motivated and aligned with project objectives.

Team Performance Domain Summary
A project’s success depends not only on processes, tools and systems, but also on the project 
team’s performance, collaboration, and leadership. As the leader of the project, the project man-
ager needs to create an environment where project teams can thrive, ensuring the success of the 
overall project.

This chapter highlighted the critical role of all aspects of team dynamics, including leader-
ship styles, team development, motivation, rewards, and culture in building and maintaining 
high-performing teams.

In the next chapter, we’ll cover the Development Approach and Life Cycle domain, focusing 
heavily on the three development approaches including predictive, hybrid, and Agile.
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Chapter 7
Development Approach and  

Life Cycle Performance Domain

Dev Approach and Life Cycle Domain
The Development Approach and Life Cycle Performance Domain focuses on choosing the most 
appropriate development approach for a project and structuring the project into phases to ensure 
a smooth progression from start to finish. The development approach and project life cycle sig-
nificantly impact many areas, from how planning is done, risk is managed, deliverables are re-
leased, and all aspects of the project.

In this chapter, we’ll cover development and delivery cadence, the three development approach-
es, factors to consider when selecting a development approach, and life cycle phases. 

In the rest of the book, we will use the terms traditional, predictive, and waterfall which are dif-
ferent terms that all reference the same development approach. We will also mention adaptive 
and Agile which are used interchangeably to reference the same approach.

Main Outcomes of the Development Approach and Life Cycle 
Domain
The main outcomes and objectives of the Development Approach and Life Cycle Domain are:

â	 Choosing the best development approach that fits with project goals and requirements.

â	 Structuring the project life cycle to ensure that deliverables are produced and delivered on 
time, providing value appropriately throughout the project phases.

â	 Understanding and implementing the proper delivery cadence that contributes to effec-
tive project execution.

Key Terminology
Approach Type: The method used to manage and produce project deliverables. The three main 
approach types, which we’ll explore later in this chapter, are predictive, hybrid, and Agile/adap-
tive. Each approach offers varying amounts of flexibility and structure based on project needs.

Delivery Type: How a project’s deliverables are structured to be released to stakeholders. There 
are 4 delivery types, including single delivery, multiple deliveries, periodic deliveries, and con-
tinuous delivery.
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Deliverable: A verifiable and unique product, result, or service that is required to complete a 
process, phase, or the entire project.

Development Approach: The strategy or method used to create and evolve the project delivera-
bles, such as predictive, adaptive, or hybrid.

Development Cadence: The rhythm or timing of project activities and deliverables.

Project Life Cycle: The series of project phases that span the entire duration of a project, from 
initiation to closure.

Project Phase: A series of related project activities that culminate in the completion of delivera-
bles.

Development Cadence and Life Cycle Relationship
The development approach that a project uses will directly influence when and how frequently 
deliverables are produced, and how the project progresses through its life cycle. The relationship 
between the project development cadence and the project life cycle will determine if the project 
is delivered incrementally (mainly used by adaptive approaches) or all at once (mainly used by 
predictive approaches).

â	 Development Cadence: Defines the regular frequency that project deliverables are worked 
on and finished. This frequency can be weekly, monthly, or at specific project milestones.

â	 Project Life Cycle: The life cycle is the structured sequence of phases a project follows 
from start to finish, shaped by the development cadence and type of deliverables to ensure 
progression of project goals.

Delivery Cadence
Delivery cadence is how often completed project deliverables are released, while development 
cadence determines how frequently work is completed to produce the deliverables that will be 
released. 

There are 4 types of delivery cadences:

1. Single Delivery

In single delivery, deliverables are provided all at once at the very end of a project. A predictive 
or traditional approach primarily uses single delivery, making it ideal when stakeholders expect 
all deliverables, features, or results at once. 

Example of Single Delivery: Construction on a new office building is completed and stake-
holders receive the deliverable, the finished building, at the end of the project and upon project 
closure.
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2. Multiple Deliveries

With multiple deliveries, deliverables are released throughout the project, usually at planned 
intervals or stages. Deliverables in this scenario can either be done sequentially (one deliverable 
must be completed before the next) or in parallel (different deliverables being worked on at the 
same time), depending on the project and stakeholder requirements. There are two forms of 
multiple deliveries. These are known as sequential deliveries and parallel deliveries. This is most 
often found in hybrid or Agile projects.

Sequential Deliveries

In sequential deliveries, one deliverable must be completed before moving on to the next phase 
of the project. This forces the project to progress step-by-step, with each phase of the project de-
pending on the previous phase being finished before starting the next. This method for deliveries 
is useful when tasks and deliverables need to be completed in a specific, logical order.

Example of Sequential Deliveries: In a construction project, the foundation must be completed 
before beginning any other work. All other deliverables in this example depend on the founda-
tion.

Parallel Deliveries

In parallel deliveries, multiple deliverables can be worked on simultaneously, with no dependen-
cies or specific work order. This approach is more flexible and can significantly reduce the project 
timeline, since different teams can handle separate deliverables concurrently.

Example of Parallel Deliveries: In a building infrastructure project, the design of multiple sys-
tems such as plumbing, HVAC, electrical, and security can be done simultaneously. Each system 
is designed at the same time, allowing the project to progress quickly with no requirement for 
order of work. 

3. Periodic Deliveries

Deliverables are provided on a regular schedule, such as monthly, bi-monthly, weekly, or bi-week-
ly. This approach works well in Agile projects where incremental progress needs to be shown.

Example of Periodic Deliveries: In a subscription-based software project, new features and up-
dates (the deliverables) are released once per month as part of the development cycle. 

4. Continuous Delivery

Delivering small batches of work continuously as they are completed. Continuous delivery is 
common in Agile projects, specifically software and digital product development. This delivery 
allows for quick value and often relies on automation to push changes directly into production.
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Example of Continuous Delivery: In an online e-commerce shop, new features such as updated 
product listings, pricing changes and discounts are continuously integrated throughout the day. 
In this example, the e-commerce customer would always have access to the latest improvements 
on the e-commerce shop, because they would be pushed out and available immediately upon 
completion.

Introducing Development Approaches
Understanding and selecting the proper development approach is one of the earliest and most 
important decisions in a project. The approach chosen will significantly affect every aspect of the 
project, including planning, execution, delivery, risk management, and ability to handle change. 

There are three different approaches to manage a project: traditional (predictive), hybrid, and 
Agile (adaptive), all compared in figure 7.1. In this book we use the terms ‘traditional’ and ‘pre-
dictive’ interchangeably and likewise ‘Agile’ and ‘adaptive’ are used synonymously.

Figure 7.1: Comparing the 3 Development Approaches

3 Development Approaches

Aspect Traditional 
(Predictive/Waterfall) Hybrid Adaptive (Agile)

Planning In-depth and detailed 
planning upfront

Mix of upfront and 
iterative planning

Iterative, incremental

planning, very minimal 
upfront planning

Flexibility In 
Project Changes

Low Medium High

Scope Changes Difficult, not expected Moderate Frequent, expected
Risk 
Management

Managed early Continual 
monitoring based on 
project needs

Adjusts as project 
progresses

Stakeholder 
Engagement

High during planning, 
low during execution

High in adaptive 
parts, low in 
predictive parts

Continuous throughout

Common 
Delivery Type

One-time Mixed Continuous, incremental

Common 
Industries:

Construction, 
infrastructure

Complex IT Projects Software Development, 
E-Commerce, Startups
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Traditional Approach
The traditional approach, also known as predictive or Waterfall, is popular in established orga-
nizations or industries that require stability and predictability. A traditional approach is charac-
terized by extensive upfront planning, clear requirements, minimal flexibility for change once 
execution begins, and low risk tolerance. Once planning is complete, project work is executed in 
a pre-planned and sequential (step-by-step) manner.

Characteristics of Traditional Approaches

â	 Fixed Scope: The project scope is well-defined, consistent and stable throughout the proj-
ect with minimal room for changes.

â	 Upfront Planning: Detailed planning is done in the beginning of the project, including 
cost estimation, resource allocation, and risk analysis.

â	 Sequential Phases: Involves phases such as gathering requirements, design, develop-
ment, testing, and deployment that follow one another in a rigid, predefined, and sequen-
tial order.

â	 Low Risk Tolerance: There is very little risk tolerance, especially as most risks are identi-
fied up-front. Once potential risks are identified, a risk response plan can identify actions 
that will be taken if the risk appears or is realized. Risks that randomly emerge during 
the project when using a traditional approach are usually unpredictable, such as sudden 
regulatory changes that will need to be addressed quickly.

When to Use a Traditional Approach

â	 When project requirements are well defined up-front and very unlikely to change.

â	 High-stakes projects where predictability and control are essential, such as in construc-
tion, hardware, or heavily regulated industries.

â	 When projects have very high levels of investment, requiring careful upfront planning to 
minimize risk.

Examples of Projects Using Traditional Approach

â	 Construction: In a construction project to build a new bank branch, the bank implements a 
traditional approach due to the need for stability, predictability and low risk in the project. 
After initial planning is done to create the approved construction blueprint, every phase of 
construction must be completed as planned and in sequence. Any changes to the project 
after the planning phase will be costly, and at the very end of the project the deliverable, 
the finished building, is released.

â	 Laptop Deployment: In a project to deploy new laptops to employees, a traditional ap-
proach is taken. Detailed planning upfront specifies how many laptops are needed, what 
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laptops or models will be used, when they’ll be deployed, and the total project budget. 
The project then progresses sequentially and in order, from the beginning of procuring the 
laptops, to setting up the laptops, to deploying them. Any changes after the initial project 
planning is completed will be costly, for example, if the laptops procured aren’t compat-
ible with required banking software, then completely different laptops would have to be 
procured.

Hybrid Approach
A hybrid approach combines elements of both traditional and adaptive approaches, allowing 
project teams to tailor their development approach based on project requirements. One major 
benefit of using a hybrid approach is that it allows any part of a project to be handled using the 
most appropriate blend of the two approaches.

Characteristics of Hybrid Approaches

â	 Tailored Approach: A hybrid approach provides a tailored means of addressing specific 
elements of the project, combining the advantages of both traditional and adaptive ap-
proaches.

â	 Flexibility: Different project phases or deliverables may use different elements of each 
approach. For example, traditional elements for stable aspects, adaptive for uncertain and 
changing aspects. This high level of adaptability gives project teams the power to respond 
quickly to changes in project requirements.

When to Use a Hybrid Approach

â	 When part or parts of a project have well-understood requirements, while other parts are 
uncertain and need flexibility.

â	 When certain deliverables need quick turnaround time, while other deliverables require 
thorough up-front planning using predictive approaches.

â	 When using an all traditional or all adaptive approach doesn’t mesh well with certain 
project conditions.

â	 When there is a large, complex project where different teams handle entirely different 
aspects of the project. For example, a technology project may need physical hardware in-
stalled by one team, and software developed for that hardware by a completely different 
team.

Examples of a Project Using Hybrid Approach

Software Development and Hardware Deployment Project: A project involving both software 
development (which uses adaptive/Agile methods) and hardware deployment (which uses 
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predictive/traditional methods) could employ a hybrid approach to accommodate both areas of 
the project.

Adaptive Approach
The adaptive approach, also known as Agile, emphasizes flexibility, rapid delivery, and quick 
response to changing requirements throughout the life of the project. 

Unlike a traditional approach, an adaptive approach focuses on minimal upfront planning. This 
includes progressive elaboration through working in short sprints or iterations, frequently incor-
porating feedback and responding to changes arising from each iteration.

Characteristics of Adaptive Approaches

â	 Highly Flexible: Ideal for projects with high uncertainty or rapidly changing require-
ments.

â	 Short Iterations: Work is performed in short cycles known as sprints, usually lasting be-
tween 1-4 weeks.

â	 Continuous Feedback: Stakeholders actively engage in providing feedback, and work 
around the product evolves based on that feedback.

â	 Prioritized Backlog: Instead of a fixed scope, the project operates on a prioritized list of 
features or deliverables known as a backlog, which will change naturally during the proj-
ect when new deliverables are needed.

When to Use Adaptive Approaches

â	 Projects with high uncertainty where requirements will change over time.

â	 Software development projects, where user or stakeholder feedback is critical in shaping 
the final product.

â	 Projects where stakeholders need continuous value, early benefits, and quick time to 
market or execution.

â	 Projects that have a limited budget and need to demonstrate value quickly. This is very 
common in startups.

Example of a Project Using an Adaptive Approach

Software Development: A project for the development of a mobile app requires quick execution, 
continuous changes and new requirements based on feedback, shifting market trends, and new 
technology. Given the potential for frequent changes and a high level of uncertainty, this project 
is best suited for using an adaptive approach.
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Nick’s Tip:

Throughout this book, remember that “traditional” and “predictive” are used 
interchangeably to describe the same development approach, while “adap-
tive” and “Agile” are also used interchangeably.

Factors For Selecting the Right Development Approach
Both traditional and adaptive approaches have their own unique use cases and specific charac-
teristics that should be considered and compared before deciding.

1. Product, Service, or End Result Needs

Innovation

The amount of innovation a project needs will be one of the first factors to consider when decid-
ing between a traditional or adaptive approach.

Predictive Approach: For projects that the organization and project team has experience with, 
or if there’s low amounts of innovation needed, a predictive approach is ideal. This allows for 
detailed planning upfront, with less emphasis on flexibility, since factors and potential outcomes 
are well known.

Example: A construction project to build a new home based on a previously used blueprint from 
a previous project with the same team would be low innovation and a good case for utilizing a 
predictive approach. Since the design and construction process are well understood, and the con-
struction team has built an identical house before, there is no need for innovation beyond small 
changes that might be required by the client.

Adaptive Approach: On the other hand innovative projects, especially those involving new tech-
nologies or solutions, benefit from an adaptive approach. This allows for greater flexibility as 
requirements are likely to evolve during the project, and frequent feedback is necessary to define 
the deliverables.

Example: A project developing an AI tool likely uses an adaptive approach, as the project may 
involve innovative requirements, challenges, and heavily rely on stakeholder feedback to contin-
uously refine the project.

Requirements Stability and Certainty

The stability and certainty of a project’s requirements helps choose the right development ap-
proach.

Predictive Approach: Works best when the project’s requirements are stable, certain, and well-de-
fined upfront.
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Example: When a company expands operations and requires the construction of a new man-
ufacturing plant. Planning upfront can include the costs of building a new plant, the required 
technology to establish the plant, and all the project execution procedures.

Adaptive Approach: For projects where requirements are unstable, uncertain, and change is ex-
pected throughout the project, taking an adaptive approach is ideal. 

Example: Developing a chatbot and chat sequence for a company’s customer service chat on their 
website. Even though they only have an idea of what the chatbot will do, they begin the project 
and come up with requirements along the way.

Scope Stability

Scope stability refers to how certain, defined, and stable a project’s scope is.

Predictive Approach Scope Stability: In projects where scope is clear and changes are unlikely, 
using a predictive method is appropriate.

Example: Construction of a bridge follows a set scope, where factors like design, materials, and 
dimensions are defined in the beginning, with little room to change once the project starts.

Adaptive Approach Scope Stability: For projects that predict frequent changes in scope, adap-
tive approaches will work better. 

Example: In a marketing project, the scope will change over time as market feedback, research, 
results, and stakeholder opinion evolve.

Risk

Projects with high risk could experience compliance issues, safety concerns, or significant project 
impact that needs to be understood before selecting an approach.

Predictive Approach to Risk: Predictive approaches are useful for projects with high-stakes risks 
that require extensive upfront planning, such as projects with potential safety concerns, legal reg-
ulations, or compliance issues. The primary risks in these projects may be failure to comply with 
safety or regulatory standards, which make upfront planning and risk mitigation critical.

Example: A company starts a project to develop a new pharmaceutical drug. A predictive ap-
proach is used to adhere to strict safety and regulatory guidelines. This project involves detailed 
planning and risk assessments from the early stages to ensure compliance throughout the devel-
opment process.

Adaptive Approach to Risk: Adaptive approaches are used when the primary predicted risks 
involve uncertainty, volatility, or need for change in requirements. These projects are usually not 
concerned with safety or regulatory risks, but have the need for flexibility and frequent changes.

Example: In a project to develop a new software, an adaptive approach can accommodate chang-
ing client or stakeholder needs. Instead of planning everything upfront, the project team can plan 
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minimally up front and work in short iterations while receiving frequent feedback. This allows 
them the freedom to quickly address additional risks identified through customer requirements 
or market changes.

2. Project Variables

Stakeholders Considerations

Stakeholders’ needs or requirements can significantly dictate which development approach will 
be taken.

Predictive Approach for Stakeholders: A predictive approach can be used when stakeholders 
have clear requirements, expectations, and needs that are known at the beginning of the project. 
With this approach, stakeholders will have less active involvement after the planning phase of 
the project.

Adaptive Approach for Stakeholders: When stakeholders’ requirements are predicted to change 
throughout the project and stakeholders need to be significantly involved throughout the project.

Schedule Constraints

The exact time or schedule that the deliverables are expected to be delivered by is another influ-
ence on the development approach to be used.

Predictive Approach Schedule Constraints: Best suited for projects with fixed, planned sched-
ules and strict deadlines with little room for delay or change.

Adaptive Approach Schedule Constraints: Effective when the planned schedule is flexible or 
will likely change after project planning and during execution.

Funding Uncertainty

Occasionally, there may be uncertainty or change in funding around a project which will impact 
which approach to implement.

Predictive Approach Funding: Stable and secured funding works very well with the upfront and 
long-term planning of a traditional approach. A lot of time and money can be used even during 
the initial planning stage.

Adaptive Approach Funding: When funding is uncertain or may be subject to change, an adap-
tive approach can be useful. This works very well in startup environments where funding is 
often inconsistent and may fluctuate up and down during the project. With a startup, a minimum 
viable product (MVP) may be created with initial funding to gauge how viable the project will be.
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3. Organizational Factors

Organizational factors such as company structure, culture, capability, and even the project team 
play a large role in selecting the right approach. 

Organizational Structure

An organization’s structure significantly influences many areas, including management and 
leadership style, risk tolerance, project team formation, and other factors.

Predictive Approach: Useful when an organization has many levels of management and formal-
ized decision-making that promote upfront planning and control. Commonly used in govern-
ment, manufacturing, construction where specific processes and compliance are required.

Adaptive Approach: Works very well with smaller, flat organizational structures, where project 
teams are self-organizing. Often these organizations have less structure, but prioritize giving 
project teams and employees fast decision making, flexibility, and execution as quickly as possi-
ble. Commonly used in startups and technology companies.

Organization Culture

Even the culture of an organization can affect the approach chosen. Organizations that use pre-
dictive approaches tend to be more established, structured, and process driven. With adaptive 
approaches, these organizations are often newer and fast paced, such as startups, focusing on 
flexibility and quick execution.

Predictive Approach Organization Culture: Commonly used in organizations that value proper 
and upfront planning, decision making from an appointed authority, and proper management 
oversight. Useful for stability and certainty in the entire project.

Adaptive Approach Organization Culture: Ideal for organizations that enable autonomy, in-
novation, and speed to execution. Project teams tend to be self-managed, with decision making 
often being done by the project team.

Organizational Capability. 

An organization’s capability to execute a project includes employee expertise, workforce capaci-
ty, financial capacity and business incentives, all of which influences which approach is chosen. 

Predictive Approach Organizational Capability: Best for established organizations with dedi-
cated teams, established processes, sufficient financial resources, and ability to invest significant 
time and effort up-front for planning.

Adaptive Approach Organizational Capability: Preferred by startups or fast-moving organiza-
tions with lean teams that need to execute quickly due to market demands, evolving customer 
needs, or funding limitations. Since adaptive or Agile is a newer form of project management, 
employees often need to be trained on this approach.
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Team Size and Geographical Location

The size and location of the project team significantly impact collaboration and communication, 
which play a role in development approach selection. This is especially true in organizations and 
teams that heavily rely on employees who work remotely.

Predictive Approach Team Size and Location: Ideal when team sizes are large, usually over 10 
people.. The team can work in-office, hybrid or remote. Predictive can also be scaled up or down 
relatively easily, depending on project and team needs.

Adaptive Approach Team Size and Location: Mostly used when there is a team size of between 
5-10 people and when the team is working in the same physical space. Adaptive approach can 
be scaled up and used for virtual or remote team use, but it thrives with face-to-face interaction 
between project team members.

Defining Life Cycle and Phases
A project life cycle comprises distinct phases unique to the project. Each phase represents a dif-
ferent stage of the project’s progression. The exact number and name of the phases varies from 
project to project, but usually spans from project initiation all the way to project closure.

In adaptive projects, life cycles are flexible and not always predefined. Instead, work is delivered 
incrementally through short iterations or sprints which usually last a few weeks and allow for 
feedback and changing requirements.

A hybrid approach can integrate both a project life cycle and iterations or sprints.

Example phases of a project life cycle for a house construction project:

â	 Feasibility (Initiation): Assess whether the business case is valid and achievable. This 
phase is generally very similar from project to project, just with a different name.

â	 Design: In this second phase, called the design phase in this project specifically, blueprint 
plans for construction and the deliverables are developed.

â	 Build: This is the third phase, called the build phase in this project specifically, focusing 
on building the structure for the project.

â	 Test: The fourth phase, called the test phase in this project specifically, focuses on testing 
the quality of the construction.

â	 Deploy: The fifth phase, called the deploy phase in this project, focuses on the final touch-
es of the construction such as official final inspection and approval from the new home-
owners.

â	 Close (Closure): Officially completing the project and ensuring documentation is archived, 
team members are debriefed, any last activities are done, and the project is officially closed 
out.
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Keep in mind, not every project will go through the same phases and phase names are specific 
to each project. In this example, the project calls the initiation phase “feasibility” and is the start 
of the project. Every project will go through some variation of the first phase (initiation) and the 
last phase (closure).

Figure 7.2: Six example phases of a traditional life cycle

At the end of each phase, a phase gate review can be conducted. This review evaluates project 
progress, and determines if the desired outcomes have been achieved before the project moves 
to the next phase. Specific criteria that might need to be met include criteria around deliverables, 
contractual obligations, specific performance targets, or other metrics.

Interactions with Other Performance Domains
The Development Approach and Life Cycle Performance Domain primarily interacts with 3 
other performance domains:

â	 Stakeholder Performance Domain: The development approach chosen can influence how 
stakeholder communication is performed. For example, an adaptive approach requires fre-
quent and continuous stakeholder communication and feedback due to potential changes 
or evolving requirements.

â	 Planning and Uncertainty Domains: Risks and uncertainty are planned for and addressed 
based on the development approach chosen. Usually, traditional approaches are more risk 
averse, while adaptive approaches are less risk averse.
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â	 Team Performance Domain: The development approach affects team dynamics, espe-
cially the autonomy the project team will have and the leadership style that the project 
manager will employ.

Development Approach and Life Cycle Performance Summary
The Development Approach and Life Cycle Performance Domain ensures that a project’s cadenc-
es, phases and development approach are best suited for the project. 

In this chapter, we covered development and delivery cadences, the three project development 
approaches and factors to consider when choosing the right approach, as well as project life cycle 
and phases. Focus on studying and reviewing what instances you’d need each development ap-
proach for. Understanding each of these elements is essential not only when beginning a project, 
but also executing through each phase of the project.

In the next chapter, we’ll cover the Planning Performance Domain, focusing on the different as-
pects of planning a project.
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Chapter 8
Planning Performance Domain

The Planning Performance Domain focuses on preparing, organizing, and coordinating all proj-
ect activities. Planning is a crucial step at the beginning of a project and an ongoing process that 
changes with new information and requirements. 

This chapter will cover topics such as planning variables, project deliverables, communications, 
procurement and contracting, scheduling, estimating, budgeting, change management, and met-
rics.

Main Outcomes of the Planning Performance Domain
The main outcomes and objectives of the Planning Performance Domain are:

â	 Organize and coordinate progression of the project to maintain momentum, ensuring 
tasks are completed on schedule and resources are properly utilized.

â	 Deliver project outcomes by focusing on the bigger picture. 

â	 Keep up to date on evolving project related information and utilize that information to 
produce the necessary deliverables. 

â	 Ensure adequate and appropriate time is spent on planning for the situation.

â	 Provide sufficient planning information to manage stakeholder expectations. This ensures 
that all stakeholders are on the same page and can make informed decisions based on ac-
curate data.

â	 Establish a process to adapt plans and keep them flexible based on changing conditions.

Key Terminology
Accuracy: The assessment of how correct an estimate is.

Backlog: A prioritized list of tasks or features that are waiting to be worked on and completed, 
most often used in Agile project environments.

Budget: The approved cost estimate for the project or a component of the work breakdown struc-
ture (WBS).

Crashing: A technique used to shorten a project schedule by adding resources with minimal cost 
increase.

Cycle Time: The total time it takes to go through a process.
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Estimate: A quantitative assessment of project variables such as costs, resources, effort, and du-
ration. We’ll cover 3 estimating techniques in this chapter, including relative, deterministic, and 
probabilistic estimating.

Fast Tracking: A method that allows activities or phases typically done in sequence to be per-
formed in parallel to save time.

Precision: How exact or precise something is.

Qualitative: Data or information that focuses on understanding qualities, characteristics, and 
insights. It cannot be described by numbers.

Quantitative: Data or information that can be measured and expressed in numbers.

Re-baselining: The process of adjusting the project baselines to reflect changes that occurred 
during project execution, often due to scope changes or re-planning efforts.

Reserves: A set amount of time or budget allocated to account for uncertainties or risks, ensuring 
the project can still meet its objectives despite deviations from the plan. We will discuss 2 types 
of reserves in this chapter.

Scope: The amount of work performed to deliver a project’s deliverables, covering both the prod-
uct and project scope.

Throughput: The number of tasks or work items that can be completed in a given amount of time.

Work Breakdown Structure: A visual planning tool used to break down an entire project into 
smaller tasks.

Planning Variables
Planning variables are the factors that influence how a project is planned in terms of  complexity, 
deliverables, and goals.

Common Planning Variables

â	 Development Approach: As covered in the previous chapter, the development approach 
(whether traditional, hybrid, or adaptive) dictates how much initial planning is done, the 
flexibility the project will have, and when work is delivered. 

â	 Project Deliverable Complexity: The complexity of project deliverables impacts the plan-
ning process. Projects with complex and tangible deliverables, such as construction, re-
quire detailed, upfront, and structured traditional planning. On the other hand, projects in 
areas like software development typically use adaptive planning to accommodate changes 
as the project progresses.
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â	 Organizational Requirements: Internal organizational governance, policies, and proce-
dures can significantly influence specific planning processes and project documents or 
artifacts used. Organizations may have mandatory documentation or frameworks to use 
in project planning.

â	 Market Conditions: External market conditions and pressures can affect planning. For 
example, in e-commerce, time to market is very important. A project to develop a new 
product would require less upfront planning in order to speed up the delivery process and 
maintain competitive edge by time to market.

â	 Legal or Regulatory Restrictions: Some industries can be limited by legal or regulatory 
restrictions. These restrictions can require specific planning or formal documents to be 
created before regulatory approval is given for the project to move forward.

â	 Social and Environmental Considerations: In some projects, planning may need to ac-
count for the social and environmental impacts of deliverables. 

Planning Project Deliverables
A large part of project preparation is planning deliverables to ensure they can meet the desired 
quality and schedule requirements. This process begins by thoroughly understanding the busi-
ness case, the expectations of stakeholders and customers, and the full scope of the project.

There are two project planning methods, traditional and adaptive planning.

Traditional Planning

Traditional planning, used with a traditional approach, identifies high-level deliverables early in 
planning. The project scope is then broken down into phases and decomposed from phases into 
smaller, more manageable tasks, using a Work Breakdown Structure (WBS) as shown in figure 
8.1. This ensures that each part of the project is planned for, worked on, and delivered in order.

In a Work Breakdown Structure, the project sits at the very top, with each phase sitting below 
the project, the work package below the phase, and any tasks to be completed at the lowest level.
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Figure 8.1:  WBS diagram demonstrating traditional planning for a construction project.

Adaptive Planning

When taking an adaptive approach, project work can be divided into high-level themes known as 
epics, which are then broken down and refined into user stories or backlog items for project team 
members to work on. User stories and backlog items are often prioritized by complexity, risk, and 
estimated time to complete.

While important tasks are usually planned for and addressed quickly, routine tasks, on the other 
hand, are planned for later in the project. Adaptive planning specifically uses the concept of the 
“last responsible moment,” where non-urgent decisions or tasks are deferred to the last possible 
moment.

Adaptive planning has an advantage over traditional approaches because it allows project 
work to be easily modified, and deliverables can be released incrementally as they’re completed 
throughout the project.
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Figure 8.2: A diagram breaking down epics and themes. 

Estimating
Est imating forecasts the amount of work, duration, costs, and resources required to complete the 
project. This is considered a quantitative process, meaning that the end result of an estimate is 
expressed in a number or set of numbers. 

Estimates can be done at the beginning of the project or at any time throughout. As the project 
progresses and more relevant data becomes available, estimates can be performed again with 
new project information. The earlier in a project an estimate is performed, the less accurate it 
usually is due to a lack of data.

While estimates are useful for planning, they are inherently uncertain and should be considered 
alongside other factors. To make estimates effective, they should be analyzed, applied to deci-
sion-making, and then adjusted depending on specific project needs.

Four Main Factors In Estimating

Estimating relies on four main factors, range, accuracy, precision, and confidence.

1. Range: Range in an estimate is the span between estimated minimum and maximum 
values of a projected outcome. Early in a project, the range is broad due to limited infor-
mation and high uncertainty. As the project progresses and estimates are performed again, 
the range will narrow because of new information and less uncertainty. For example, an 
initial cost estimate might have a range of $80,000 to $120,000, but as the project evolves, 
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the range could tighten to between $95,000 and $105,000. This gradual refinement helps 
project teams plan more effectively and make informed decisions.

 Figure 8.3: Estimate range including minimum and maximum values.

2. Accuracy: Accuracy refers to how correct an estimate is in its predictions. For an estimate 
to be accurate, it has to closely reflect the actual outcome of a project. Accuracy can be mea-
sured by comparing original estimates to the final results, often expressed as a percentage 
or deviation from actual outcomes. For example, if a project cost estimate is $100,000, and 
the actual cost is $102,000, the estimate is quite accurate with a small deviation of $2,000 or 
about 2%.

3. Precision: Precision is the level of detail included in an estimate. For example, an estimate 
for a construction project could have a high level of precision by specifying many factors 
such as the exact quantities and unit costs of materials, labor hours, and equipment usage. 
On the other hand, it could have a low level of precision by approximating only total costs 
without clarifying specifics. 

 While precision helps in planning and resource allocation, it doesn’t mean the estimate is 
accurate or correct. It is possible for an estimate to be both precise and inaccurate, which 
can lead to serious issues if it’s not aligned with the reality of project outcomes.

4. Confidence: Confidence is the level of certainty of an estimate. This is determined by 
the project team’s familiarity with the task and estimation method, the reliability of any 
data used, and the clarity of requirements. For example, if a project manager and project 
team have had success on similar projects in the past, their confidence in an estimate they 
perform for a new, similar project will likely be high. Confidence in estimates is lower for 
innovative projects, technologies and processes, when there are unclear project require-
ments, or if the project team is inexperienced.

Copyright TeachMeIT / Nicholas Mendez



Chapter 8: Planning Performance Domain  |  87

Estimating Techniques and Methods
Estimating techniques and methods vary greatly in complexity and application, depending on 
the level of uncertainty, the type of project, and available data. Some estimates aim to provide a 
singular figure or multiple figures, while others produce a wide range of possibilities.

Commonly Used Estimating Techniques

1.	 Deterministic Estimating: This method provides a single number known as a single 
“point” estimate. For example, one specific value such as “6 days” or “6 weeks.”

	 Deterministic estimating is straightforward, as well as easy and quick to use, making it 
useful for well-defined, low uncertainty tasks. However, it lacks flexibility in handling nu-
merous or complex variables and uncertainty, which makes it less ideal for projects where 
conditions are changing or where multiple possible outcomes exist.

	 Example of Deterministic Estimating: A project manager estimates that a task will    take 
the project team approximately 6 days to complete based on their previous experience 
with similar tasks.

2.	 Probabilistic Estimating: Provides a range of possible outcomes along with probabilities 
of likelihood for each outcome. This estimate can be presented as either a single-point esti-
mate with a probability, such as a task having an 85% chance of completion within 7 days, 
or as a range, such as varying chances of completion along an 8 to 12-day range. It’s very 
useful in projects with high uncertainty or where multiple scenarios are possible.

	 Example of Probabilistic Estimating: A project manager estimates a task has a 90% chance 
of being completed within 7-9 days and a 10% chance of requiring up to 12 days.

3.	 Absolute Estimating: Absolute estimating presents an exact number or numbers based on 
past data or previously known numbers to estimate work. This works well when there is 
historical data available or there are similar previously completed tasks with known times 
of completion.

	 Example of Absolute Estimating: A project team knows that a previous report took 6 
hours to produce; they can safely estimate a similar amount of time for a new report.

4.	 Relative Estimating: Rather than providing specific numbers or an exact figure, relative 
estimating compares tasks to one another, assigning estimates based on previous tasks.

	 Example of Relative Estimating: In a project using an adaptive approach, a team may es-
timate that Task A will take twice as long as Task B, which takes 4 hours, and through this 
task comparison, they agree that Task A will take about 8 hours.

5.	 Flow-Based Estimating: Flow-based estimating is primarily used in adaptive projects that 
involve continuous delivery, iterative work, and repetitive or repeating tasks where there 
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is a way to measure production rates. This form of estimating relies on calculating the 
cycle time and throughput to predict how long it will take to complete a specified amount 
of work.

	 Cycle time refers to the total time it takes to complete one unit of work or task from start 
to finish. Throughput is the number of tasks that can be completed in a given period.

	 Example of Flow-Based Estimating: A team producing software updates estimates that 
it takes about 1.5 days to complete one update (cycle time) and typically completes 3 up-
dates per week (throughput). Using these metrics, the team estimates that completing 9 
required updates will take about 3 weeks at a rate of 3 updates per week.

Scheduling
Scheduling dictates the sequence, timing and planned completion of project activities and tasks. 
Depending on the project’s approach, either traditional or adaptive scheduling methods are used.

Traditional Scheduling

Traditional scheduling follows a structured and sequential approach, focusing on clearly defin-
ing, ordering, and executing project work. 

Additionally, traditional scheduling focuses on:

â	 Decomposing the project into specific and actionable activities, tasks or deliverables.

â	 Sequencing these activities to determine the flow and dependencies for tasks.

â	 Estimating the required effort, duration, people, budget, and resources needed to com-
plete each activity.

â	 Allocating team members and resources to complete each activity based on availability 
and required skill sets.

â	 Adjusting sequence, estimate, and resources as needed until the project team agrees on an 
achievable schedule.

Adaptive Scheduling

Adaptive scheduling focuses on delivering value incrementally throughout the project. Instead 
of fully defining the schedule upfront, teams break the project into shorter iterations (sprints) 
and plan only for the next cycle after a cycle is completed. This allows for flexibility and frequent 
reassessment based on evolving stakeholder needs and feedback.
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Schedule Compression

When a project’s timeline differs from the desired end date, schedule compression techniques 
can be used. Schedule compression is the process of condensing the project schedule by increas-
ing the amount of work that is done through either fast tracking or crashing.

While schedule compression can help speed up a project and move it more quickly to comple-
tion, it also runs the risk of introducing team dissatisfaction. Team dissatisfaction can stem from 
overworking and burnout, which can increase project costs and re-work of tasks later down the 
line. Before opting for schedule compression, project managers should carefully consider factors 
like project team morale, budget constraints, and the overall scope of the project.

Crashing

Crashing involves adding resources such as people, overtime, or expedition of work to complete 
tasks faster and reduce the overall project timeline. Typically, this is done with the desire for 
minimal cost increase, and it can necessitate some creativity to implement within budget. This 
technique is useful when project deadlines are inflexible, and additional manpower or overtime 
can meet the new desired schedule.

Example: A construction company needs to complete a building project faster due to high demand 
and pressure from stakeholders. By extending work hours from the existing project team, the 
project’s duration is shortened without significantly increasing costs. The project manager needs 
to be wary of team burnout and dissatisfaction in this case.

Figure 8.4: Fast Tracking and Crashing
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Fast Tracking 

Fast tracking involves executing tasks that should normally be done sequentially at the same 
time, which shortens the project schedule. This technique is fairly effective for a quicker delivery 
but introduces additional risks, such as rework if previous tasks are modified.

Example: In a web design project, the project team starts coding while the design of the user in-
terface and layout of the website is still being finalized. Although this speeds up development, if 
the design or layout changes, it may require significant rework on the code, potentially causing 
delays and requiring additional costs.

Dependencies

When using schedule compression techniques such as crashing and fast tracking, it is important 
to understand the nature of dependencies between project activities. A dependency between 
project tasks requires one to be completed before the next one can start. Not all tasks within a 
project can be compressed because of dependencies.

Types of Dependencies

There are 4 main types of dependencies, mandatory, external, discretionary, and internal. Man-
datory and external dependencies cannot be altered, while discretionary and internal dependen-
cies can be.

1.	 Mandatory Dependency: This is a relationship that is either contractually required or in-
trinsic to the nature of the work. It cannot be altered by the project team.

	 Example: In a construction project, you must lay a foundation before building a structure. 
The structure cannot come before the foundation, so there is a mandatory dependency 
between the construction of the building relying on the foundation being finished before 
beginning work.

2.	 External Dependency: This dependency is outside the project team’s control and involves 
interactions and a dependency between project activities and non-project activities. This 
cannot be altered by the project team.

	 Example: A project is delayed while waiting for a regulatory body’s approval to move 
forward with the development of a new drug. This regulatory review is an external depen-
dency that pauses project activities due to non-project activities (the regulatory review) 
that cannot be controlled by the project team.

3.	 Discretionary Dependency: This is a dependency and relationship based on project pref-
erences or best practices, which can be modified by the project team.

	 Example: A project team may choose to finish a draft report before starting a review pro-
cess, even though these activities overlap. This dependency is based on the team’s prefer-
ence to ensure quality and clarity before review.
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4.	 Internal Dependency: A relationship between two or more project activities that are 
within the project’s control and may be altered if needed.

	 Example: One project team member might rely on another team member’s output before 
beginning their task, but scheduling adjustments can be made if needed.

Budget Estimates, Reserves and Cost Baselines
The project’s budget is an important tool used to manage project spending. It ensures that bud-
geted funds are allocated and applied appropriately to different areas of the project at the right 
time based on progress.

The budgeting process begins by considering project costs and then creating and converting cost 
estimates into a financial plan, known as the cost baseline. This cost baseline sets clear expecta-
tions for how resources will be distributed over the project’s timeline.

Budget estimates often include costs for labor, overhead, materials, supplies, and equipment.

Once these budget estimates are calculated, they are used to create the cost baseline, which is dis-
tributed along the project’s schedule. With this information, project managers can monitor and 
control expenses as the project progresses.

Reserves

The project’s budget often contains monetary reserves to handle uncertainties. These reserves can 
be thought of as backup funding that should only be used or accessed when absolutely necessary.

1.	 Contingency Reserves: These reserves are allocated for known, in-scope risks that are 
likely to occur and are identified during initial planning.

	 Example: A software development project sets aside contingency reserves for potential 
bug fixes that are common, expected, and could delay a software release.

2.	 Management Reserves: These reserves are held for unforeseen risks that were not pre-
dicted in initial planning and fall outside the project’s scope. They are not part of the cost 
baseline and typically require additional authorization from a project sponsor, organiza-
tion executive, or PMO to deploy.

	 Example: A sudden and unpredictable new regulation that affects an organization’s cyber 
security project. This sudden regulation requires significant changes to project delivera-
bles that can be mitigated by using management reserves. In this case, the project man-
ager requests the organization’s Chief Technology Officer to approve the management 
reserves.

By continually monitoring costs against cost baseline and strategically using reserves, a project 
can maintain strong financial health while adapting to changes without exceeding the budget.
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Figure 8.5: A projects budget containing contingency reserves, management reserves, project budget, 
work cost estimate, and cost baseline.

P lanning Communication
Communications should be carefully planned in order to keep stakeholders informed and pro-
vide the appropriate information in a timely fashion, through the right medium, and where that 
information is received from (such as reports, dashboards, calculations, etc.)

Consider these questions when planning communications:

1. Who needs information?

 Consider identifying stakeholders who need specific information. Different stakeholders 
will need various levels of detail and information.

2. What information do they need?

 Determine what information or type of information a stakeholder will need. For example, 
does the stakeholder need project progress reports, budget/financial updates, or issue 
escalations? There are a lot of different types of information that a stakeholder may need 
to have, and this should be tailored specifically to their requirements.

3. Why should we share the information?

 Consider the purpose behind why a stakeholder might need a piece of information before 
sharing it. Different communications addressing project information may have a different 
intent behind it; for example, seeking approval, addressing concerns, or simply providing 
updates on project progress.
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4.	 What is the best method of communication to provide information?

	 Focus on understanding the best method of communication to provide the information 
you’ve gathered while also considering specific stakeholder communication preferences.

5.	 When or how often is the information needed? Is a schedule appropriate?

	 The timing and frequency of communication must be considered and planned as well. For 
instance, an executive stakeholder may only need weekly, bi-weekly, or monthly high-lev-
el updates, while the project team may need more frequent or daily check-ins. The fre-
quency of communication should align with the project’s schedule to allow for timely 
decision-making.

6.	 Who has the Information?

	 Identify who is responsible for gathering and distributing information to ensure smooth 
and consistent communication. The project manager often takes this role, but sometimes a 
team lead can be delegated to take on the role of certain communications.

Physical Resources Defined
Physical resources in projects are any assets such as materials, equipment, software, product 
licenses, and testing environments. Employees are generally not considered physical resources. 
Effective planning for physical resources involves estimating needs accurately, managing supply 
chain logistics, and overseeing procurement activities to ensure availability when required.

Nick’s Tip:

Physical resources are not only physical materials that you can touch or see in 
person. It also encompasses software programs, technology systems, licens-
ing, etc. This highlights that physical resources are both tangible and intangi-
ble assets and any resources vital to the project besides people.

Procurement and Contracting
Projects in industries like engineering and construction often require significant physical re-
sources that must be procured, stored, and managed efficiently. To prevent delays, project teams 
should consider lead times, storage capacity, transportation logistics, and delivery timing during 
procurement.

Effective procurement planning also involves balancing bulk ordering compared to storage costs, 
gauging material environmental impact, and mitigating risks that could delay or disrupt the 
project. Inventory must also be tracked from procurement to final use to ensure resources are 
accounted for, used efficiently, and available when needed.
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Procurement

Procurement refers to the process of obtaining goods or services required to meet the needs of a 
project from external vendors or third parties. In project management, procurements can occur at 
any stage of the project, but upfront planning before initiating procurements is crucial to ensure 
that the procurement process runs smoothly and fits the project’s requirements.

Nick’s Tip:

There can be a variety of reasons why a project manager might choose to pro-
cure externally over produce internally. The decision to procure over produce 
is due to the need for faster turnaround, access to specialized expertise, lack of 
internal skills or capacity, better cost-effectiveness, or to mitigate risk.

Part of procurement planning is conducting a make or buy analysis to decide which deliverables 
should be created internally and which will need to be outsourced or purchased. The decision 
to make or buy is important and will significantly impact the project timeline, budget, planned 
expenses, and team workload.

Factors to Clarify From a Third-Party for Procurement:

â	 The types of goods or services needed

â	 Expected delivery timelines

â	 Pricing and payment terms

â	 Any other relevant technical, product, service, organizational, and regulatory require-
ments

The topic of procurement is discussed in depth in the next chapter, specifically addressing how 
to work with 3rd party vendors, including the topics of request for quotes (RFQs), request for 
proposals (RFPs), and more.

Change Management
Change is inevitable in any project and can arise as a response to a new understanding of project 
requirements, identified risks, and evolving and changing stakeholder needs. When considered 
from a planning viewpoint, a structured process for managing any potential changes should be 
created. In most organizations, this process is commonly known as change management. 

In a traditional approach, change requests could trigger a need to re-baseline the project’s scope, 
schedule, or budget. Change requests would generally be proposed to a Change Control Board 
(CCB) to be approved or denied.

In adaptive projects, changes can usually be handled less formally, either through reprioritizing 
backlogs or adjusting plans during review cycles. 
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Changes that involve any contract modifications will have specific processes, legal or regulatory 
guidelines in order to initiate a change and should be consulted with the appropriate internal 
departments, such as the legal department.

Metrics
Metrics in planning are used to evaluate project performance, progress, and success. They pro-
vide insights into deliverable quality, schedule adherence, resource allocation, and budget con-
trol.

By tracking key performance indicators (KPIs) and other relevant metrics, project teams can iden-
tify and address inefficiencies, potential risks, and performance issues early.

While nearly every aspect of a project can be measured, it is essential to only focus on only met-
rics that directly impact or assess a project’s success. By consistently monitoring these metrics, 
project teams can ensure the project stays on track through proactive action. 

Alignment
Effective planning ensures that all project activities are aligned with scope, quality standards, re-
source availability, budget, and stakeholder expectations. This coordination of activities extends 
across logistics, material deliveries, testing, and quality assurance. 

Smaller projects often work with very simple plans that align all aspects of the project together, 
while larger projects may require an in-depth, comprehensive project management plan that in-
tegrates these elements.

Nick’s Tip:

At a higher level, alignment across related projects in a program within an 
organization is important. The timing, resources, and general success of one 
project often impact others in a program or portfolio. Planning must consider 
other previous, present, or future projects and organizational operations as a 
whole.

Interactions with Other Performance Domains
The Planning Performance Domain interacts with 3 other performance domains:

â	 Development Approach and Life Cycle Performance Domain: Planning is influenced by 
the chosen development approach. Traditional approaches require a lot of planning at the 
start, while adaptive approaches continuously plan throughout the project. 
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â	 Uncertainty Performance Domain:  Interacts directly with uncertainty by planning for 
and addressing risks. Plans around risk often need to be flexible with multiple options to 
handle emerging risks or new information, ensuring the project can navigate uncertain-
ties.

â	 Delivery Performance Domain: Planning supports the delivery of project outcomes by 
establishing clear goals, timelines, and metrics for project and project team progress.

Planning Performance Domain Summary
The Planning Performance Domain focuses on preparing for, organizing and coordinating all 
project activities. While planning is essential at the beginning of a project, it’s also an ongoing 
process all throughout the project no matter the development approach used.

This chapter explored many different aspects of planning, including planning variables, project 
deliverables, communications, procurement and contracting, scheduling, estimating, budgeting, 
change management, and metrics. Through effective planning, project teams can execute confi-
dently, manage changing conditions, mitigate risks, and achieve project goals.

In the next chapter, we’ll cover the work performance domain, focusing on the completion and 
execution of project activities.
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Chapter 9
Project Work Performance Domain

The Project Work Performance Domain focuses on the execution and coordination of all activities 
required to complete project work and deliverables. It encompasses processes, constraints, team 
management, communication, stakeholder engagement, and continuous learning to ensure both 
successful project execution and ongoing team improvement.

In this chapter, we’ll explore project work execution, process tailoring, managing competing con-
straints, managing team focus, effective communication, procurement, optimizing resources, and 
knowledge management.

This performance domain is crucial to keeping the project structured and ensuring that work is 
organized, managed, and completed as planned.

Main Outcomes of the Project Work Performance Domain
The main outcomes and objectives of the Project Work Performance Domain are:

â	 Efficient and Effective Project Performance: Ensures the project team delivers results as 
expected while minimizing delays, errors, and major roadblocks.

â	 Optimized Project Processes: Focuses on project processes being relevant for the project’s 
environment and adjusted or modified when necessary.

â	 Timely Stakeholder Communication: Maintains stakeholder awareness of project prog-
ress, issues, and changes.

â	 Effective Resource Management: Involves managing physical resources like materials, 
equipment, and logistics to minimize delays and bottlenecks.

â	 Effective Procurement Management: Procurement is necessary when there are needs for 
resources that the project team can’t or won’t produce on their own. Procurement man-
agement involves creating requirements, choosing suppliers, performing contract negoti-
ations, and ensuring resources are delivered on time and meet the expected standards.

â	 Continuous Improvement and Learning: Encourages the project team to learn as the proj-
ect progresses, improving their capabilities and outcomes over time.
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Key Terminology
Bid Documents: All documents used to solicit information, quotes, or proposals from vendors.

Bidder Conference: A meeting with potential vendors to clarify procurement requirements 
before they submit their bids.

Change Control Process: A formal process used in predictive/traditional projects to assess and 
approve potential changes to project scope, schedule, or resources.

Explicit Knowledge: Knowledge that is easily documented and shared using symbols, words, or 
numbers.

Lean Production: A methodology focused on minimizing waste while maintaining high produc-
tivity, often used in process optimization.

Lessons Learned: Insights gathered by the project team at the end of a project or phase to under-
stand what went well, what didn’t, and how future projects can be improved.

Process Tailoring: Adjusting processes specifically to fit the size, complexity, and context of a 
project.

Project Processes: Established procedures and steps to manage and execute project work effi-
ciently.

Request for Information (RFI): A document used to gather more information from potential 
vendors before sending out detailed bid documents.

Request for Proposal (RFP): A document used to request proposals for complex or custom work 
where vendors propose solutions.

Request for Quote (RFQ): A document used to request a price quote from vendors for goods or 
services that are readily available.

Retrospective: A regular meeting held during an Agile project to evaluate team performance and 
processes, aiming for continuous improvement.

Tacit Knowledge: Personal knowledge gained from experience, which can be difficult to articu-
late and transfer.

Value Stream Mapping: A lean production technique used to identify the value-adding steps in 
a process and eliminate wasteful activities.

Project Work
Project work refers to the actual execution of specific tasks or activities necessary to complete the 
deliverables or phases of a project. This is the hands-on work that the project team is assigned to 
finish. 
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From a project manager perspective, it includes many different factors including the follow-
ing:

â	 Managing Workflow: Handling existing tasks, integrating new tasks, and managing 
changes efficiently to prevent bottlenecks and ensure continuous project progression.

â	 Maintaining Team Focus: Ensuring the project team stays aligned with project objectives, 
keeping morale high, and minimizing distractions or deviations from the plan.

â	 Optimizing Project Systems: Establishing and refining efficient project processes that 
support smooth operations, whether through Lean methods or tailored project tools.

â	 Communicating with Stakeholders: Keeping stakeholders informed through consistent 
and clear communication, addressing their needs, and managing expectations.

â	 Managing Resources: Overseeing the flow of materials, equipment, supplies, and other 
physical resources to ensure they are available when needed, without causing delays.

â	 Procurement: Collaborating with 3rd-party vendors and contractors to ensure external 
goods and services that the project team cannot or will not create are sourced efficiently 
and align with project requirements.

â	 Monitoring Change Control and Impacts: Controlling and tracking any changes that 
could affect the project’s scope, schedule, or resources and ensuring appropriate actions 
are taken to mitigate risks.

â	 Facilitating Knowledge Transfer: Driving continuous learning and improving team ca-
pability by sharing knowledge, conducting lessons learned reports, and refining processes 
for better future outcomes.

Project Processes
A project process is a repeatable, standardized, or structured method used to meet project needs 
consistently and efficiently. These processes are not just step-by-step instructions; they can also 
be approved tools, methods, frameworks, or standards of completion.

They can be applied across nearly every aspect of a project, including communication,  procure-
ment, quality management, and many other areas.

Project Process Examples

The specific processes used will vary from project to project, but all processes exist to help the 
project team produce results consistently.

These are the areas that can benefit from using project processes:

â	 Risk Management: Identifying, assessing, and responding to risks using a pre-established 
risk register.
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â	 Change Control: Reviewing, approving, and documenting project changes to prevent 
scope creep.

â	 Quality Management: Implementing quality reviews, peer evaluations, and audits to 
maintain high work standards.

â	 Task Sequencing: Using Kanban boards to ensure tasks are worked on in a logical order.

â	 Stakeholder Communication: Implementing routine and structured meetings and reports 
to keep stakeholders informed.

â	 Procurement: Standardizing vendor selection, procurement methods, and contract man-
agement.

Process Tailoring
Process tailoring consists of modifying processes based on the size, complexity, budget, and envi-
ronment of the project. Larger projects typically require more formalized and structured process-
es, while smaller projects can operate with greater flexibility and simplicity to remain efficient.

Process Tailoring Concepts and Practices

â	 Lean Production: Lean production is a methodology that focuses on removing inefficien-
cies and adjusting processes to eliminate non-value-adding activities.

	 Example: Tools like value stream mapping can be used to identify important work and 
inefficiencies, allowing project teams to focus on what drives project value and success.

â	 Identifying Waste: Project teams should spend only the amount of time necessary on 
tracking, managing, and following processes. Identifying waste should be done whenever 
the project team realizes they are wasting time or effort in a specific activity or practice.

	 Example: A project team realizes they are spending too much time in meetings, reviewing 
non-critical tasks. They decide to reduce unnecessary meeting time and focus efforts on 
actual deliverables, identifying and eliminating waste and improving efficiency. 

â	 Maximizing Value: Evaluating current tasks or new activities to provide the most value 
based on time and effort spent. The project team must assess where group and individual 
time and resources are best spent.

	 Group Example: In a software development project, the project team notices they are fo-
cusing too much time on a non-important feature. They decide to focus their effort more 
on an important feature that drives more value to many more users and stakeholders.

	 Individual Example: A project team member realizes they are spending too much time 
in meetings that aren’t relevant to their project role or work. They talk with the project 
manager and instead focus their time on tasks that drive the most value for their assigned 
work and skillset.
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â	 Retrospectives and Lessons Learned: Regular retrospectives or lessons learned meetings 
create an opportunity for project teams to reflect on their performance, evaluate their pro-
cesses, and suggest improvements. Lessons learned reports can be created to enhance effi-
ciency and effectiveness in future project phases or new projects. 

	 Example: After every project phase, the project team meets to update the formal lessons 
learned report with any new knowledge gathered.

Competing Constraints
Leading a project requires a balance of managing and navigating various competing constraints. 
These constraints can include anything from fixed deadlines, regulatory or organizational re-
quirements, budget limitations, and quality standards. 

These constraints can require adjustments, such as extending the project timeline, modifying 
project scope, or in severe cases, requesting budgeting reserves. New constraints can emerge 
during a project, while existing constraints can change or even disappear. In addition to manag-
ing these competing constraints, the project team must also make sure that stakeholder expecta-
tions are being met.

Managing Team Focus and Effective Team Leadership
Managing team focus requires balancing both short-term and long-term efforts. Project managers 
must assess workloads to ensure tasks are achievable and reasonable for maintaining motivation 
and preventing burnout. The goal is to balance progression while simultaneously avoiding proj-
ect team burnout and reduced productivity. 

Effective team leadership helps the team be productive, informed about any issues or delays, and 
involved in addressing challenges such as budget overruns. Maintaining open communication 
and creating a healthy work environment are some examples of effective leadership.

Project Communications
Effective communication is critical for project work and involves both formal and informal ex-
changes among team members and stakeholders. In most projects, communication includes 
in-person, audio or video meetings, instant messaging, and emails.

Day-to-day communication is common when working on projects and can include requests for 
updates, reports, or presentations, often last minute. If these requests become too frequent for the 
project team, it could indicate that the current communication plan needs to be updated and its 
frequency potentially reduced.
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Managing Procurements
Many projects require the procurement of external resources such as materials, equipment, soft-
ware, or labor. Procurement can occur at any stage in the project, whether it’s planned or spon-
taneous.

Typically, the project manager and project team will handle a few specific aspects of procurement 
like conducting initial research, requirements or scope of work, preparing vendor requests, and 
eventually a decision on a best option. Once that option is identified, the project team will work 
closely with a procurement specialist or department from their organizations. Generally, these 
are contracting officers, procurement teams, or legal departments, but this varies from organiza-
tion to organization.

The procurement specialists will oversee the financial, legal, and compliance side of the procure-
ment process. They usually possess the ability to sign and enter into contracts on behalf of the 
organization, in addition to mitigating risks and negotiating the best possible terms.

Nick’s Tip:

Every organization is different, and a project manager’s may or may not have 
the authority to enter into or sign contracts. Before beginning procurements, 
it is helpful to identify who in an organization will help with the process and 
has the authority to enter into a contract.

Procurement Documents

Before the procurement process officially begins, the project manager and qualified team mem-
bers develop important documents to define exactly what is needed and to solicit bids from ven-
dors. Documents such as the Request for Information (RFI), Request for Proposal (RFP), Request 
for Quote (RFQ), Statement of Work (SOW), and contract terms are all created prior to starting 
procurement. Once these documents are created, the project team can reach out to and solicit bids 
from vendors.

Soliciting Outside Bids from Vendors

The bid process is how potential vendors compete for a contract and opportunity to fulfill the 
procurement needs. Bids are a great way for a company to gather multiple options in order to get 
the best fulfillment possible.

Three Common Bid Documents

â	 Request for Information (RFI): Created and distributed to vendors to gather details before 
creating and sending out formal bid documents. This is most often requested in a regular 
email.
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â	 Request for Proposal (RFP): A document used when a project needs a specific solution 
that the vendor will propose. This is particularly useful in projects where the scope of the 
project is complex and the project team isn’t entirely committed to a single, specific solu-
tion.

â	 Request for Quote (RFQ): A document sent to potential suppliers or vendors when price 
is the primary consideration. This document focuses on getting a price for a specific deliv-
erable or solution that is clearly defined by the project team or project manager.

Figure 9.1: A sample request for proposal (RFP)
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Figure 9.2: A sample request for quote (RFQ)

Once bids are submitted, the project team will evaluate potential vendors based on their specific 
on important criteria, such as a vendor’s experience, cost, reputation, and delivery time. After re-
viewing bids, the project manager and the contracting team or authority at the organization will 
negotiate terms with the vendor such as cost, deadlines, and any other important aspects. This 
ensures both parties agree on all details before creating and signing a legal contract.
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Contract Signing and Vendor Integration 

After selecting a vendor and finalizing negotiations, the contract is signed, and the vendor is now 
considered a project stakeholder. At this point, any project documents are updated to reflect the 
vendor’s contributions, including timelines, costs, and quality standards. The vendor’s role will 
need to be considered and managed in certain parts or the entire project, and their involvement 
needs to be integrated into project operations.

Managing Physical Resources
Many projects need access to physical materials and supplies in order to complete deliverables. 
Proper management ensures that these important resources are available as needed, while com-
municating this availability with the project team, stakeholders, and supporting vendors.

When managing large amounts of physical resources, such as in a construction project, an orga-
nization may use an integrated logistics system. This is an internal process that an organization 
uses to plan, order, transport, store, track, and distribute resources efficiently. A logistics system 
is usually governed by company policy and can be tailored to the project, ensuring resource 
availability is aligned with project requirements and  minimizing delays.

Primary Objectives of Managing Physical Resources

â	 Reduce material handling and storage on-site.

â	 Reduce waste and scrap.

â	 Decrease wait times for obtaining physical materials.

â	 Promote an efficient work environment.

New Work and Changes
New work and changes to a project will happen and must be properly managed to avoid budget, 
resource difficulties, and schedule delays. How new work and changes are handled depends on 
the development approach used in the project.

Agile approaches tend to handle new work and changes smoothly. In these projects, new tasks 
are added to the product backlog, with the project manager and product owner managing scope, 
budget, and resource availability. The product owner also prioritizes tasks to ensure the most im-
portant ones are prioritized and completed on schedule. Any changes to the project can generally 
be discussed and approved in meetings with the project manager, project team, product owner, 
and/or stakeholders.

In traditional projects, changes and new work are less frequent but must be managed more for-
mally and can be more time consuming. Proposed changes must go through a change control 
process, and submitted to a change control board (CCB) by the change requestor. Adjustments 
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that come up are usually proposed to the scope, budget, and resources. Once changes are ap-
proved, project documents such as the project scope statement, schedule, and requirements are 
updated and any changes communicated to the relevant stakeholders.

Lessons Learned, Knowledge Management, and Knowledge Types
Lessons learned and knowledge management ensure that valuable insights gained during a proj-
ect are retained for the project team to learn on the current project. These practices can also con-
tribute to more widespread organizational learning and long-term success on future projects.

Lessons Learned

Throughout a project, especially after important phases or milestones, the project team should 
reflect on their performance and identify areas of improvement. This practice is known as lessons 
learned.

Lessons learned can be gathered through regular meetings and retrospectives or at specific inter-
vals in the project. To save that knowledge, a document known as a lessons learned report can be 
created, and any lessons learned can be documented through that report to be referenced later.

Knowledge Management

Projects offer valuable learning experiences, often providing insights and knowledge that are not 
only relevant to current but also to future projects.

Knowledge can be categorized into three areas:

â	 Project Specific: Knowledge relevant only to the current project.

â	 Process Specific: Relevant to improving processes, practices, or workflows, such as sim-
plifying documentation with a new template. This can be either project or organization 
specific.

â	 Organization Specific: Specific to the entire organization. Some examples are creating 
training documents or videos on how to use a newly implemented software that everyone 
in an organization will need to use.

Explicit and Tacit Knowledge

There are two main types of knowledge that project teams can develop. 

These types of knowledge include:

1.	 Explicit Knowledge: Structured information that can easily be documented and shared 
with others, such as a training video, a knowledge or how-to article, a step-by-step proce-
dure, or a report.
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2.	 Tacit Knowledge: Knowledge that can only be gained through hands-on experience. Tacit 
knowledge can be difficult to express and is often only able to be transferred directly from 
the person who has the knowledge to the person who desires the knowledge. Common 
examples of relaying tacit knowledge are through coaching, mentorship, collaboration, job 
shadowing, or hands-on training.

Interactions with Other Performance Domains
The Project Work Performance Domain interacts with 3 other performance domains:

â	 Planning Performance Domain: The Work Performance Domain supports planning by 
providing structure and processes.

â	 Delivery Performance Domain: Through coordinating and managing project activities, 
the Work Performance Domain ensures work is executed efficiently and delivered on time.

â	 Measurement Performance Domain: The Work Performance Domain helps with mea-
surement by tracking progress and providing performance data through metrics, which 
ensures the project is on track and any areas of improvement are identified.

Work Performance Domain Summary
In this chapter, we covered the Work Performance Domain. This domain is essential to the exe-
cution and coordination of project activities so that work is organized, managed, and completed 
as planned. 

Major focus areas for this domain include processes, team management, resource optimization, 
maintaining clear communication, balancing competing constraints, and continuous improve-
ment through lessons learned. Through effective knowledge and management of these areas, 
project teams can increase both short-term and long-term organizational growth and project suc-
cess.

In the next chapter, we’ll cover the Delivery Performance Domain, focusing on creating deliver-
ables with proper quality and releasing them on schedule.
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Chapter 10
Delivery Performance Domain

The Delivery Performance Domain ensures that project deliverables are completed on time and 
meet quality standards. This domain plays a critical role in driving project success by focusing on 
quality assurance, schedule adherence, and value delivery.

In this chapter, we’ll explore how projects deliver value, defining deliverable requirements, man-
aging scope, ensuring quality, and understanding the potential for subpar project results.

Main Outcomes of the Delivery Performance Domain
â	 Align projects with business objectives and support organizational strategic progress.

â	 Achieve the intended outcomes the project set out to deliver.

â	 Deliver project benefits within the planned time frame.

â	 Ensure the project team thoroughly understands all project requirements.

â	 Stakeholders approve of and are satisfied with the project deliverables.

Key Terminology
Acceptance Criteria: Specific conditions that must be met for a customer or stakeholder to accept 
the deliverable.

Change Control System: A formal process used to ensure that any changes to a project’s scope, 
schedule, or cost are formally reviewed, approved, and documented.

Cost of Quality (COQ): Any and all costs incurred over the life of a product by investing in pre-
venting nonconformance to requirements, appraising the product or service for conformance, 
and addressing failures to meet requirements.

Definition of Done (DoD): Criteria that must be met for a deliverable to be considered ready for 
customer use or release.

Done Drift: A concept in fast-changing (typically Agile) environments where the definition of 
“done” or project completion constantly changes due to either market demand or competitor 
changes.

Quality: Characteristics that must be met to fulfill project, product, or service requirements.

Requirement: A condition, capability, or quality that must be present in a product, service, or 
result in order to satisfy a business need.
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Scope: The products, services, or results to be created and provided by the project. The main 
reason why the project was undertaken.

Scope Creep: An uncontrolled movement away from the project scope without formal approval 
or proper adjustments to time, cost, or resources.

Work Breakdown Structure (WBS): Breaking up of the total scope of work into smaller tasks to 
be carried out by the project team. Often known as “decomposition” of the scope.

When and How Projects Deliver Value
Projects deliver value to stakeholders through two primary delivery intervals. Complete delivery 
(predictive approach) at the end or incremental delivery (Agile/adaptive) throughout the project.

Using a predictive approach, projects release most of the deliverables at the end of the project, 
with most value only realized after the project is finished. These types of projects typically align 
with organizations and industries that have longer product cycles or require more time to fully 
realize the benefits of the project.

For projects that follow an Agile approach, value can be delivered continuously throughout the 
project as smaller components of the project are completed and released, benefiting the business 
and stakeholders throughout the project’s duration. These approaches allow organizations to 
demonstrate and realize value sooner, which is especially useful in startups or other fast-paced 
environments.

Justifying and Demonstrating Value
No matter the approach used, a business case is usually created before a project starts, and it 
plays a major role in justifying the project and estimating the business value the project is an-
ticipated to create. The structure of the business case can vary. Some projects will have detailed 
ROI (return on investment) projections, while others might outline high-level goals, such as the 
problem being solved, potential revenue streams, and the project’s overall cost structure.

Roadmaps or baselined plans are used for demonstrating and measuring value through meeting 
planned outcomes  and accomplishing milestones. These documents guide the project from plan-
ning to delivery, ensuring that value is created and aligns with project expectations.

Deliverables
Deliverables are the tangible or intangible outputs created during a project to meet specific proj-
ect needs or requirements. They can range from smaller contributions, like prototypes, reports, 
blueprints, or software features, to the final product, service, or result that fulfills the project’s 
overall purpose. 
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Nick’s Tip:

You can think of deliverables as always being part of the bigger picture of the 
project. Whether it’s a small contribution or the entire intended result the proj-
ect was created to deliver, each deliverable plays a critical role in moving the 
project to successful completion. These outputs help track progress, maintain 
alignment with stakeholder expectations, and ensure the project remains on 
course.

Defining and Managing Deliverable Requirements
Regarding deliverables, requirements are the conditions or capabilities that must be present in a 
deliverable for it to contribute to the project’s goals. These requirements serve as the foundation 
for defining a project’s scope and are used to help guide the creation, design, and production of 
deliverables. They are often unclear at the beginning of the project and may need to be defined 
after initial planning.

There are 4 steps in managing requirements:

1.	 Eliciting requirements: Eliciting requirements is the process of gathering and identifying 
requirements for a project. This can be done in many different ways, through meeting with 
stakeholders, interviewing, observing, and analyzing data of past similar projects.

2.	 Documenting requirements: Once requirements are received, it’s crucial to document 
them for future reference. Requirements should be clear, concise, verifiable, consistent, 
and complete.

3.	 Evolving requirements: Requirements may change over time even when they are known. 
It’s common for requirements to change significantly and over time in Agile projects, but 
not as often in traditional projects. 

4.	 Managing requirements: No matter if the project uses a predictive approach or an Agile 
approach, managing requirements is an important part of meeting deliverables. Poor re-
quirement management can result in issues like scope creep, cost overruns, and sched-
ule delays. Most often, managing requirements is done by a business analyst or product 
owner—usually just one person on the project team. This person is there to ensure that 
stakeholders approve changes and that requirements stay aligned with overall project 
goals.

	 By creating, managing, and continuously refining requirements, a project can create value, 
satisfy stakeholders, and meet intended outcomes.
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Scope and Scope Management
Project scope, or simply “scope,” refers to the total products, services, outcomes, and value that a 
project is created to deliver. It defines exactly what needs to be accomplished to meet stakeholder 
needs while keeping the team focused on completing relevant work that contributes to the proj-
ect goals within a specific timeline. 

Scope Creep

Scope creep occurs when new requirements or features are added to a project’s original scope 
without proper approval through a change control process or adjustments to the schedule, 
budget, or resources. This leads to extreme delays, potential overruns, and even project failure. 

To manage or prevent scope creep, project managers can implement a change control system, 
often with a Change Control Board (CCB). This system provides a structured approach to eval-
uate new requests to scope change, ensuring that any changes are formally approved or rejected 
based on their predicted value, resource availability, and potential impact on timelines and de-
livery.

Scope Decomposition

Once project scope is defined, it can be broken down into more manageable parts; this process 
is known as scope decomposition. Both predictive and Agile projects utilize a form of scope de-
composition.

In predictive projects, this is done by implementing a Work Breakdown Structure (WBS). A WBS 
uses a hierarchical representation of the scope of work. As you go down each level in a WBS, 
projects and deliverables are broken down into smaller tasks with greater detail that the project 
team can complete and manage more easily.

In Agile projects, scope decomposition is different, breaking down larger themes into smaller 
epics, user stories, and tasks as shown in figure 10.1. There are also features that are essentially 
instructions or descriptions of specific functionalities that must be added.
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Figure 10.1: Agile scope decomposition

 D efining Deliverable Completion

Deliverable completion is the standards and criteria that deliverables must meet in order to be 
accepted. Every project will have different quality expectations, which must be met to prevent 
low quality or unfinished deliverables from being accepted.

There are 3 factors that must be clarified to define deliverable completion:

â Acceptance or Completion Criteria: Define what specific conditions must be met for the 
deliverable to be considered complete. If there is a customer, they will likely need to accept 
the criteria as well. Completion or acceptance criteria are often documented in the proj-
ect’s scope statement.

â Technical Performance Measures: Specific technical performance criteria could define the 
completion of tasks or components for a deliverable.

â Definition of Done (DoD): Implemented in Agile or adaptive approaches, Definition of 
Done is a criteria or checklist of conditions that must be met before a deliverable is consid-
ered complete.

Changing Targets of Completion

In fast-paced environments, the definition of what constitutes a deliverable being ‘completed’ or 
‘done’ can shift frequently. Evolving changes in requirements, features, or emerging technologies 
can lead to different ideas or targets of when a deliverable is considered done. 
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Constant adjustments to what is considered “done” can lead to an issue known as “done drift,” 
which constantly shifts the target of completion and makes it ultimately unattainable. 

To avoid done drift, project teams can establish a clear Definition of Done (DoD) for deliverables 
at the start of the project and regularly revisit it during sprint reviews or retrospectives and occa-
sionally with any stakeholders or customers as needed. While developing a DoD is a good start, 
project teams will also need to manage stakeholder and customer expectations in order to ensure 
there isn’t a constant shift in expectation.

Managing Delivery Quality
Delivering a project requires ensuring that the work and deliverables meet set quality standards. 
Scope and requirements define what needs to be delivered; quality focuses on how well delivera-
bles are produced. Quality requirements and standards are typically found in completion crite-
ria, definitions of done (DoD), statements of work, project documentation at the project level, as 
well in organizational policies, procedures, and processes at the organizational level.

Cost of Quality (COQ)
Cost of quality (COQ) is the total cost incurred to ensure a product or service meets quality stan-
dards. 

Let’s cover the 3 main aspects of COQ, prevention, appraisal, and failure costs associated with 
quality.

Prevention Costs 

These costs come from preventing defects and failures in a product or service before they can 
negatively impact customers or users. 

Four prevention methods used are:

â	 Quality Assurance (QA): A system of evaluating and monitoring aspects of a service or 
product for quality. Very common in physical products.

â	 Quality Planning: Creating plans to maintain quality and reliability.

â	 Product Requirements: These are requirements that the end product must fit. They could 
be things related to the product as well, such as materials used.

â	 Training: For the development, preparation, and maintenance of programs.

Appraisal Costs

Appraisal costs are involved in determining how well quality standards are being implemented. 
This is accomplished by evaluation, measurement, and monitoring of physical resources, prod-
ucts, and services.
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Three appraisal methods are:

â	 Quality Auditing: Confirming that an implemented quality system is working properly.

â	 Verification: Ensuring that products, services, or physical resources are measuring up to 
required specifications.

â	 Supplier and Vendor Rating: Assessing suppliers and vendors for potential products and 
services procurement.

Failure Costs, Internal and External Failure

Failure costs are expenses associated with defects in a product or service, including internal costs 
for addressing issues before reaching the customer and external costs for correcting defects after 
delivery. 

Internal Failure Costs

Involve finding and correcting defects before a customer receives a product. These occur when 
a product doesn’t meet quality standards, such as when there is:

â	 Waste: Unnecessary work caused by poor communication, organization, or errors.

â	 Scrap: Physical resources that cannot be repaired or sold.

â	 Rework: Correcting defects in a product by doing work again.

â	 Failure Analysis: Performed to find the root causes of defects.

External Failure Costs

Involve defects that are found after the product reaches the customer, often requiring some sort 
of fixing, remediation, or correcting of defects after delivery.

â	 Repairs and Servicing: Fixing products that have been returned or are in the customer’s 
hands.

â	 Warranty: Covering claims for failed products or re-performed services, whether refund, 
replacement, or fixing the product.

â	 Complaints: Handling customer complaints and returns related to the defective product.

â	 Reputation Cost: Potential damage to reputation and consumer sentiment from product 
defects.

Cost of Change
The cost of change is any financial cost to make modifications to a project, product, or process 
after it has already entered development or production. 
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Change in a project can increase significantly as a project progresses, with early changes being 
less expensive and easier compared to changes made during later stages in the project, which are 
often time-consuming and costly. 

Nick’s Tip:

Whenever calculating the cost of change (or cost for development or produc-
tion in general), make sure to take into account the estimated cost of labor or 
time spent. 

For example, in a website project, a company decides to redesign its visual 
interface or GUI mid-project. The cost of change must account for factors like 
third-party services, development time, and previously completed work. Ig-
noring in-house labor costs can lead to underestimating the exact impact of 
such changes.

Subpar Results
A project may fail to deliver the intended results or outcomes it was initially set out to achieve. 
Since projects are often innovative, there is always the risk of a project not meeting expectations 
or producing subpar results. From a business standpoint, this is a possibility an organization 
must accept before undertaking a project. 

Failure is a risk that exists in every single project, particularly in experimental or high-risk ven-
tures. For example, organizations creating breakthrough technologies or new medicines must 
invest what they are willing to lose, knowing the outcome is uncertain. In such cases, several fail-
ures may occur before success is achieved. Other projects may fall short due to external factors, 
such as missing market opportunities or being overtaken by competitors. While effective project 
management can mitigate these risks, uncertainty is inherent in the pursuit of unique delivera-
bles.

Interactions with Other Performance Domains
The Delivery Performance Domain builds upon the Planning Performance Domain by trans-
forming plans into completing and actioning on deliverables. Delivery structure and cadence 
are influenced by the Development Approach and Life Cycle Performance Domain, and it draws 
on the Project Work Performance Domain to manage resources, processes, and handle procure-
ments necessary for deliverable completion. These interactions all ensure that the project team 
can create and complete deliverables within project goals and stakeholder expectations.
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Delivery Performance Domain Summary
In this chapter, we explored the Delivery Performance Domain, which focuses on ensuring that 
project deliverables meet quality standards and are completed on schedule.

We specifically covered topics including defining deliverable requirements, managing scope, en-
suring quality, and understanding the potential for subpar project outcomes.

Through managing all of these aspects of a project effectively, project managers can prevent 
scope creep, minimize delays, and ensure that deliverables provide real and expected results to 
stakeholders.

In the next chapter, we will cover the Measurement Performance Domain.
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Chapter 11
Measurement Performance Domain

The Measurement Performance Domain focuses on measuring, tracking, and evaluating project 
performance by continuously monitoring baselines, goals, business objectives, and stakeholder 
expectations. Key Performance Indicators (KPIs), metrics, and data-driven insights all help proj-
ect teams identify variances, take corrective action, and drive continuous improvement.

In this chapter, we’ll learn how to establish effective measures, understand KPIs and SMART cri-
teria, determine what metrics to measure, forecast project performance, analyze and use metrics 
effectively, and avoid common problems with metrics.

Main Outcomes of the Measurement Performance Domain
â	 Ensure a clear understanding of the project’s health and status at all times.

â	 Generate and utilize actionable data to guide decision-making.

â	 Take timely and effective actions to ensure project performance stays on track.

â	 Achieve set project and business goals through leveraging accurate forecasts and informed 
decision-making.

Key Terminology
Baseline: The approved version of a work product, serving as a reference point for comparing 
actual performance or results.

Burn chart: A visual tool common in Agile projects used to track project progress, illustrating the 
amount of work completed over time (burnup) or the amount of remaining work (burndown).

Dashboard: A visual display, using charts and graphs to track project progress or performance 
across key metrics. Usually created in a project management tool.

Key Performance Indicators (KPIs): Quantifiable measures used in evaluating the success of a 
project. KPIs include both leading indicators and lagging indicators, which we’ll discuss in this 
chapter.

Metric: A specific attribute of a project or product, along with a method for measuring it.

Variance: A measure of the deviation between planned and actual performance. Variance helps 
identify areas where the project is underperforming or overperforming.
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Establishing Effective Measures
Establishing effective measures ensures that the most critical and most usable aspects of a proj-
ect are accurately tracked, evaluated, and reported to the project team and any necessary stake-
holders. When properly implemented, measures enable project teams to track progress, evaluate 
data, report status, and make informed decisions to optimize project performance and improve 
outcomes in both the present and future.

Key Performance Indicators (KPIs)
Key Performance Indicators, known as KPIs, are quantifiable (able to be put into numbers) mea-
sures used to evaluate and measure a project’s success. There are two categories of KPIs, leading 
indicators and lagging indicators.

Leading indicators: Predicting future changes

Leading indicators predict changes or trends in a project, allowing project teams to address po-
tential issues and risks early, before they escalate and become larger issues.

Example: A project manager notices a high number of tasks in progress, with few being complet-
ed. This indicates potential bottlenecks, which can be investigated early to prevent future delays.

Lagging indicators: Measuring past events

Lagging indicators measure past performance and completion of project goals through analysis 
of past completed project deliverables. These indicators are easier to quantify and include sched-
ule or cost variances, completed deliverables, and resource consumption.

Example: A project team reviews the number of deliverables completed at the end of a phase. 
They notice 5 deliverables were not completed as originally planned. This helps the team under-
stand that they need to improve task completion rates for the next phase and can also validate the 
early warnings provided by leading indicators.

Effective Metrics Using SMART
Metrics are valuable tools, but the use of metrics should focus only on important data that pro-
vides actionable insights. Avoid working with non-relevant and useless metrics, as they can 
waste time more than provide benefit.

The SMART framework helps define qualities of effective metrics:

	 (S)pecific: Measurements should be as specific as possible as to what needs to be mea-
sured.
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	 Example: Instead of tracking project “progress,” track “the percentage of project tasks that 
have been completed by the due date.”

	 (M)eaningful: In order to maximize effectiveness, metrics should be meaningful to the 
project’s business case, requirements, or scope of work.

	 Example: If a project’s goal is to reduce costs, a meaningful metric could be “cost savings 
per completed deliverable.” A meaningless or non-useful metric in this case would be 
tracking the number of meetings held weekly.

	 (A)chievable: The metrics should be achievable for that specific project. Every project will 
have different people, resources, and requirements. Metrics employed need to make sense 
given the specific attributes or limitations of the project.

	 Example: A small project team has decided based on their resources that completing 5 de-
liverables per week is achievable. Making the metric higher than that, 15 deliverables per 
week for example, would not be achievable.

	 (R)elevant: Relevancy in metrics means that the information is useful, valuable, and useful 
in the larger story that is the project itself.

	 Example: On a project focusing on improving customer satisfaction, tracking the “average 
response time to customer queries” is relevant, while tracking “number of internal cus-
tomer service team meetings” is not very relevant and has little to do with the focus of the 
project.

	 (T)imely: Time of measurement is crucial. Working with outdated or too old information 
can create misunderstandings in the present project. It’s important to work with measure-
ments that make sense.

	 Example: Tracking the amount of budget used weekly during a project lifecycle fits into 
the “timely” aspect. However, reviewing the budget at the end of the project with no 
week-to-week or month-to-month tracking would be considered “untimely” and may 
lead to missed financial targets or the project going over budget.

Nick’s Tip:

You can implement the SMART framework in goal setting for an individual 
person or in a group setting as well. The SMART framework isn’t specific to 
just project managers— many teachers, coaches, and mentors use it too. It en-
courages people to define actionable goals that can be set for short-, mid-, and 
long-term visions.

Metrics to Measure
Metrics are quantifiable and provide insights into the performance, progress, and outcomes of 
a specific project or business initiative. Different projects, businesses, and organizations will 
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prioritize and gather varying metrics depending on their overall goals, processes, and key per-
formance indicators (KPIs).

Let’s explore some of the most commonly used metrics and their applications across different 
aspects of project management.

Delivery Measurement

Delivery metrics focus on tracking current work in progress and are commonly used in adaptive 
approaches. These metrics provide insights into team productivity and current workflow.

Important aspects of delivery

â	 Work in Progress (WIP): Tracks the work items currently being worked on. This metric 
helps the project team ensure they are managing a reasonable number of tasks simultane-
ously, preventing burnout and improving quality.

â	 Lead Time: Measures the time from when a work item or task enters the backlog to when 
it is completed. Shorter lead times indicate an efficient, fast, and productive process.

â	 Cycle Time: The amount of time it takes to work on and complete a task. Similar to lead 
time, but focuses specifically on task completion. Shorter cycle times equate to higher pro-
ductivity, and consistent cycle times can help predict future project performance.

â	 Queue Size: Refers to the number of work items waiting to be worked on (known as “the 
queue”). By comparing queue size with the work in progress (WIP) limit, the team can 
improve workflow efficiency.

â	 Batch Size: Measures the estimated amount of work expected to be completed during an 
iteration.

â	 Process Efficiency: Process efficiency is a metric to analyze and optimize workflow. It 
calculates the ratio of value-adding time (tasks in development or verification) to non-val-
ue-adding time (tasks waiting or idle), with higher ratios signifying a more efficient pro-
cess.

Baselines

A project baseline serves as a reference point for tracking a project’s performance, most com-
monly with cost, schedule, and scope baselines. There are other baselines that may be used, with 
deliverables serving as the primary metric.

Schedule baseline metrics

â	 Start and Finish Dates: For schedule baseline, compare the actual start and finish dates of 
tasks to the planned start and finish dates. This reveals what tasks are being started and 
completed on schedule.
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â Effort and Duration: Comparing actual effort and duration against planned effort and 
duration to validate whether the time and resources allocated to tasks were estimated ac-
curately.

â Feature Completion Rates: Reviewing the rate at which features or deliverables are ac-
cepted. This helps assess progress and provide insight into whether the project is on track 
to meet deadlines and cost estimates.

â Critical Path: The critical path is the sequence of tasks in a project that dictates the fastest 
possible way to complete the project. Any delays in critical path tasks will directly impact 
the overall project timeline. For example, in a building construction project, the building’s 
foundation has to be completed on time or else it will delay all other work on the project.

â Schedule Variance (SV): Schedule variance measures the difference between realized 
value and planned value, particularly for critical path (defined below) tasks. It measures 
how much a project is behind or ahead of schedule.

â Schedule Performance Index (SPI): SPI is an earned value management metric that as-
sesses how well the project work is going compared to the planned schedule. It provides 
a ratio of earned value to planned value, helping track overall schedule performance. The 
formula for Schedule Performance Index is:

 SPI (Schedule Performance Index) = EV (Earned Value) / Planned

Figure 11.1: Calculating Schedule Variance
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Figure 11.2: Calculating Schedule Performance Index (SPI)

Cost Baseline Metrics

â Actual Cost vs. Planned Cost: This compares the actual cost of resources, labor, etc., with 
the estimated costs. This is often called the burn rate, reflecting how quickly the project is 
“burning” money or spending resources compared to the plan.

â Cost Variance (CV): Cost variance is calculated by comparing the earned value to the 
actual cost of deliverables. It indicates whether the project is under or over budget.

â Cost Performance Index (CPI): The Cost Performance Index reflects the cost efficiency 
of a project. It compares the earned value to actual costs to show how well the project is 
sticking to its budget.

Figure 11.3: Calculating Cost Variance
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Figure 11.4: Calculating Cost Performance Index (CPI)

Resource Measurements

Resource measurements are often a part of cost measurements to ensure that project resources 
are being utilized effectively and within budget.

There are two measures, evaluating price variance and usage variance:

â Usage Variance: Usage variance evaluates how actual resource usage compares to the 
planned resource usage, calculated by subtracting planned usage from actual usage. A 
significant variance could indicate inefficiencies or unplanned changes in project scope.

â Price Variance: This assesses the difference between the planned cost of resources and 
their actual cost, calculated by subtracting the estimated cost from the actual cost. Vari-
ances here could highlight budget overruns, procurement issues, or volatile pricing of 
materials and services.

Business Measurements

These can be used to ensure that project deliverables are aligned with the business case and ben-
efit realization plans in order to drive value.

The four business measurements are:

â Return on Investment (ROI): Return on Investment is a measurement of the financial 
return or value generated from a project. Project managers will calculate ROI before start-
ing a project to make a business case, and ROI is measured throughout the project to 
ensure it’s delivering value.

â Net Present Value (NPV): Net present value is the difference between the project’s bene-
fits and its costs. A positive NPV means the project is receiving more value than it costs. A 
negative NPV means the project is not generating more value than it costs.
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	 Example: A company invests $50,000 in a project that generates $20,000 annually for three 
years. After calculating the NPV of $60,000 ($20,000 per year for 3 years), it shows $10,000 
more value than the initial cost, indicating the project is financially beneficial.

â	 Cost-benefit ratio: The cost-benefit ratio measures the benefit vs the financial cost of the 
project. A cost-benefit ratio higher than 1.0 indicates positive value, while anything below 
1.0 is negative in value and would not make sense for a project.

	 Example of ROI of >1.0: A company invests $1,000,000 in a project to integrate a toll booth 
on an existing road. They receive $1,500,000 in yearly revenue after the project is success-
fully completed on budget, making the ROI 50% and the ratio 1.5, meaning the project is 
successful.

	 Example of ROI of <1.0: A company invests $100,000 in a software project, only to make 
$75,000 off the software during its lifespan.

â	 Planned benefits vs actual benefits: This measurement is a comparison of the planned 
benefits the project will receive versus the actual benefits realized throughout the project 
or at the end of the project. It helps understand if the project is delivering on expected 
value or benefits.

	 Example: A healthcare project for a hospital plans to reduce patient wait times by 30% 
with new intake and care management software. However, by the middle of the proj-
ect, it’s shown that patient wait times have only improved by 12%. This gives the project 
manager an understanding of how to re-adjust the project focus to meet original planned 
benefits.

Stakeholders Satisfaction Measurements

Stakeholders’ satisfaction and feelings toward the project need to be measured in order to under-
stand where they are in terms of support and sentiment of the project.

Methods to measure stakeholder satisfaction:

â	 Net Promoter Score (NPS): Net promoter score measures how likely a stakeholder is to 
recommend a specific product or service to others. It’s typically scored from -100 to +100, 
with -100 indicating they would not give a recommendation at all and +100 reflecting a 
strong willingness to recommend, which also shows positive sentiment and satisfaction.

â	 Mood chart: A mood chart can be used to gauge stakeholders’ sentiment on a project. By 
listing out the most important stakeholders on a project and their feelings week to week 
or month to month about how the project is going and its overall impact. This tool can be 
used at the beginning of a project and throughout the project’s life.

Methods to measure project team satisfaction:

â	 Team Morale: Team morale can be measured through surveys and questionnaires, specif-
ically asking about how team members feel their work is contributing to the organization 
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and the world, how appreciated they feel, and how satisfied they are with the project, 
project work, and the project team. Measuring team morale is crucial to avoid burnout and 
should be done at the beginning and throughout the project.

â Mood charts: A mood chart can also be used for gauging project teams satisfaction in 
addition to stakeholder satisfaction. The mood charts for the project team can be updat-
ed more often (daily) when used to gauge a project team’s satisfaction versus gauging a 
stakeholders satisfaction, which might be done weekly, bi-weekly, or monthly.

Forecasting
Project teams use forecasts and measurable data to predict future project outcomes, allowing 
them to adjust plans and project work as necessary. Forecasts can be qualitative, relying on expert 
judgment, or causal, aiming to understand how specific events may impact future outcomes. 
Quantitative forecasts use historical data to estimate future performance.

Common quantitative forecasting methods include ETC, EAC, VAC, TCPI, and analysis.

Estimate to Complete (ETC)

ETC estimates the cost needed to complete all remaining project work. One common way to cal-
culate ETC is by subtracting Earned Value (EV) from the budget at completion (BAC) and divid-
ing by the Cost Performance Index (CPI).

Figure 11.5: Calculating Estimate to Complete (ETC)

Estimate at Completion (EAC)

EAC forecasts the total cost required to complete all project work. A typical calculation assumes 
that future performance will mirror past performance, by dividing BAC by CPI. This measure 
helps project teams anticipate final costs based on current progress.
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Figure 11.6: Calculating Estimate at Completion (EAC)

Variance at Completion (VAC)

VAC forecasts the amount of budget surplus or deficit at project completion. It is calculated by 
subtracting EAC from BAC. A positive VAC indicates a project is likely to finish under budget, 
while a negative VAC signals a potential overrun.

Figure 11.7: Calculating Variance at Completion (VAC)

To-Complete Performance Index (TCPI)

TCPI measures the cost performance required to meet a specified financial goal. It is calculated 
as the ratio of the remaining work to the remaining budget, guiding the team on how efficiently 
the project team needs to perform to stay within budget.
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Figure 11.8: Calculating To-Complete Performance Index (TCPI)

Analysis

Another essential aspect of forecasting is analysis, which involves examining data to make pre-
dictions.

Let’s cover the two analysis methods:

â Regression Analysis: Examines the relationship between input variables and output re-
sults, primarily focusing on historical data. This analysis method helps project teams esti-
mate future performance based on past trends. For example, a project manager analyzes 
past project data and finds that for every 10% increase in labor, there is a 15% increase in 
task completion.

â Throughput Analysis: Throughput analysis evaluates the number of tasks completed in a 
specific amount of time. Teams using adaptive practices may rely on metrics, such as ve-
locity, story points, or features completed compared to any remaining to estimate comple-
tion dates and ensure progress is on track. For example, an Agile project team calculates 
that they complete 20 story points per sprint and compares it to tasks in the backlog to 
ensure the progress is on schedule.

Viewing & Using Measurement Data
Me asurements collected can be easily displayed through visual means, such as dashboards, in-
formation radiators, and visual controls.
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Dashboards

A common way of showing large quantities of information is a dashboard. Dashboards collect in-
formation electronically and can generate different charts and numbers that depict status. Dash-
boards offer high-level summaries of data and allow drill-down analysis into contributing data. 
Oftentimes, dashboards are used in both project management and regular business operations to 
see the bigger picture of various aspects of a project or operations.

There are many different programs that allow you to create a dashboard. There are many project 
management and technology operation platforms like Jira, ServiceNow, Asana, Trello and more.

Figure 11.9: Dashboard with important metrics and information for a marketing project

Information Radiators

Information radiators are visual displays of information that provide project information to an 
entire organization. These are often accessible by nearly anyone or are posted in common areas 
for on-site employees. Information radiators are also known as Big Visible Charts (BVCs) and 
they are often manually and physically created, not digital. They are most used in projects taking 
a predictive approach but can be used in Agile as well.

Visual Controls

Visual controls are  the Agile and lean version of information radiators that we discussed above. 
They provide a clear, visual picture of processes and can depict a lot of different information 
about projects, such as specific tasks and deliverables. Just like information radiators, visual 
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controls should be easily viewable for everyone to see. There are 2 types of visual controls, task 
boards and burn charts.

Task boards

Task boards are visual b oards (either physical or digital) that represent the current status of 
planned work. These boards typically display work in categories such as “to do,” “in progress,” 
and “completed.” Most digital task boards let you name, create, and set your own categories too, 
for example, “blocked” or “on hold,” which are useful for distinctly labeling tasks.

For physical task boards, sticky notes or markers of different colors can be used to represent task 
types, while dots can indicate how long tasks have been in progress for. On flow-based projects 
using kanban boards, task boards can limit work in progress.

Figure 11.10: Physical Task Board Showing To Do, In Progress, and Completed Tasks

Burn charts

Burn charts, also known a s “velocity charts,” illustrate project team velocity, which shows how 
quickly deliverables are produced, validated, and accepted within a given timeframe and sched-
ule.

There are two types of burn charts, burnup and burndown charts. A burnup chart tracks work 
currently completed compared to expected work. A burndown chart tracks how much work re-
mains.

These charts help teams monitor progress toward goals and can be used to manage project scope. 
Both burnup and burndown charts can use “story points,” which are a unique unit of measure 
specifically for Agile projects that reflects the effort or complexity required to complete a task.
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Figure 11.11: Burnup Chart

Figure 11.12: Burndown Chart

Potential Problems with Metrics
Project  metrics are crucial in helping teams understand, track, and achieve their objectives, but 
there are potential problems that arise when using metrics. When we understand these problems, 
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both project managers and the project team can design and measure more effective metrics while 
avoiding time wasting associated with unneeded measurements.

Hawthorne Effect

One of the first problems to be aware of when working with metrics is the Hawthorne Effect. This 
effect states that simply measuring something can influence its behavior or output.

For example, if a project team knows they are being mainly measured on the number of hours 
they work, they might stay late or work more hours regardless of productivity.

To avoid the Hawthorne Effect, it’s important to ensure that metrics encourage appropriate be-
havior that produces results toward the project goals and business value, instead of behavior that 
just produces volume or numbers that don’t really matter.

Vanity Metrics

Vanity metrics are measurements that provide useless data that offers little to no value for project 
or business decision-making.

For example, in a digital marketing project, tracking the increase in the number of social media 
followers for a product might look impressive on paper. However, if those followers aren’t con-
verting into customers, the metric doesn’t offer a realistic view of business or project success.

Demoralization of the Project Team

Setting goals is a huge part of ensuring that work gets done realistically and on time. However, 
if goals are set to the point they are unattainable, it can completely demoralize the entire project 
team and may cause burnout or a huge increase in stress.

Misusing Metrics

Misuse of metrics can mislead the project team or stakeholders and could even manipulate how 
people see the project. Common examples of misusing metrics are focusing on less important 
metrics over valuable ones, prioritizing short-term performance over long-term results or com-
pleting easier, out-of-sequence tasks just to increase immediate performance.

Confirmation Bias

Even the most well-intentioned project manager can fall into the trap of interpreting data in a 
way that supports their existing beliefs, known as confirmation bias. This bias occurs when we 
overlook information that challenges our views and instead focus on data that reinforces ideas or 
viewpoints we already have. As a project manager, you can avoid confirmation bias by involving 
neutral 3rd parties, analyzing data objectively, and staying open to insights that may challenge 
your own views.
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Correlation vs. Causation

A common mistake when working with metrics and data is a lack of understanding that correla-
tion isn’t always causation.

For example, as a project manager you might assume that having a large amount of team mem-
bers on the project team will directly result in faster project completion. However, the increased 
team size could be counterbalanced by a complex project, which might take longer to complete 
regardless of team size. You must always consider correlation and causation when interpreting 
and using data.

Analyzing Performance with Metrics
When tracking a project’s performance, you will need to set thresholds for key metrics like sched-
ule, budget, or work speed (velocity). Thresholds define acceptable ranges for performance and 
productivity, with any results that are outside of the acceptable range indicating a potential prob-
lem.

For example, a project schedule might have a threshold set at +5% for delays and -10% for early 
completion. If the project timeline exceeds the +5% delay limit, it means the project is running 
behind schedule. The action to remediate a schedule delay could involve reallocating resources 
or adjusting timelines to get the project back on track before further delays occur.

On the other hand, if the project timeline falls below -10% for early completion, it could mean that 
resources were underutilized or other tasks should have been worked on.

Project teams should proactively track and respond to a threshold before it is breached. To pre-
pare ahead of time, an exception plan can be created. An exception plan is a set of actions that 
the project team will undertake if performance crosses a threshold. This plan doesn’t need to be 
highly formal or overcomplicated; it can be as straightforward as holding a meeting to address 
the issue and take action.

Interactions with Other Performance Domains
The Measurement Performance Domain interacts with the Planning, Project Work, and Deliv-
ery Performance Domains by using plans as benchmarks to track project progress. It supports 
improvement through lessons learned and collaborates with the Team and Stakeholder Perfor-
mance Domains to align metrics with project goals. It also helps adapt metrics to unforeseen 
events and identifies risks, promoting proactive decision-making.
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Measurement Performance Domain Summary
In this chapter, we reviewed the Measurement Performance Domain, focusing primarily on 
tracking, evaluating, and utilizing project data to measure progress, ensuring stakeholders are 
satisfied and aligned with project goals.

Additionally, we covered various metrics, measures, forecasts, and formulas that are likely to 
appear on the exam. We also discussed how project managers can convert data and metrics into 
visual displays, such as dashboards and burn charts. Lastly, we covered potential problems en-
countered when using metrics.

In the next chapter, we’ll delve into the Uncertainty Performance Domain and explore strategies 
for navigating risk and unpredictability in project environments.
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Chapter 12
The Uncertainty Performance Domain

The Uncertainty Performance Domain is the final performance domain; it focuses on manag-
ing the unpredictable aspects of a project including risks, ambiguity, complexity, and volatility 
within projects.

This chapter covers many aspects of risk including identification, management, response strat-
egies, reserves, and documents like the risk register. We’ll also discuss how to conduct risk re-
views, assess risks, and mitigate negative risk (threats) while capitalizing on positive risk (oppor-
tunities).

By understanding these important aspects of uncertainty and risk, project teams can anticipate 
challenges, adapt to changes, and make informed decisions when uncertainty arises.

Main Outcomes of the Uncertainty Performance Domain
â	 Developing an awareness and understanding of technical, social, political, market, and 

economic environments in which projects operate.

â	 Identifying and responding to uncertainty to minimize negative impact or disruptions.

â	 Recognizing and managing the interdependence of multiple variables that influence proj-
ect outcomes.

â	 Anticipating and responding to potential risks including threats and opportunities.

â	 Delivering projects while minimizing negative impacts from unforeseen events or condi-
tions.

â	 Identifying and leveraging risk opportunities to enhance project performance and out-
comes.

â	 Utilizing budget reserves to ensure constant progress toward project objectives while min-
imizing roadblocks.

Key Terminology
Ambiguity: Unclear, vague, or uncertain conditions.

Complexity: A characteristic of a project that arises from the interaction of many interconnected 
elements.

Management Reserve: A budget or time reserve set aside to deal with unforeseen risks that are 
outside the project’s planned scope.
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Opportunity: A positive form of risk that, if realized, improves project outcomes.

Progressive Elaboration: An iterative process of increasing the level of detail in a project as more 
information becomes available and uncertainties are reduced over time.

Resilience: The ability or quality of a project team or organization to quickly adapt to unexpected 
changes or challenges without significantly impacting project performance.

Risk: Uncertain events that can positively (opportunities) or negatively (threats) impact and 
affect project objectives.

Risk Appetite: The level of risk that an organization or project stakeholder is willing to accept in 
pursuit of project objectives. Risk appetite reflects the level of uncertainty that can be tolerated 
before action is needed.

Simulation: Models or made-up scenarios created to predict potential risks and responses to 
mock real-world scenarios.

Threat: A negative event or condition that, if it occurs, can harm the project’s objectives. Threats 
are negative risks, and the project management team needs to choose how it will address predict-
ed or realized threats.

Uncertainty: The lack of knowledge or predictability of events or conditions.

Volatility: The potential for rapid, unpredictable changes that can significantly impact the proj-
ect’s objectives, resources, or environment.

Navigating Uncertainty
Uncertainty refers to the lack of clarity or predictability in project outcomes and is an 
inherent aspect of all projects. While it is impossible to predict every outcome, there are 
several strategies to help your project team prepare for uncertainty.

Information Gathering

Reducing uncertainty begins with gathering information through research and consulting inter-
nal or third party experts. Prioritize important information to avoid overwhelming the project 
team with unnecessary details.

Preparing for Multiple Outcomes

When uncertainty presents a few potential outcomes, the project team can develop response 
plans for each possible outcome. This includes having a main or preferred solution and contin-
gency plans if needed. For situations with a lot of possibilities, the project team can categorize 
potential outcomes, assess their likelihood, and prioritize.

Copyright TeachMeIT / Nicholas Mendez



Chapter 12: The Uncertainty Performance Domain  |  139

Utilize Set-Based Design

Set-based design involves exploring options early in a project to reduce uncertainty. This 
approach allows the team to compare solutions for balancing time, cost, quality, or risk with-
out committing to a single solution pre-maturely before its effectiveness can be verified. As the 
project progresses, the project team should eliminate less effective options based on findings, 
focusing the design on the most viable and effective solutions. This reduces uncertainty and en-
sures the final approach aligns with project goals and constraints.

Build Resiliency

Resiliency refers to the ability of the project team and organization to quickly adapt to unexpect-
ed changes and learn from setbacks.

Managing Ambiguity
Ambiguity refers to the uncertainty or lack of clarity in understanding or decision-making. Ef-
fectively managing ambiguity is crucial in a project, as many aspects may remain unclear and 
require careful handling.

Two Types of Ambiguity

â	 Conceptual Ambiguity: This type of ambiguity consists of unclear concepts, definitions 
or terms that cause confusion. To fix this, develop shared understanding around what 
certain words, terms, acronyms or jargon mean.

â	 Situational Ambiguity: Situational ambiguity occurs when multiple outcomes are pos-
sible. This can be addressed through scenario and contingency planning before any out-
come is realized.

Two Techniques to Manage Ambiguity

â	 Progressive Elaboration: Continuously refining the project plan as more details emerge.

â	 Experiments and Prototyping: Testing of ideas, concepts or designs by experimenting in 
order to reduce ambiguity.

Managing Complexity
Project complexity refers to difficulty in managing a project due to multiple factors, such 
as human behavior, system behavior, and ambiguity. These factors can all interact un-
predictably, leading to unforeseen problems or delays. Due to the unpredictable nature of 
complexity, outcomes and results cannot always be accurately forecasted. To address this, project 
managers and teams must actively monitor and manage complexity using a few approaches.
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Systems-Based Approaches

Systems based approaches focus on simplifying very complex systems by understanding their 
interconnections.

This can be done through two techniques:

â	 Decoupling: This involves separating parts of a system to simplify and clarify the system 
by reducing the amount of variables and understanding how each part works on its own.

â	 Simulation: Realistic scenarios can be used to model components of a system. For in-
stance, in a project initiated to launch a new product, customer behavior can be simulated 
by analyzing purchase patterns from previous product lines, allowing marketers to pre-
dict how a new customer list might respond to targeted promotions.

Reframing Approaches

Reframing approaches involve different perspectives to better understand complexity, methods 
of diversity, and balancing to uncover new insights and solutions.

There are two reframing approaches:

â	 Diversity: Addressing complexity is done by viewing systems from multiple perspectives. 
This can be done through various forms of group thinking with the project team, such as 
brainstorming.

â	 Balancing: Balancing uses a mix of predicted and historical (past) data to give a broad un-
derstanding of potential trends, risks, and outcomes, which helps project teams anticipate 
future challenges while learning from previous experiences.

Process-Based Approaches

Process-based approaches focus on managing complexity through structured, step-by-step meth-
ods, such as iterative development, engaging stakeholders to ensure alignment and incorporat-
ing fail-safes to negate unexpected issues.

There are 3 parts of process-based approach:

â	 Iterate: Building or creating incrementally by adding one thing at a time. After each iter-
ation, the project team can evaluate what worked, what didn’t, customer or stakeholder 
feedback, and lessons learned.

â	 Engage: Involve customers and stakeholders to ensure buy-in and alignment, as well as 
enhance engagement and collaboration between the project team and stakeholders.

â	 Fail safe: For critical components, having a fail safe allows for redundancy and a back-up 
plan to ensure functionality in the event of a major failure.
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Managing Volatility
Volatility refers to rapid and random changes that impact a project, usually impacting the proj-
ect cost and/or schedule. Unfortunately, volatility by its nature is very hard to manage since it 
involves unexpected events that can happen at random times.

Two Methods for Managing Volatility

1.	 Alternatives Analysis: Having alternatives in place to allow for additional options in the 
event of volatility. This could be communicating with different vendors for materials, out-
sourcing certain parts of the work of the project, and having relationships already built 
with outside contractors in the event of staffing issues.

2.	 Reserve: Monetary reserves can be used to manage volatility by providing backup fund-
ing in the event of budget overruns. Oftentimes, difficulties in procurement can be re-
duced by offering higher financial incentives or willingness to pay a premium to vendors.

Example of Managing Volatility

In a construction project, the project team is having difficulty obtaining building materials. Mate-
rials that were once in stock have recently sold out, and any new orders placed are on a 2-month 
backorder.

If materials are needed quickly, this can be addressed in two ways. First, conducting an alter-
natives analysis could help identify alternative materials that may be in stock and available for 
purchase. The second way involves using reserves to buy from a different vendor who has the 
original materials in stock but charges a significant cost markup or premium for them.

Understanding Risk and Risk Management
Risk in a project refers to any uncertain event or condition that can impact a project. Risks are not 
always negative; in fact, they can also be positive and benefit the project.

The two types of risks are known as threats and opportunities. Threats are risks that can have a 
negative impact on the project if realized. Opportunities are risks that can have a positive impact 
on the project if realized. Effectiveness in risk management lies in both identifying risks and plan-
ning appropriate responses to mitigate threats and capitalize on opportunities.

In addition, risks are by their nature very uncertain—there is no guarantee that a risk will happen, 
and the probability that a risk will be realized should be considered when planning. A realized 
risk is one that has occurred, and an unrealized risk is one that has not occurred yet but could 
potentially occur in the future.
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Risk Response Strategies
Managing threats and opportunities requires selecting the appropriate response strategies based 
on the nature of the risk and the possibility that the risk will be realized.

The goal when you are planning your risk response strategies is to minimize the negative impact 
of threats and maximize the potential benefits of opportunities.

Threats

Threats are negative risks that can disrupt project objectives, such as delays, budget overruns, or 
quality issues. Project teams should proactively identify and prepare for threats throughout the 
project lifecycle.

1.	 Avoid: Avoid the threat entirely by altering the project plan, such as changing scope or 
processes.

	 Example: In a product development project, the project team identifies a risk with new en-
vironmental regulations and compliance standards around materials used in the product 
that could delay production. To avoid the new regulations, the project team decides the 
best choice is to adjust their scope by using alternative materials that are already certified 
as compliant, ensuring production proceeds without regulatory hurdles.

2.	 Escalate: Escalate the threat to a higher authority when it falls outside the project team’s 
control.

	 Example: In a construction project, new zoning regulations create a roadblock stopping 
the project team’s work completely. The project manager escalates the issue to senior lead-
ership and legal to negotiate with local authorities since this falls outside the project team’s 
responsibilities.

3.	 Transfer: Shift or transfer of responsibility for managing the threat to a third party, such 
as through insurance or contracting.

	 Example: In a retail store renovation project located in a flood prone area, the risk of 
flooding is transferred to an insurance company when the project team purchases flood 
insurance.

4.	 Mitigate: Take actions or preventive measures to reduce the likelihood or impact of the 
threat.

	 Example: In a pharmaceutical project, the project team reduces the risk of air contamina-
tion by using air filters and regularly cleaning equipment. They are mitigating the risk by 
taking steps to reduce the likelihood of contamination spreading.

5.	 Accept: Acknowledge the threat and either create a contingency plan or do nothing until 
the threat is realized. If the threat is realized, then either the project team can execute on 
the contingency plan, do nothing, or perform any actions available at the time.
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	 Example: In an international shipping project, the project team decides to accept the risk 
of potential customs delays that have impacted similar projects in the past. They prepare a 
contingency plan to adjust delivery timelines if delays do happen, instead of doing noth-
ing.

Opportunities

Opportunities are positive risks that, if realized and managed, can improve project outcomes by 
reducing costs, speeding up timelines, or enhancing quality. Taking advantage of opportunities 
involves planning how to maximize their potential benefits by implementing the right response 
strategies.

Opportunity Response Strategies:

1.	 Exploit: The project team chooses to act to ensure the opportunity occurs and exploit it, 
such as allocating resources to maximize its impact.

	 Example: In a software development project, a new tool is discovered that can significant-
ly reduce coding time. The project team reallocates resources to fully implement the tool, 
with time savings realized and the project finishing ahead of schedule.

2.	 Escalate: Elevate the opportunity to higher authority if it’s beyond the project manager’s 
control.

	 Example: In a construction project, an opportunity to secure a bulk discount on materials 
arises, but the purchase price exceeds the project manager’s authority. The project man-
ager escalates the opportunity to senior leadership or stakeholders to approve the larger 
purchase and secure the cost savings.

3.	 Share: Allocate ownership of the opportunity to a third party who can best capture its 
benefits.

	 Example: In a marketing campaign, the project team identifies a very lucrative advertising 
opportunity. While the project team can’t capitalize on it due to budget constraints, they 
instead partner with a PR agency who does have the resources to capitalize on it. The proj-
ect team shares the opportunity with the PR agency, and in exchange, the PR agency gives 
the project team social media exposure.

4.	 Enhance: Taking actions to increase the likelihood or impact of the opportunity.

	 Example: In a product development project, the project team identifies a market trend that 
aligns with their new product release. They increase marketing efforts and accelerate de-
velopment to capitalize on the trend, boosting the product’s impact and success at launch.

5.	 Accept: Acknowledge the opportunity without taking specific action, but remain open to 
capitalizing on it if it does occur.
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	 Example: In a clinical research project, the team discovers a possible opportunity to expand 
their study based on promising results. However, due to budget and timeline constraints, 
they decide not to take any action but will revisit the opportunity in the future.

Managing Overall Project Risk
Overall project risk is the total exposure of the project to both threats and opportunities. This 
encompasses the impact of all identified risks, as well as the general uncertainty that may arise 
from the project’s complexity, ambiguity, and volatility. Response strategies for overall project 
risk (such as mitigation, acceptance) are similar to those used for individual risks but are applied 
to the entire project rather than specific events.

The goal of managing overall risk is to ensure that the level of exposure is aligned with both 
the projects and the organization’s risk appetite and thresholds, which define how much risk is 
acceptable in pursuit of project objectives. If overall risk is unmanageable, stakeholders may re-
assess parts of the project or cancel it.

Risk Reserves: Contingency and Management Reserves
In chapter 8, we learned that a reserve is a budget buffer that exists to be deployed in the 
event any risks are realized in a project. The project manager typically requires PMO, ex-
ecutive, or sponsor approval before spending reserves.

Contingency Reserves

Contingency reserves are for remediating known risks that have been identified in the planning 
phase. The funds are only used if the specific risk actually appears and is realized.

Example of Using Contingency Reserves: The project team identifies the potential risk for delays 
due to internal equipment shortages. The risk is realized, and the project manager requests and 
gains approval to deploy the contingency reserves to acquire more equipment.

Management Reserves

Management reserves are for unknown risks that can emerge anytime during project execution. 
Unlike contingency reserves, management reserves cover unforeseen situations that were not 
predicted in an initial risk assessment. These might include unplanned scope changes, sudden 
regulatory changes, or external factors that affect the project.

Example of Using Management Reserves: During an e-commerce project in product launch 
phase, a new government regulation is passed that requires specific safety testing. This regula-
tion was not accounted for in the original risk assessment, and it will significantly delay product 
launch if not addressed. The project manager requests and gains approval to deploy the manage-
ment reserves (used for unknown risks) to cover the extra safety testing costs.
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Risk Register
A risk register is a comprehensive document used to identify, assess, and track risks throughout a 
project. It serves as a go to for documenting potential threats and opportunities, along with other 
factors like likelihood, impact, response strategies and who is responsible for monitoring and 
managing the risk. The project team creates the risk register during the planning phase and will 
regularly update it throughout the project.

Figure 12.1: Example of a risk register

Risk Review
The project manager  and team perform regular risk reviews to assess and update risks. The risk 
review is used to identify, evaluate, and update the status of potential risks within the risk regis-
ter. Remember, risks to a project will include both threats and opportunities.

Daily standup meeti ngs with the project team can help spot potential threats or immediate block-
ers that may delay project progress. Weekly status meetings specifically for risk help keep risk 
management current by addressing newly identified risks and reassessing existing ones.

Nick’s Tip:

A project manager should focus on establishing regular risk review sessions 
with not only the project team but also high priority stakeholders. These risk 
review sessions generally won’t need to happen everyday but perhaps every 
week, every other week, or once a month.
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Interactions with Other Performance Domains
The Uncertainty Performance Domain works closely with the Planning, Project Work, Delivery, 
and Measurement Performance Domains to plan for and manage uncertainty. Ideally, risks, am-
biguity, and uncertainty can be identified and worked into the Planning Performance Domain, 
which are then executed on in the Delivery Performance Domain. The Measurement Performance 
Domain helps provide insights by analyzing when certain risks will or have been realized.To-
gether, these domains all interact to manage uncertainty and minimize threats to the project.

Uncertainty Performance Domain Summary
In this final performance domain, we focused on strategies for addressing many aspects of uncer-
tainty, including risks (both threats and opportunities), ambiguity, complexity, and volatility to 
ensure project continuation and minimize disruption.

We also covered risk identification, management, response strategies, implementing reserves, 
and the risk register. Additionally, we explored how to conduct risk reviews, assess potential 
threats and opportunities, and implement strategies to mitigate negative risks (threats) while 
capitalizing on positive risks (opportunities).

You’ve done a great job so far on your studies of the performance domains! Make sure to spend 
some time reviewing the domains and taking any necessary notes. In the next chapter, we will 
introduce the important concept of the 5 process groups and 49 processes.
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Chapter 13
Introduction to The 5 Process Groups  

and 49 Processes

5 Process Groups and 49 Processes
This chapter introduces the 5 process groups and 49 processes, a crucial area of study for the PMP 
exam and project management. These groups provide a structured approach to project manage-
ment.

We will set the stage for the next five chapters, where we’ll explore each process group in-depth, 
along with their associated processes.

The latest updates to the PMP exam emphasize questions on the practical application of the pro-
cess groups and processes across all project approaches, including traditional, hybrid, or adap-
tive projects. As you go through the following chapters, consider how each process applies to 
real-world projects.

5 Process Groups
In the next 5 chapters, we’ll cover these 5 process groups in order.

1.	 Initiating (Chapter 14): Lays the foundation for the project by formally authorizing it and 
identifying stakeholders. Contains 2 processes.

2.	 Planning (Chapter 15): Developing comprehensive plans for how the project will be exe-
cuted, monitored, and closed. Contains 24 processes.

3.	 Executing (Chapter 16): Performing the work defined in the project management plan to 
achieve the project objectives. Contains 10 processes.

4.	 Monitoring and Controlling (Chapter 17): Tracking project performance, ensuring align-
ment with the plan, and managing changes. Contains 12 processes.

5.	 Closing (Chapter 18): Finalizing the project, obtaining acceptance of deliverables, and 
closing out project activities. Contains 1 process.

These process groups are not strictly sequential. Depending on the development approach (pre-
dictive, hybrid, or Agile), they may overlap. For example, you may return to planning during 
execution to refine certain elements.
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49 Processes
Each process focuses on a specific aspect of project management to ensure smooth project pro-
gression. While the 5 Process Groups represent the stages or phases of project work, the 49 pro-
cesses represent specific activities within those phases.

Figure 13.1: 5 Process Groups Visualized
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Common Documents Per Process Group
Process groups rely on specific documents that guide activities, track progress, document im-
portant project information and support decision making. Below, we’ll explore the documents 
contained in each process group and their significance.

Initiating Process Group Documents

1.	 Project Charter: Officially and formally authorizes the project, assigns a project manager, 
and provides a high-level overview of scope, objectives, and stakeholders.

2.	 Stakeholder Register: Identifies and documents stakeholders, their roles, interests, and 
levels of influence and power.

Planning Process Group Documents

1.	 Project Management Plan: A comprehensive all-in-one document integrating all subsidi-
ary plans, such as scope, schedule, cost, quality.

2.	 Scope Statement: Defines project deliverables, main area of work, and deliverable accep-
tance criteria.

3.	 Requirements Documentation: Defines the needs, expectations, and requirements of the 
project. This includes what needs to be done, how the end product or service should func-
tion, and what it should look like.

4.	 Work Breakdown Structure (WBS): Breaks down the project from high-level tasks or de-
liverables into smaller, manageable components that can be worked on.

5.	 WBS Dictionary: Provides detailed descriptions for each WBS element.

6.	 Schedule Baseline: The approved version of the project schedule includes milestones and 
deadlines.

7.	 Cost Baseline: The approved version of the project budget, including cost estimates for 
resources and activities.

8.	 Scope Baseline: The approved version of the project scope including deliverables and 
requirements.

9.	 Risk Register: Lists identified risks, potential impacts, and planned responses.

10.	Communication Management Plan: Defines how and through what medium project in-
formation will be shared with stakeholders.

11.	Resource Management Plan: Details how resources (both human and physical) will be 
assigned, allocated, and managed.

12.	Procurement Management Plan: Outlines the approach to acquiring goods and services 
from external vendors.
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13.	Stakeholder Engagement Plan: Describes the strategies for maintaining stakeholders’ en-
gagement and interest in the project.

14.	Quality Management Plan: Defines quality standards and how quality will be controlled 
and measured.

Executing Process Group Documents

1.	 Project Team Assignments: Documentation of project team members’ roles, duties and 
responsibilities. It can also be a verbal agreement or explanation between the team.

2.	 Change Requests: Any proposed changes to project scope, schedule, cost, or other param-
eters may need to go through an appropriate approval process.

3.	 Issue Log: Tracks project issues, their status, and any efforts towards resolution.

4.	 Lessons Learned Register: Captures lessons from an ongoing project for future project 
phases or projects.

Monitoring and Controlling Process Group Documents

1.	 Performance Reports: Outline how the project, project team, and individuals are perform-
ing. These reports include status reports, progress updates, and performance data com-
pared to baselines.

2.	 Risk Reports: Updates on currently identified risks, responses, and any new risks.

3.	 Change Log: This document tracks all approved or rejected change requests.

4.	 Variance Analysis Reports: Documents deviations from project baselines and any correc-
tive actions needing to be taken.

5.	 Quality Control Checklists: Provides easy to follow guidelines and tracks adherence to 
quality standards.

Closing Process Group Documents

1.	 Final Project Report: Summarizes project outcomes, performance metrics, and achieve-
ment of objectives.

2.	 Contract Closure Documentation: Confirms the closure of all project-related contracts if 
necessary.

3.	 Final Stakeholder Feedback: Gathers feedback on the project outcomes.

4.	 Lessons Learned Register: Documents final lessons and insights to improve future proj-
ects.

5.	 Project Closure Checklist: Ensures all closing tasks for the project have been completed.
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Process Groups and Processes vs ITTOs and Knowledge Areas
You may wonder why this book emphasizes the eight Performance Domains, five Process Groups, 
and 49 Processes instead of ITTOs (Inputs, Tools, Techniques, and Outputs) or the ten Knowl-
edge Areas from previous PMP exam editions.

Here’s why we focus on the performance domains, process groups, and processes:

â	 Relevant to the Current Exam: The latest version of the PMP exam focuses on the practical 
understanding and application of processes, rather than memorizing ITTOs like previous 
exam versions did.

â	 Performance Domains Over Knowledge Areas: The 10 Knowledge Areas from previous 
exam versions have mainly been replaced by the 8 Performance Domains, which are more 
relevant to the current exam.

â	 Practical Application: Understanding the process groups offers a practical way to under-
stand and manage projects from start to finish, which is essential for both the exam and 
real-world project management.

While ITTOs may be worth studying separately, they are no longer a primary focus or necessity 
for exam preparation. If you’d like to explore ITTOs more, the PMBOK 6 or online resources can 
help you better understand them.

Introduction To The 5 Process Groups and 49 Processes Summary
In this chapter, we introduced the 5 process groups, the 49 processes, and the important docu-
ments associated with each process group. We also discussed the importance of understanding 
each process group and process from a practical application stand point when preparing for and 
taking the PMP exam.

Over the next five chapters, we’ll dive into each of the 5 process groups and the 49 processes. 
We’ll begin with the Initiating Process Group in the next chapter.
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Chapter 14
Initiating Process Group

Project Initiation, also known as the initiating process group or initiation, is the first of the five 
groups, containing 2 processes. This process group is the starting point and foundation of every 
project, ensuring clear goals, proper authorization, and the availability of resources.

Skipping or not investing enough time into the initiation stage can lead to unclear objectives, a 
lack of buy-in from stakeholders, and potential project delays or failures.

Two Processes In The Initiating Process Group
1. Develop Project Charter: The develop project charter process involves creating the docu-

ment that formally authorizes the project and defines its high-level objectives.

2. Identify Stakeholders: The identify stakeholders process focuses on identifying all indi-
viduals or groups affected by the project and sets the stage for effective stakeholder en-
gagement.

Figure 14.1: The 2 Processes from the Initiating Process Group

P rocess #1: Develop Project Charter
The Project Charter is usually the first project document, created to formally authorize and estab-
lish the project. It usually comes after a project sponsor, the PMO (Project Management Office), 
or another stakeholder initiates the project. This document gives the project manager authority to 
officially start the project, ensuring it aligns with the organization’s goals, and allows the project 
manager to use organization resources and funding to carry out the project.

It also outlines high-level risks, constraints, and assumptions to help guide early project plan-
ning. When the organization undertaking the project has assistance from external parties, then a 
formal contract between the two organizations can be created in place of the project charter.

Copyright TeachMeIT / Nicholas Mendez



154  |  PMP EXAM PREP

Objectives of the Project Charter

â	 Defines High-Level Goals and Establishes Scope: Outlines what the project aims to 
achieve and how it will operate. It also sets boundaries for scope to avoid overreach or 
scope creep.

â	 Officially Formalizes the Project: With the project charter being officially created, the 
project is now established within the organization, and with that resources such as fund-
ing and internal labor are delegated.

â	 Assigns the Project Manager and Grants Authority: The project charter gives the project 
manager the formal authority to lead the project.

Process #2: Identify Stakeholders
Identifying stakeholders is the second and last process in initiation. This involves identifying all 
individuals, groups, or organizations impacted by or influencing the project.

Early stakeholder identification ensures their needs and concerns are addressed throughout the 
project life cycle. The project team can assess stakeholder communication needs, building trust 
and stakeholder relationships.

Objectives of Identifying Stakeholders

â	 Identify Key Stakeholders and Their Expectations: Develop a list of all major stakehold-
ers and understand their specific interests, needs, and concerns as it relates to the project.

â	 Analyze Stakeholder Influence and Interest: Once stakeholders are identified, the project 
team can determine each stakeholder’s power, level of influence, and involvement of each 
stakeholder in the project. This can be done with a power-interest grid.

â	 Categorize Stakeholders: After stakeholders are identified and analyzed, we can then 
group stakeholders together based on their influence, interest, and impact. By categoriz-
ing stakeholders, we can tailor engagement strategies effectively.

Integration of the Two Initiating Processes
The two processes in the initiating stage are interconnected as well as linked with other processes 
in other process groups.

For example, a well-defined and clear project charter clarifies how to identify stakeholders. 
Stakeholder feedback during initiation can also refine the project charter to ensure it aligns with 
organizational needs and expectations, demonstrating how both processes can affect each other.
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Exam Tips and Strategies For the Initiating Process Group
1.	 Focus on understanding the purpose of the Develop Project Charter and Identify Stake-

holders processes.

2.	 Be prepared to answer questions that test practical application, such as the role of the 
finished project charter in decision-making and aspects of stakeholder identification and 
management.

3.	 Avoid common mistakes such as neglecting to update the project charter or overlooking 
less influential stakeholders when answering questions. Keep in mind the project charter, 
like many project documents, will be continuously updated throughout the project.

4.	 Understand that the Initiating process group and the two processes we discussed create 
the beginnings for the next process groups, including effective project planning and exe-
cution.

Initiating Process Group Summary
In this chapter, we covered the first process group, initiating. We focused on the two processes 
for this group, integration with other processes, and exam tips.

In the next chapter we’ll discuss the second process group, planning, which contains 24 process-
es.
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Chapter 15
Planning Process Group

The Planning Process Group is the second of the five process groups and one of the most crucial. 
This process group involves creating a detailed plan, complete with project objectives and de-
tailed documents to guide project execution and delivery.

It contains a total of 24 processes that touch on every aspect of the project, from scope and sched-
ule to quality and risk. The processes in this process group are all interconnected, forming a 
robust plan that ensures project success.

The following figure outlines all 24 processes.

Figure 15.1: The 24 processes from the planning process group

The 24 Processes of the Planning Process Group Explained
1. Develop Project Management Plan: Consolidates all project plans into one comprehen-

sive document, the project management plan. This plan serves as a baseline for the project 
manager and team to oversee project execution.

2. Plan Scope Management: Clarifies how the project scope will be defined, monitored, and 
managed.
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3.	 Collect Requirements: Identifying and documenting project requirements such as busi-
ness, stakeholder, and regulatory requirements.

4.	 Define Scope: Involves creating a detailed description of the project scope.

5.	 Create WBS (Work Breakdown Structure): Breaks down the project scope into smaller, 
more manageable tasks to allow more effective execution.

6.	 Plan Schedule Management: Defines how the project schedule will be managed and con-
trolled throughout the project.

7.	 Define Activities: Identifies and documents all project activities required to produce proj-
ect deliverables.

8.	 Sequence Activities: Determines the logical order of activities and dependencies to help 
in creating a project schedule.

9.	 Estimate Activity Durations: Forecasts the time needed to complete project activities, 
helping to establish the project timeline.

10.	Develop Schedule: Creates a detailed project timeline with specific milestones and depen-
dencies.

11.	Plan Cost Management: Establishes how project costs will be estimated, budgeted, and 
managed to ensure financial alignment.

12.	Estimate Costs: Determines the resources required for each project task, activity, or deliv-
erable, including monetary, time, and labor costs.

13.	Determine Budget: Adding together all estimated costs to establish a cost baseline to help 
in monitoring and control.

14.	Plan Quality Management: Establishes quality standards and control processes that the 
project and its deliverables must meet.

15.	Plan Resource Management: Identifies the resources needed for project execution and 
plans for how they will be managed.

16.	Estimate Activity Resources: Estimates the types, quantities and potential availability of 
resources required for each activity.

17.	Plan Communications Management: Determines the communication needs of stakehold-
ers and in what ways project information will be distributed.

18.	Plan Risk Management: Planning for identification, analysis, and potential responses to 
project risks.

19.	Identify Risks: Focuses on identifying and documenting potential risks (both threats and 
opportunities) that could impact the project and documents them for analysis and man-
agement.
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20.	Perform Qualitative Risk Analysis: Analyzes risks based on their probability of occur-
rence and impact on project objectives if realized using risk ratings, probability matrices, 
and expert judgement.

21.	Perform Quantitative Risk Analysis: Estimates the probability of occurrence and po-
tential impact of high-priority risks on project objectives using numerical data, statistical 
methods, and mathematical models.

22.	Plan Risk Responses: Develops strategies to address risks when they’re realized.

23.	Plan Procurement Management: Defines how goods, services, labor or results will be ac-
quired from external vendors or contractors.

24.	Plan Stakeholder Engagement: Develops strategies for engaging stakeholders and man-
aging their expectations throughout the project.

Integration of the Planning Processes
The planning process group is highly interconnected, with each process being impacted by others. 
For example, the scope management plan facilitates the development of the project schedule, 
while risk management strategies influence resource and budgeting processes. Together, these 
processes ensure a comprehensive, realistic, and adaptable project plan.

Planning processes often require updates as any new information or changes emerge.

Exam Tips and Strategies
1.	 Documents: Understand that each process may create or update a document, but not 

always. For example, the “develop project management plan” process will create a project 
management plan. However, the “Monitor and Control Project Work” process will update 
existing plans or documents and generate performance reports.

2.	 Focus on Practical Applications: Understand how each planning process contributes to 
overall project planning, how they relate, and focusing on practical application in project 
scenarios.

3.	 Understand Integration: Be prepared for questions that test your ability to logically and 
practically connect processes, such as linking risk planning with budgeting or schedule 
development.

Planning Process Group Summary
In this chapter, we explored the second process group, the Planning Process Group. This process 
group provides the foundation to successful project execution, containing 24 processes which is 
more than any other group. Most planning processes create new documents, plans, or update 
existing ones.
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You’re ready to move on to the next chapter, which covers the third process group, known as the 
executing process group or execution, containing 10 processes. In this next process group, plans 
created during planning are executed and brought to life, delivering actionable results.
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Chapter 16
Executing Process Group

The executing process group, also known simply as execution, is the third of the five process 
groups, consisting of 10 processes in total. Executing is where the plans developed in the plan-
ning process group are implemented, marking the official start of project work.

The project manager and project team will collaborate to execute the project management plan 
and address areas of execution such as completing project work, team development, communi-
cation, risk management, procurement, and stakeholder engagement.

Executing requires more time, effort, and resources than any other process group or phase. 
During execution, project tasks are completed in alignment with established quality standards.

Figure 16.1: The 10 processes from the executing process group

The 10 Processes of the Executing Process Group Explained
1. Direct and Manage Project Work: Guides project team members and other resources in 

the execution and completion of project tasks.
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2.	 Manage Project Knowledge: Gathers knowledge throughout the project to create lessons 
learned and to improve future outcomes in both the project and organization.

3.	 Acquire Resources: Secures human, material, and equipment resources needed to com-
plete the project.

4.	 Develop Team: Improves project team member interactions, communication, and work-
ing conditions to create a productive environment.

5.	 Manage Team: Leads the team with an appropriate leadership style, resolves conflicts, 
monitors performance and adjusts assignments to ensure the project stays on track.

6.	 Manage Quality: Verifies that processes and deliverables meet established quality stan-
dards through consistently checking and monitoring quality.

7.	 Implement Risk Responses: Executes risk responses to address realized threats and op-
portunities.

8.	 Manage Communications: Ensures the project team and stakeholders maintain commu-
nication, as well as receive timely and accurate project information.

9.	 Manage Stakeholder Engagement: Maintains stakeholder relationships and addresses 
their concerns, while providing appropriate updates, and manages their expectations.

10.	Conduct Procurements: Acquires the necessary goods, labor or services from external 
suppliers, contractors or other third parties outside of the project team.

Integration of the Executing Processes
The executing process group closely integrates with the planning process group by converting 
plans into finished deliverables. It also initiates the monitoring and controlling processes to track 
progress and ensure alignment with objectives.

For example, the direct and manage project work process drives the creation of deliverables, 
which are then monitored for quality and progress.

Team development and management processes also drive project execution. As we learned in the 
team performance domain, a well developed project team will perform tasks and project work 
more effectively.

Exam Tips and Strategies
â	 Focus on Practical Execution: Understand how the 10 processes in this group are applied 

to and impact projects practically.

â	 Interconnected Processes: Be prepared to answer questions about how these processes 
interact with each other and other process groups.

â	 Stakeholder Engagement: Focus on strategies for managing stakeholder communications, 
expectations, and maintaining their involvement.
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Executing Process Group Summary
This chapter explored the third process group, the executing process group, where project plans 
are transformed into real work, creating deliverables and accomplishing project milestones. We 
learned about how this process group translates plans into realized deliverables, the role of each 
of the 10 processes, and how these processes integrate.

Now you’re ready to move on to the next chapter, which covers the monitoring and controlling 
process group. This process group ensures the project remains on track through monitoring var-
ious project factors and making necessary adjustments.
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Chapter 17
Monitoring and Controlling Process Group

The monitoring and controlling process group is the fourth process group, focusing on ensuring 
project stability and consistency with project plans. This is achieved by tracking performance, 
managing changes, and maintaining control.

By identifying variances from the project plan, assessing their impact, and implementing correc-
tive actions, this process group ensures smooth project progression without disruptions. It works 
closely with the planning and executing process groups to implement updates and maintain 
control throughout the project.

This group contains 12 processes that address scope, schedule, cost, quality, risks, stakeholder 
engagement, and more.

Figure 17.1: The 12 processes from the monitoring and controlling process group

The 12 Processes of the Monitoring and Controlling Process Group 
Explained

1. Monitor and Control Project Work: Monitors through tracking, reviewing, and reporting 
on project performance and controls the project by addressing any deviations as necessary.
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2.	 Perform Integrated Change Control: Evaluates, approves, or rejects proposed changes.

3.	 Validate Scope: Ensures deliverables meet defined requirements and are formally accept-
ed by stakeholders.

4.	 Control Scope: Prevents scope creep by requiring any proposed scope changes to be sub-
mitted for approval. Only approved changes are implemented.

5.	 Control Schedule: Tracks project progress against schedule baseline, implementing ad-
justments as needed to ensure timely project completion.

6.	 Control Costs: Monitors project expenses, compares them to the cost baseline, and takes 
corrective actions to manage any discrepancies or variances as needed.

7.	 Control Quality: Inspects deliverables to ensure project quality standards are met and 
identifies any defects.

8.	 Control Resources: Monitors resource utilization to ensure proper use and availability.

9.	 Monitor Communications: Ensures project communications are effective, timely, and tai-
lored to the needs of stakeholders.

10.	Monitor Risks: Tracks previously identified risks, implements risk response strategies as 
necessary, and identifies new risks.

11.	Control Procurements: Manages all aspects of procurement, including vendor relation-
ships, contract performance, current inventory, and resource availability, making adjust-
ments as needed.

12.	Monitor Stakeholder Engagement: Ensures stakeholders remain engaged and their ex-
pectations are managed throughout the project.

Integration of the Monitoring and Controlling Processes
The monitoring and controlling process group integrates closely with all other process groups, 
mainly the planning and executing process groups. For example, the control schedule process in 
monitoring and controlling works with the schedule baseline created in planning and helps with 
adjustments during execution.

Monitoring and Controlling Process Group Summary
In this chapter, we examined the monitoring and controlling process group, which consists of 12 
processes. This group plays a critical role in tracking project performance, managing and imple-
menting changes, and maintaining control over the project.

Now that you have a solid understanding of the monitoring and controlling process group, you 
are ready to move on to the next chapter and final process group, the closing process group.
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Chapter 18
Closing Process Group

The closing process group is the fifth and final process group, containing only one process. Once 
a project reaches this point, it marks the official conclusion, with all aspects completed, delivera-
bles accepted, resources released, and lessons learned documented.

These actions are commonly performed upon project closing:

â	 Ensure All Open Tasks and Issues Are Resolved: Confirm that all open tasks, issues, or 
change requests are resolved satisfactorily.

â	 Compliance and Audit Requirements: Ensure any compliance or audit requirements 
have been met.

â	 Contract and Financial Closure: All procurement and service contracts, as well as 
third-party labor agreements, must be settled and closed. Additionally, all project finan-
cials should be sorted out, as well as ensuring there are no outstanding invoices or pay-
ments due.

â	 Final Reports: Any final reports should be created, finalized, and archived. Often a final 
project report or summary can be created for key stakeholders highlighting the project’s 
performance, outcomes, and completion of objectives.

â	 Transition of Deliverables: Deliverables are formally handed over to necessary parties, 
such as customers or stakeholders.

â	 Stakeholder Feedback: Final stakeholder feedback is gathered to document lessons 
learned and confirm overall satisfaction with project outcomes.

â	 Recognition and Celebration: All project team members and anyone who worked on the 
project should be recognized and celebrated to help boost morale and engagement for 
future projects.

One Process
This process group contains only one process, the “Close Project” process, which formalizes the 
successful completion and closure of the project.
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Figure 18.1: The one process from the closing process group.

Four Mai n Objectives of the Close Project Process
â Formalize Acceptance of Deliverables: Confirm that all deliverables meet established 

quality standards and are formally accepted by any necessary stakeholders, clients, or 
third parties.

â Complete Administrative Work: Ensure all documentation, approvals, and financials are 
finalized and archived (with potential backups) for future reference.

â Document Lessons Learned: Document and archive any lessons learned from the project 
to improve processes, practices, or procedures in future projects.

â Release Resources: Officially release or reallocate project team members, equipment, and 
other resources as necessary.

Integration  of the Closing Process Group
Although it consists of a single process, the closing process group integrates with all other pro-
cess groups. The close project or phase process relies on the outputs of the other groups, such as 
specific plans from the planning process group, deliverables from the executing process group, 
and updates from the monitoring and controlling process group.

Exam Tips and Strategies
â Understand the Role of Closing: Understand why the closing process group is essential, 

despite consisting of only one single process.

â Deliverables and Documentation: Be prepared to answer questions on the importance of 
deliverable acceptance, contract closure, and lessons learned which all relate to the closing 
process group.
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â	 Don’t Underestimate Closing: Recognize the importance of documenting lessons learned 
and formalizing the project beyond simply completing tasks. Remember, closing marks 
official project completion and ensures there is nothing remaining to do for the project.

Closing Process Group Summary
In this chapter, we explored the final process group, the closing process group. This process 
group marks the official ending of a project. We discussed some of the common actions that take 
place at the end of a project, as well as the sole process in this group, the close project process.

Now that we’ve completed our learning on this final process group, we’ve finished our study of 
the five process groups.

In the rest of the book and the following seven chapters, we will look at very specific and ad-
vanced areas of project management. These areas include tailoring, in-depth traditional, hybrid 
and agile project management, models, methods, and artifacts. You’re nearing the completion of 
the exam preparation in this book, so keep going!
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Chapter 19
Models, Methods, and Artifacts

Models, methods, and artifacts provide the tools and frameworks to plan, execute, manage, and 
monitor projects effectively. The selection of models, methods, and artifacts depends on proj-
ect needs, goals, and the project environment. Additionally, they may need to be tailored to fit 
unique project factors.

In this chapter, we’ll learn about various models, methods, common artifacts, meetings, and 
events.

When selecting models, methods, or artifacts, consider the following:

â	 Avoid anything that will cause duplication or unnecessary effort.

â	 Ensure relevance and potential usefulness to the project and the project team.

â	 Prevent misinformation or prioritizing individual needs over project priorities.

Key Terminology
Artifact: A template, document, output, or project deliverable created at any time during a proj-
ect.

Cross-Cultural Communication: A communication model that explains how different cultural 
backgrounds affect communication.

Cynefin Framework: A conceptual framework that helps diagnose cause-and-effect relation-
ships in complex environments.

Gantt Chart: A bar chart that visually represents the project schedule with tasks and timelines.

Method: A way to achieve a certain outcome, output, result, or project deliverable.

Model: A way of explaining a process or framework.

OSCAR Model: A coaching and mentoring framework focusing on outcome, situation, choices, 
actions, and review (OSCAR).

Risk Register: A document used to track project risks, including their impact, probability, and 
planned responses.

SWOT Analysis: A method for identifying strengths, weaknesses, opportunities, and threats in 
a project or organization.
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Tuckman Ladder: The 5 stages of team development including Forming, Storming, Norming, 
Performing, and Adjourning.

Wideband Delphi: A consensus-based estimation technique where experts repeatedly refine es-
timates after rounds of discussion.

Defining Models
In project management, a model is a framework that helps project teams analyze, predict, and 
navigate project scenarios. Models simplify complex situations, allowing teams to better un-
derstand relationships, patterns, and potential choices. They offer structured guidance through 
frameworks that help teams approach and understand various situations and challenges.

Situational Leadership Models
Situational leadership involves adapting leadership styles to specific situations, stakeholders, in-
dividuals, and the project team to improve performance. The two situational leadership models 
are situational leadership and the OSCAR model.

Situational Leadership

Measures project team member development, focusing on competence and commitment. As 
team members gain competence (abilities, knowledge and skills) and commitment (confidence 
and motivation), the project manager can change their leadership styles to focus less on coaching 
and more on delegating and managing work.

OSCAR Model

The OSCAR model is a coaching model that helps project managers tailor their coaching style to 
the specific needs of the individual project team members.

This model focuses on five key factors:

â	 Outcome: Identifying the desired result of an individual project team member

â	 Situation: Understanding and realizing how a project team member’s skills, abilities, and 
knowledge impact their performance and relationships.

â	 Choices and consequences: Identifying what choices a project team member can make 
during a project and the consequences of those choices to the individual, project team, and 
project overall.

â	 Actions: Focusing on a project team member’s completion of project work within a set 
time.

â	 Review: Working with a project team member to offer support and ensure that they are 
motivated.
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Communication Models
Effective communication, as we’ve covered in previous chapters, is a crucial area of project man-
agement. There are many aspects of communication that must be handled, including communi-
cation with the project team, stakeholders, and outside vendors.

The two main communication models are cross-cultural communication and gulf of execution 
and evaluation.

Cross-Cultural Communication

States that communication is influenced by the sender and receiver’s background, including lan-
guage, life experience, and cultural norms. Awareness of these cultural factors is key to success-
ful project communication, especially in projects that involve a diverse group of people.

Gulf of Execution and Evaluation

This model measures the gap between what a user expects a system or product to do and what 
the system or product actually does. It can be thought of as expectation versus reality. In project 
management, it helps project managers see how closely a project deliverable aligns with stake-
holder expectations.

Motivation Models
Project team members and stakeholders are all driven and invested in a project due to different 
motivations. Motivation models enable project managers to identify and tailor communications 
and motivation strategies to maximize engagement and productivity, both from individuals and 
from the project team. The four main motivation models are hygiene and motivational factors, 
intrinsic and extrinsic motivation, theory of needs, and theory of X, Y, Z.

Hygiene and Motivational Factors

States that job satisfaction is driven by factors known as “motivational factors” such as career 
growth, advancement, and satisfaction or finding purpose with the work being performed. A 
lack of motivational factors often leads to complete job dissatisfaction and burnout.

On the other hand, “hygiene factors” such as salary expectations, benefits, and company policies 
that can lead to dissatisfaction if not met.

Intrinsic and Extrinsic Motivation

Intrinsic and extrinsic motivation factors drive motivation in project team members. Most people 
in the world are both intrinsically and extrinsically motivated to varying degrees, but some may 
be more motivated by one or the other.
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Intrinsic motivation is the internal motivation that comes from within, through personal satisfac-
tion, fulfillment, joy, happiness. In the context of work, intrinsic motivation is the purpose that 
team members get from doing their work and the role their work plays in their own self growth 
and development.

External motivation comes from factors outside of oneself such as monetary bonuses, promo-
tions, time off, and recognition and praise from leadership.

Theory of Needs

The theory of needs explains that people are driven by 3 main needs:

â	 Achievement Means that someone is motivated by completing goals, deadlines, and 
enjoys the challenge of progress.

â	 Affiliation Means that someone is motivated by belonging to a group, an environment, or 
a bigger purpose than self.

â	 Power Means that someone is motivated by leading, motivating, coaching, and responsi-
bility.

Theory of X, Y, and Z

The theories of X, Y, and Z are used for measuring individual team member motivation and how 
effective management styles are for each theory.

Theory X suggests people are primarily extrinsically motivated, working mainly for monetary 
income, bonuses, or rewards. It emphasizes a hands-on, authoritative management style as being 
most effective in leading these individuals.

Theory Y theorizes that people are intrinsically motivated, seeking personal fulfillment and pur-
pose in their work. A coaching or supportive management style is most effective in leading those 
who achieve personal satisfaction in their work.

Theory Z focuses on individuals who work to fulfill personal values or answer a higher calling. 
A leadership or management style that supports individuals in pursuing their deeper purpose 
works best with these individuals.

Change Models
Many projects involve changing systems, behaviors, or cultures. Managing changes requires stra-
tegically transitioning from a current state to a desired future state.

Managing Change in Projects and Organizations

Changes in projects and organizations are guaranteed to happen. This model outlines five ele-
ments for successfully managing change:
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â	 Formulate change: Explains why a specific change is necessary and its potential benefits.

â	 Plan change: Identifies the activities or what needs to be done in order to transition to the 
new, desired state.

â	 Implement change: Execute on the work for the change plan and make improvements to 
implement the change.

â	 Manage transition: During the transition, this is addressing any ongoing needs or issues 
that come up during the change.

â	 Sustain and Maintain change: Ensure the new processes continue to work and discontin-
ue old processes or behaviors.

Main Change Models

ADKAR Model

When change occurs, we need to be cognizant of not only how it affects the project but also how 
it affects individual team members on our project team. The ADKAR model is a five-step frame-
work focused on addressing individual change:

1.	 Awareness: An individual must first understand why the change is needed and how it fits 
into the present or future situation.

2.	 Desire: Desire to support and be part of the change at an individual level.

3.	 Knowledge: People must be taught how to understand and implement the change.

4.	 Ability: Ability is the hands-on practice and support an individual needs to carry out the 
change.

5.	 Reinforcement: Ensure the change is maintained over time by offering and hearing feed-
back and recognition.

The 8-Step Process for Leading Change

Leading changes is done in an 8-step process outlined as follows:

1.	 Create urgency: Identify threats and opportunities that highlight the need for change.

2.	 Form a coalition: Assemble influential leaders, managers, team members, and high-level 
stakeholders to support the change.

3.	 Create a vision for change: Define the values and goals behind the idea for the change.

4.	 Communicate the vision: Share the vision clearly to those who need to understand the 
vision.

5.	 Remove obstacles: Address barriers and blockers that prevent progress, including outdat-
ed processes or stakeholder resistance.

6.	 Create short-term wins: Create quick, easy wins initially to gain momentum and support.
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7.	 Build on the change: Set and accomplish long-term goals with continuous improvement 
to accomplish the change.

8.	 Anchor changes in company culture: Push for the changes to become part of the organi-
zation’s culture by recognizing high achievers and telling success stories and benefits of 
the change.

Virginia Satir Change Model

The Virginia Satir change model explains how individuals experience change on an emotional 
level.

There are 6 stages in this model:

1.	 Late status quo: Where things are going as usual, where everything feels familiar and 
routine.

2.	 The foreign element: An event or disruption introduces the potential change.

3.	 Chaos: People understand the change, and feel anxious or uncertain as they need to adjust 
to it.

4.	 The transforming idea: A new approach emerges to deal with the change.

5.	 Practice and integration: People practice new behaviors to deal with the change and learn 
what works for them.

6.	 New status quo: The change becomes part of the new normal, and it’s business as usual 
again.

Transition Model

The transition model differentiates between the aspects of change and the psychological process 
of transitioning through it.

There are 3 stages in this model:

1.	 Ending, Losing, and Letting go: People initially resist change due to feelings of fear, anger, 
or uncertainty.

2.	 The Neutral Zone: People start adjusting to the change, which may bring both a duality of 
frustration and creativity.

3.	 The New Beginning: People embrace the change, are open to learning and eventually 
become more skilled and energized by this new way of working.

Complexity Models
As we learned in the uncertainty performance domain chapter, projects involve uncertainty and 
unpredictable outcomes. Complexity models help project managers and project teams to navigate 
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these challenges by focusing on understanding cause-and-effect relationships and addressing 
project complexity.

Cynefin Framewor k

The Cynefin framework helps reveal cause-and-effect relationships in the project to help in deci-
sion making.

This framework categorizes problems into five terms:

â Obvious: Where clear cause-and-effect relationships can be seen and identified. Respond 
by using best practices to deal with obvious problems.

â Complicated: Known unknowns with multiple possible or correct answers. To address 
complicated problems, assess facts and apply practices.

â Complex: Unknown unknowns with no clear right answers. Respond by understanding 
and probing complex problems until an answer or solution can be found and acted on.

â Chaotic: No apparent cause and effect. Take immediate action to stabilize the situation 
before responding with a thorough plan of action.

â Disorder: No clarity in the situation. Break it into smaller parts to understand and manage 
each with one of the other four contexts.

Figure 19.1: Cynefin Framework
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Stacey Matrix

The Stacey matrix, also known as the Stacey model, focuses on two aspects of understanding 
project complexity.

â	 Uncertainty of Requirements: How clearly defined the project requirements are.

â	 Uncertainty of Technology: How clearly understood the technology needed to achieve 
the deliverables is.

Projects are classified as simple, complicated, complex, or chaotic, based on two dimensions of 
uncertainty in requirements and technology. The level of complexity then guides the project 
management approaches for execution.

Figure 19.2: Stacey Matrix

Project Team Development Models
Project teams continue to develop from the start of a project, all the way to the final stages. 
Understanding team development enables project managers to guide, coach, and support team 
growth effectively.
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There are two main models for team development:

Tuckman’s Ladder

Tuckman’s ladder identifies five stages of team development that high-performing teams will go 
through, from starting the project to project conclusion.

Project teams can fluctuate between the stages and even regress to previous stages. For example, 
a team may make it to the norm stage only to go back to the storm stage. Not all project teams 
actually reach the performing stage, with some teams being so incompatible that they completely 
disband before getting to that stage.

The Tuckman’s Ladder, Consisting of The 5 stages of Team Development:

Forming: The project team comes together for the first time. Team members get to know each 
other’s roles, skills, and backgrounds. Generally, a kickoff meeting is the first time the project 
team meets each other. You can think of the “forming” phase as when the group is first formed.

Storming: Project team members start to acclimate to each other, and differences in personalities 
and work styles emerge. This leads to potential conflicts as each member establishes their posi-
tions. You can remember the “storming” phase by thinking of what happens during a real storm: 
conflicts, struggles, and eventual adjustments.

Norming: Project team members begin to understand their roles and relationships, working to-
gether more smoothly. Challenges are resolved more easily, and the team starts functioning as 
a cohesive unit. You can remember the “norming” phase by thinking of adhering to “norms” 
people collectively working together.

Performing: The project team reaches peak efficiency, working together synergistically to achieve 
high performance and quality outcomes. You can remember the “performing” phase by thinking 
of peak performance or productivity.

Adjourning: Once the project concludes, the project team disbands. There may be a sense of 
accomplishment, but also sadness as members move on to new projects. You can remember the 
“adjourning” phase by thinking of adjourning a meeting. Everything is over, there is nothing left 
to address, and everyone leaves.
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Figure 19.3: The 5 stages of team development (Tuckman’s Ladder)

Nick’s Tip:

A simple acronym to remember Tuckman’s ladder and its five stages of team 
development is FSNPA. Form, Storm, Norm, Perform, Adjourn.

Drexler/Sibbet Team Performance Model

The Drexler/Sibbet team performance model outlines seven steps that help project teams move 
from formation of the team all the way to high performance and sustainability.

â	 Step 1: Orientation: The project team defines its main purpose and mission, often gener-
ally during a kickoff meeting or through a project charter.

â	 Step 2: Trust Building: Team members get to know each other’s skills and abilities, estab-
lishing trust and understanding within the team.

â	 Step 3: Goal Clarification: The team refines project goals, clarifying stakeholder expecta-
tions, requirements, and acceptance criteria.

â	 Step 4: Commitment: The team aligns on how to achieve the goals, establishing detailed 
plans such as schedules, budgets, and resource needs.

â	 Step 5: Implementation: The team begins executing tasks, breaking down high-level plans 
into detailed actions to create deliverables.

â	 Step 6: High Performance: The team operates efficiently with minimal oversight, achiev-
ing synergy and high levels of performance.
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â Step 7: Renewal: The team responds to any changes in deliverables, stakeholders, or team 
structure by reassessing and adjusting how they work to ensure success.

Common  Methods
Methods in project management are tools and techniques used by the project team to gather and 
analyze data, estimate costs or effort, and facilitate effective collaboration.

Figure 19.4: Common Methods
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Figure 19.4: Common Methods Continued

SWOT Analysis

Assesses internal strengths and weaknesses, along with external opportunities and threats.

Figure 19.5: SWOT analysis
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Business Analysis Methods

Business analysis methods consist of various calculations used to understand specific project 
circumstances, such as project budget or costs.

â	 Payback Period: Calculates the time required to recover an initial investment, typically 
expressed in days, weeks, months or years.

â	 Internal Rate of Return (IRR): Measures the projected annual growth of a project’s invest-
ment, including initial and ongoing costs.

â	 Return on Investment (ROI): Determines the project’s cost of investment to its expected 
net benefit, expressed as a percentage.

â	 Net Present Value (NPV): Evaluates future benefits and costs at the time of investment, 
factoring in future conditions such as inflation.

â	 Cost-Benefit Analysis: Compares project costs to expected benefits before initiation to 
determine if the project’s value outweighs its costs.

Data Gathering and Analysis Methods

These methods are used to collect, assess, understand, and evaluate important project informa-
tion.

â	 Alternatives Analysis: Analyzes different options to achieve project goals by comparing 
potential strategies or methods.

â	 Benchmarking: Compares project performance, products, or processes against industry 
best practices, standards, or measurements to identify areas for improvement.

Estimating Methods
Estimating methods are often used on projects to approximate the amount of time, cost, or re-
sources needed to complete tasks, goals, and deliverables. These methods range from using his-
torical data to more complex methods that account for uncertainty, helping project managers 
plan and allocate resources effectively. Focus on understanding what these methods are and we 
will cover specific formulas for calculating them in chapter 24.

â	 Affinity Grouping: This method classifies tasks or items into similar categories based on 
similarities. For example, grouping tasks by their priority, such as high, medium and low 
priorities.

â	 Analogous Estimating: Uses historical data and information from a previous activity or 
project to estimate the cost or duration of a current project. This method is useful when 
there is limited information to work with for a current project. Drawing from past infor-
mation becomes very useful in estimating.

Copyright TeachMeIT / Nicholas Mendez



184  |  PMP EXAM PREP

â	 Function Point Estimating: Primarily a software development estimate, function points 
estimating measures the size of a software, making it easier to estimate how much effort 
will be needed to complete tasks and deliverables.

â	 Multi point Estimating (PERT): This method estimates cost or duration by taking an av-
erage or weighted average of three best estimate values: optimistic likelihood, pessimistic 
likelihood, and most likely. It accounts for uncertainty and variability in activity duration 
or costs by calculating a more balanced estimate from the three values.

â	 Parametric Estimating: Uses statistics and historical data to calculate either monetary cost 
or time duration, such as cost per unit of a new product or time required to complete each 
task.

â	 Relative Estimating: Involves creating estimates by comparing a task to other similar 
tasks, considering factors like effort, complexity, and uncertainty. Story points in Agile 
usually express relative estimates rather than absolute or certain units of time or cost.

â	 Single-Point Estimating: In this form of estimating, a single estimate is created from any 
present and relevant data, resulting in a single best guess or single value. Unlike range 
estimates, this method does not account for variability or uncertainty, focusing on the cre-
ation of a very straightforward estimate.

â	 Story Point Estimating: This method is unique to Agile and assigns abstract points to 
tasks (user stories) to estimate the relative effort and time needed to complete. These story 
points help teams understand the complexity associated with completing a particular task 
or story.

â	 Wideband Delphi: A variation of the Delphi method, this technique uses multiple rounds 
of individual estimates from subject matter experts (SMEs). After each round of estimat-
ing, the SMEs discuss and rationalize their estimates, including their high and low estima-
tors. The process repeats until the SMEs can reach a general agreement on what a realistic 
estimate is for that specific scenario.

Meetings and Events
As a project manager, you are likely already aware how crucial meetings and events are in com-
munication, as well as keeping a project on track. While meetings are important, it’s important 
to respect everyone’s time and balance meetings with time for the project team to work outside 
of meetings.

There are many types of meetings and events in project management, including:

â	 Daily Standups: Short, daily meetings where the project team discusses progress, plans 
for the day, and any blockers. Most common in Agile environments.
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â	 Retrospectives: Regularly scheduled meetings, usually occurring at the end of a sprint or 
iteration. In this meeting, a project team reflects on the work that’s been completed and 
identifies ways to improve moving forward.

â	 Risk Review Meetings: Periodic meetings held to assess the current status of risks, iden-
tify new risks, and create or evaluate risk responses. Commonly found in both predictive 
and Agile.

â	 Backlog Refinement: Used to re-prioritize and clarify backlog items. Common in Agile 
environments.

â	 Bidder Conference: A meeting held with prospective outside vendors or sellers to clarify 
procurement needs, project details, and any other pertinent information before a bid or 
proposal is officially submitted.

â	 Change Control Board (CCB): A formal meeting where proposed changes to the project 
are evaluated, approved, or rejected. The project manager, important stakeholders and 
decision makers participate in these meetings to ensure changes are properly managed 
and the projects scope stays stable. Usually held in predictive projects.

â	 Kickoff Meeting: This meeting marks the normal start of a project or a phase. Stakehold-
ers and team members come together in this meeting to set and clarify goals, expectations, 
and project deliverables.

â	 Iteration/Sprint Planning: Agile project teams commonly use this meeting to plan the 
upcoming iteration or sprint, discussing goals, tasks, and priorities.

â	 Lessons Learned Meeting: Held after major project phases or milestones, these meetings 
document successes, challenges, and recommendations for future phases or even future 
projects in the organization. The Agile version of a lesson learned meeting is a retrospec-
tive.

â	 Steering Committee Meetings: A high level meeting where high level and senior stake-
holders provide guidance, make decisions, and review the project’s current progress and 
alignment. Not every project will have a steering committee or steering committee meet-
ings.

â	 Status Meeting: A regularly scheduled event to provide updates on the project’s current 
state, progress, risks, and next steps.

Common Artifacts in Project Management
Artifacts in project management are essential documents, logs, reports, tools, or outputs created 
throughout the project. They are useful in many project aspects, including high-level business 
overviews, establishing project authority, tracking progress, involving stakeholders, and sup-
porting decision-making. The artifacts we will discuss are useful for project managers to manage 
scope, resources, risks and deliverables, while ensuring transparency across all project phases.
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Strategy Artifacts

Strategy artifacts are documents created at the beginning of a project to define and clarify its pur-
pose, predicted value, and compatibility with organizational goals. These documents are often 
the first step towards establishing a business case and to begin project alignment with stakehold-
ers. Often created at the projects beginning, they can also be updated throughout the project if 
necessary.

â	 Business Case: A comprehensive document that outlines the predicted benefits of the 
project, including costs, risks, and expected outcomes. It ultimately defines how the proj-
ect will provide value and a justification or business incentive to take on the project.

â	 Business Model Canvas: A one-page visual document that describes the project’s value 
proposition, customers or stakeholders, and financials of the project.

â	 Project Brief: Provides a quick and high-level overview of the project’s goals, deliverables, 
and processes, ensuring all stakeholders have a common understanding before proceed-
ing.

â	 Project Charter: A formal document that officially authorizes the project’s existence. It 
defines objectives, budget, schedule, scope, stakeholders, and deliverables while granting 
the project manager authority to manage the project and allocate resources.

â	 Project Vision Statement: Often developed by the project manager with the project team’s 
input, the vision statement is an outline of the project’s purpose and predicted end result.

â	 Roadmap: A visual timeline that highlights important milestones, giving a strategic over-
view of project progression through what has been completed and what still needs to be 
accomplished.

Logs and Registers

Logs and registers are important project documents used to track changing aspects and provide 
a record of critical project details, updates, and decisions.

â	 Assumption Log: Tracks project assumptions (factors assumed to be true) and potential 
constraints (limitations). This log is revisited and updated throughout the project to check 
assumptions and change plans as needed.

â	 Backlog: A list of work that needs to be done, commonly used in Agile projects.

â	 Change Log: A comprehensive record of all proposed and accepted changes made during 
the project, including the change status (approved, rejected, or in progress) and how it 
impacts the project.

â	 Issue Log: Tracks and monitors current and ongoing issues that may impact project goals 
or end result. Each issue notated in the issue log is assigned to a team member to ensure 
accountability and resolution.

Copyright TeachMeIT / Nicholas Mendez



Chapter 19: Models, Methods, and Artifacts  |  187

â	 Lessons Learned Register: Documents insights the project team has gained throughout 
the project, focusing on successes, challenges, and recommendations for future stages of 
the current project or other future projects in the organization.

â	 Risk Register: Identifies project risks, assessing their probability and potential impact, and 
documenting response strategies such as mitigation. Response strategies are employed 
when a project risk is realized.

â	 Risk-Adjusted Backlog: A backlog that incorporates work to address risks, including 
threats and opportunities.

â	 Stakeholder Register: Documents stakeholder information, including their interests, in-
fluence, and tailored communication or engagement strategies.

Plans

Project plans outline how specific project areas will be executed on and controlled. These plans 
ensure that the project follows a structured path, with clear information on roles, responsibilities, 
and expectations for work.

â	 Change Control Plan: Describes how changes will be managed, who has the authority to 
approve changes, and the procedures for documenting, evaluating, proposing, and imple-
menting changes.

â	 Communications Management Plan: Defines how, when, and who is responsible for dis-
tributing project information that needs to be shared. It includes communication channels, 
communication frequency, and the stakeholder communication matrix.

â	 Cost Management Plan: Outlines how project costs will be estimated, budgeted, and con-
trolled.

â	 Iteration Plan: A plan used in Agile for a current iteration, outlining tasks and goals for 
the short time frame.

â	 Procurement Management Plan: Details how goods and services will be procured, in-
cluding vendor selection criteria, procurement timelines, contract types and who has the 
authority to officially enter into contracts for project procurement.

â	 Project Management Plan: A comprehensive document describing how the project will be 
completed.

â	 Quality Management Plan: Outlines the quality objectives and processes for ensuring the 
project meets set quality standards and quality assurance practices.

â	 Release Plan: Dictates the schedule and expectations for delivering releases of a product. 
Primarily used in Agile.

â	 Requirements Management Plan: Describes how requirements will be managed, identi-
fied, and documented throughout the project.
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â	 Resource Management Plan: Provides a strategy for acquiring, allocating, and monitor-
ing project resources, ensuring that the team has the necessary tools and materials to meet 
objectives.

â	 Risk Management Plan: Outlines the risk management processes for identifying, assess-
ing, and controlling risks.

â	 Scope Management Plan: Provides guidance on how the project scope will be defined 
and controlled throughout a project to ensure that required work is complete and helps to 
avoid scope creep.

â	 Schedule Management Plan: A plan created for controlling the project’s schedule.

â	 Stakeholder Engagement Plan: Strategies for effectively engaging stakeholders, ensuring 
their involvement in project decision-making and execution.

â	 Test Plan: Describes the strategy for testing deliverables, including what testing will be 
done, and the criteria that must be met for acceptance.

Hierarchy Charts

Hierarchy charts are useful to project managers for breaking down complex project structures 
into smaller, manageable components, providing clarity on team roles, tasks, risks, and resources.

The types of breakdown structures:

â	 Organizational Breakdown Structure (OBS): Maps out organizational teams or depart-
ments responsible for specific project tasks and activities.

â	 Product Breakdown Structure (PBS): Decomposes the project into its individual compo-
nents and deliverables.

â	 Resource Breakdown Structure (RBS): Hierarchically represents the categories and types 
of resources needed for the project.

â	 Risk Breakdown Structure (RBS): Organizes potential project risks into specific catego-
ries and groups to make risk management more efficient.

â	 Work Breakdown Structure (WBS): Breaks the total scope of work into smaller, more 
manageable tasks that can be delegated to the project team to ensure all necessary work is 
included in the project.

Baselines

Baselines act as reference points to how project performance is measured. Any major deviations 
from a set baseline can indicate the need for attention or correction. While predictive project man-
agement more commonly uses baselines, Agile projects can and often use them as well.

Copyright TeachMeIT / Nicholas Mendez



Chapter 19: Models, Methods, and Artifacts  |  189

Types of baselines:

â	 Budget: The approved financial allocation in a set dollar amount for the project or specific 
components of the WBS.

â	 Milestone Schedule: Lists key project milestones and planned dates.

â	 Performance Measurement Baseline: Integrates the scope, schedule, and cost baselines 
measure project performance.

â	 Project Schedule: A timeline that links project activities to planned start and finish dates, 
durations, and resources.

â	 Scope Baseline: Combined project’s scope statement, WBS, and WBS dictionary. Useful 
for tracking performance against the agreed-upon scope.

Visual Artifacts

Visual artifacts help visualize important data and information, which can significantly help in 
decision making and communication.

â	 Affinity Diagram: Visual diagram that groups large sets of ideas into similar categories or 
groups for analysis.

â	 Burnup and Burndown Charts: These charts track the progress of work completed 
(burnup) or work remaining (burndown) over each iteration. Most commonly used in 
Agile to track sprint progress.

â	 Gantt Chart: A bar chart that provides a visual representation of the project schedule, 
showing clear relationships between tasks and timeline progression.

â	 S-Curve: Displays project data, such as costs or work completed over time. This is useful 
for understanding differences between planned and actual performance.

â	 Dashboards: Provides real-time project data through visual charts and graphs. Dash-
boards are great for tracking and observing visible insights on how the project is progress-
ing. They are often created in project management software directly.

â	 Flowchart: A visual representation of the steps in a process, helping teams understand 
workflows.

â	 Cycle Time Chart: Shows the average time taken to complete work items can be used to 
see how the team is performing and where time is being allocated.

â	 Scatter Diagram: Plots two variables on a graph, useful for identifying relationships or 
correlations between the variables.
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Nick’s Tip:

Focus on meaningful metrics and important information, especially when 
working with visual artifacts. It’s not a good use of resources or time to make 
charts or dashboards display meaningless data. Often, project teams can get 
carried away with dashboards without first considering if it’s relevant and 
necessary.

Reports

Reports are used to document, present, and summarize project information. They are often creat-
ed for stakeholders who need official updates on progress or performance. Project management 
software can help create reports in nearly any format.

â	 Status Report: Summarizes current project performance, listing what was recently accom-
plished and where the project is heading.

â	 Risk Report: Provides a summarized report of project risks, including their status, trends, 
and planned or actualized responses.

â	 Quality Report: Identifies quality issues and control measures while offering recommen-
dations for process or product improvements.

Agreements and Contracts

Contracts are used as a legal agreement between the project team and external vendors or stake-
holders, with the contract defining timeline expectations, deliverables, and payment terms. Or-
ganizations can use various contracts and agreements, with legal or procurement departments 
typically selecting the appropriate contract type and assisting the project manager and team with 
procurement.

These are common agreement and contract types used by project managers:

â	 Cost-Reimbursable Contracts: The contractor is reimbursed for allowable costs and has 
the potential to receive an additional fee. This is suitable for projects with changing or 
evolving scope, since it allows flexibility for actual expenses as well as an additional fee so 
the contractor earns a profit.

â	 Fixed-Price Contracts: Establishes a set price for work to be performed, regardless of the 
actual costs. Ideal for projects with well-defined requirements and low risk of scope chang-
es, for example, predictive projects.

â	 Time and Materials (T&M): Payment is based on time spent and materials used, typically 
used on projects with uncertain scope, such as agile projects, and projects that have both 
labor and material costs.
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â	 Indefinite Delivery Indefinite Quantity (IDIQ): Contracts that specify flexibility for the 
quantity of services or supplies within a set time period. This contract type is ideal for 
projects where the exact amount of resources or deliverables needed is uncertain.

â	 Memorandum of Understanding (MOU): An MOU is a non-binding/non-contractual 
document that outlines two or more parties agreeing to begin to collaborate and work to-
gether on a project. It does not create obligations, instead it establishes a beginning frame-
work for cooperation and building trust, including shared goals and responsibilities.

â	 Memorandum of Agreement (MOA): An MOA is a formal and legally binding document 
that explains the different roles, responsibilities, and obligations of each party involved 
in the agreement. This document is a great foundation before developing and signing a 
formal contract.

â	 Service Level Agreement (SLA): An official Service Level Agreement (SLA) is a formal 
contract defining performance metrics, responsibilities, and expectations between a ser-
vice provider and a client. SLAs can also be used between an internal department in an 
organization and the organization itself, such as for response times in an IT department.
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Figure 19.6: Application of models, methods, and artifacts across performance domains.
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Figure 19.6: Application of Models, Methods, and Artifacts Across Performance Domains Contuinuation
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Models Methods and Artifacts Summary
In this chapter we covered common models, methods, and artifacts used in projects. These three 
tools cover many aspects of project management from coaching, team development, performing 
estimates, setting baselines, and many other uses. Everything we covered in this chapter can 
appear on your exam in one form or another, so plan to spend quite a bit of time reviewing your 
notes or doing a second readthrough.

In the next chapter, we will explore tailoring and hybrid project management.
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Chapter 20
Tailoring Project Management Approaches

and Hybrid Project Management

Tailoring Approaches and Hybrid PM
Every project is unique and requires tailoring to address its specific needs. Tailoring is the prac-
tice of customizing various factors of a project, including the approach, governance, processes, 
tools, and communication styles.

This chapter explores when, how, and why project managers and project teams use tailoring. 
We’ll also dive into hybrid project management, where predictive and adaptive approaches can 
be combined for a tailored project approach.

Key Terminology
Agile/Adaptive Approach: A flexible project management approach suited for changing project 
conditions. It is commonly used in environments where project requirements evolve over time, 
as with Agile.

Governance: The framework of authority, processes, and decision-making involved in managing 
a project.

Hybrid Approach: A combination of both predictive and adaptive project management methods 
used to customize aspects or approaches of a project. For example, a project might use predictive 
approaches for some deliverables and adaptive approaches for others.

Predictive/Traditional Approach: A project management approach where the project scope, 
schedule, and costs are defined early in the project and with minimal changes allowed after proj-
ect initiation. This is typically used for projects with well-defined requirements and low levels of 
uncertainty.

Suitability Filter: A tool used to determine whether a project is best suited for a predictive, adap-
tive, or hybrid approach.

Tailoring: The process of customizing project management methods, strategies, governance, and 
processes to fit the specific needs, complexities, and requirements of a project.

Important Concepts Regarding Tailoring
The three main concepts of tailoring are balancing competing demands, customizing methodol-
ogies, and adapting.
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Balancing Competing Demands

Tailoring balances the project schedule, budget, deliverable quality, regulatory compliance, and 
stakeholder satisfaction.

Customizing Methodologies

Rather than using standard approaches (like predictive, Agile, or hybrid) without modification, 
the project team can adapt specific aspects of an approach like planning, processes and frame-
works.

Adaptation and Understanding

The main purpose of tailoring is to adapt as much as possible to the uniqueness of the project. 
Tailoring requires a deep understanding of the project’s environment, goals, and desired end 
result to choose the right project management methods, leadership styles, tools, and artifacts.

Nick’s Tip:

Tailor to increase efficiency or outcomes within a project. There may be temp-
tation to tailor everything, but remember to focus on tailoring only what is 
necessary and what will maximize results for the least amount of effort.

Reasons To Tailor
Tailoring provides the customization needed for projects to succeed. The reasons we tailor are 
to fit the unique needs of a project, utilize resources efficiently, and increase project team and 
stakeholder satisfaction.

Fit the Project and Organization Needs

Tailoring involves considering factors like project size, complexity, and regulatory requirements. 
Additionally, it’s important that the approach we choose for the project aligns with the organi-
zation’s culture, values, goals, and project management best practices. Tailoring ensures compli-
ance with organizational standards and outside regulatory requirements.

Efficient Use of Resources

Tailoring helps use resources efficiently by reducing unnecessary work, processes, or waste that 
don’t contribute to project progression.
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Increased Project Team and Stakeholder Satisfaction

Involving the project team in tailoring aspects of the project fosters a sense of ownership, commit-
ment, and focus on project goals. Tailoring necessary project aspects to stakeholder needs builds 
stronger engagement, for example in the case of tailoring communication to stakeholder needs.

Tailoring In Response to Issues

Tailoring is often done preemptively at the start of a project or phase, or as a response to any 
issues that arise during the project.

These issues indicate a need to implement tailoring:

â	 Poor-quality deliverables: Address poor quality deliverables by improving quality assur-
ance and collaborating with the project team to ensure compliance.

â	 Delays in project work: Mitigate delays by identifying bottlenecks, adding team members 
or external resources, adjusting schedules and work orders, and streamlining approval 
processes.

â	 Unengaged stakeholders: Improve stakeholder engagement by understanding their 
wants and needs and implementing tailored communication plans.

â	 Resource shortages: Resolve resource shortages by optimizing resource allocation strate-
gies to effectively meet project demands.

What To Tailor
There are a few common areas that should be focused on when first tailoring. Areas to focus on 
tailoring first are the development approach, processes, aspects of communication and leader-
ship, software, and methods and artifacts.

Life Cycle and Development Approach Selection

Tailoring the development approach is necessary when neither predictive nor adaptive ap-
proaches fully suit a project. In these cases, we tailor by using a hybrid approach, implementing 
elements of both predictive or adaptive approaches. Additionally, we can tailor the phases of 
the project life cycle to by creating custom phases based on predicted project progression and 
requirements.

Processes

Tailoring processes involve adding, removing, blending or modifying project procedures to 
better suit the project’s unique requirements.
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Tailoring a project’s processes involves:

â	 Adding: Introducing new processes into a project. For example, introducing safety checks 
or other inspections for a physical product, ensuring compliance and quality.

â	 Removing: Completely eliminate unnecessary processes that don’t add value to the proj-
ect. For example, removing communication of unnecessary metric reports that the project 
team and stakeholders both agree they don’t need.

â	 Modifying: Making necessary changes to existing processes to fit project needs, require-
ments, or team demands. For example, adjusting an existing quality assurance process to 
add a required step for peer review.

â	 Blending: Combining different processes or elements of processes in order to maximize 
value. For example, combining an Agile stand-up meeting with a predictive traditional 
weekly status meeting.

â	 Aligning: Standardizing processes across different teams or disciplines to ensure consis-
tency. For example, standardizing the use of e-mails on Fridays at 2:00 pm as a communi-
cation method for non-urgent project status updates.

Engagement, Communication, and Leadership

Tailoring engagement and communication includes understanding the project team, empower-
ing them, and successfully integrating outside parties into the project team.

These should all be considered for tailoring:

â	 Communication Methods: Tailor communication methods, strategies and based on proj-
ect team, stakeholder, and outside party preference.

â	 Leadership Style: The way a project manager leads and manages is often tailored based 
on factors related to the project and the project team.

â	 Project Team Experience: Evaluate the skills and capabilities of the project team. Tailor 
the project team by selecting team members based on the project type, complexity, and 
operating environment.

â	 Empowerment: Decide on the level of responsibility and decision-making power given to 
the project team and certain individuals on the team.

â	 Integration: Ensure alignment between internal staff and external contributors and par-
ties, including contractors and partners, to create a cohesive team.

Software

Software selection and use should be tailored to the project’s size, complexity, budget constraints 
and the project team’s experience or preferences. There are many types of software that can fit a 
wide variety of business needs, and can often be modified easily.
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Methods and Artifacts

The use of methods, techniques, and project artifacts (e.g., reports, dashboards) should be tai-
lored on project size, organizational standards, and specific project needs. Methods and artifacts 
often require a lot of tailoring due to the sheer amount that are used in projects.

How To Tailor
Once it’s clear what needs to be tailored and why it should be tailored, the next step is tailoring, 
which is done through a few different means:

Select the Development Approach

The first step to tailor a project is to select a development approach either predictive, hybrid, 
or adaptive. Selecting the development approach is based on project characteristics that we’ve 
covered in previous chapters. If a lot of tailoring is required, or if the project necessitates certain 
aspects of predictive and Agile, a hybrid approach works best.

Tailor for the Organization, Project and Project Team

Tailoring is also done to align with organizational policies, governance, and strategic goals. This 
could mean tailoring approval processes, quality assurance processes, communication plans, re-
porting structures, and metrics and reporting.

Implement Constant Improvement

Tailoring implements principles of Kaizen, a Japanese philosophy that focuses on continuous 
improvement. By regularly improving, adapting and refining processes, tailoring ensures contin-
uous project improvement, and the project team becomes more efficient.

Tailoring the 8 Performance Domains
We covered the 8 performance domains in earlier chapters, and in this section, we will briefly go 
over the 8 performance domains again. We’ll specifically focus on what should be tailored for 
each domain.

1. Stakeholder Performance Domain

This domain consists of considering stakeholder factors and tailoring communication and en-
gagement strategies to fit the specific preferences, needs, and locations of project stakeholders.

Tailoring the stakeholder performance domain includes:

â	 Considering what stakeholders are internal and what stakeholders are external to the or-
ganization
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â	 Identifying and understanding any language or cultural barriers

â	 Accurately gauging the number of stakeholders involved in the project. If there are a lot of 
stakeholders, it is recommended to prioritize high level or “VIP” stakeholders.

â	 Using the appropriate communication channel, method and technology for stakeholder 
communication

2. Team Performance Domain

Tailoring leadership style as well as the project team’s operations to match the needs of the proj-
ect, based on team size, location, experience and composition.

Tailoring the team performance domain includes:

â	 Assessing the geographic distribution of team members and the impact of multiple time 
zones on meeting times and work expectations.

â	 Adapting different leadership styles to suit the skill levels and experience of the team.

â	 Considering any individual or cultural differences within the team and tailoring leader-
ship styles to best support all individuals and team dynamics.

3. Development Approach and Life Cycle Performance Domain

The selection of a development approach and project life cycle can be tailored based on the nature 
of the project’s deliverables and the organization.

Tailoring the development approach and life cycle performance domain includes:

â	 Deciding whether to use predictive, hybrid, or iterative (agile) approaches depending on 
project factors such as industry, predicted scope changes, regulations, etc.

â	 Assessing the project’s size and scope to determine the most suitable life cycle phases.

â	 Customizing the development approach to meet industry standards, regulations and audit 
requirements.

4. Planning Performance Domain

Planning is tailored based on internal and external factors. Many aspects of planning can be tai-
lored, such as schedule or budgeting techniques, the procurement process, and risk management.

Tailoring the planning performance domain includes:

â	 Adapting scheduling and cost estimation methods based on the project’s size, the organi-
zation’s available resources, and external environmental factors.

â	 Modifying the procurement management process, due to predicted supply chain issues or 
regulatory requirements.
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â	 Ensuring that risk management and contingency planning account for predicted variables 
that affected previous projects.

5. Project Work Performance Domain

Project work can be tailored to improve execution on tasks. This includes customizing workflows, 
tools, and communication methods to enhance efficiency, collaboration, and work performance.

Tailoring the project work performance domain includes:

â	 Implementing the best team development and leadership style based on project team fac-
tors such as size, experience, and attitudes.

â	 Using the tools and techniques that best support project execution, including task man-
agement, delegation and progress tracking.

â	 Establishing clear processes for collecting, storing, communicating and accessing project 
information and lessons learned reports.

6. Delivery Performance Domain

Delivery performance can be tailored to ensure that project work is productive while still meet-
ing required quality and compliance standards.

Tailoring the delivery performance domain includes:

â	 Adapting quality assurance processes to industry standards and regulatory requirements.

â	 Modifying existing organizational control policies to suit the current project.

â	 Considering and tailoring work based on existing or new governmental laws, policies, or 
restrictions that may affect the project.

â	 Implementing sustainability features into product development that are specific to the 
product.

7. Uncertainty Performance Domain

The uncertainty performance domain focuses on managing risks and uncertainties that can affect 
project success. Tailoring the approach to risk management focuses on the project’s complexity, 
goals, and tolerance of risk.

Tailoring the uncertainty performance domain includes:

â	 Adapting strategies to deal with unpredictable risks, such as random market fluctuations, 
new competitors releases, or other factors that could affect project outcomes.

â	 Aligning risk tolerance with the project and organization’s strategic goals, ensuring that 
opportunities are maximized and threats are minimized.
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â	 Assessing the projects level of innovation. Higher innovation introduces more risk, and 
tailoring risk strategies can help manage this uncertainty.

8. Measurement Performance Domain

The measurement performance domain focuses on defining the success criteria and gathering 
metrics to evaluate project performance. Tailoring this approach focuses on ensuring measure-
ments are important and relevant to project goals and stakeholder needs.

Tailoring the measurement performance domain includes:

â	 Defining the way financial and non-financial value will be measured.

â	 Clarifying what important metrics will be used to track progress during and after project 
completion. Non-important metrics can also be clarified to avoid collecting meaningless 
data.

â	 Understand and tailor project reporting based on specific stakeholder needs. Certain stake-
holders will need certain reports, and not every stakeholder has a need for every report or 
type of information.

Introduction to Hybrid Project Management
Hybrid project management combines the strengths of predictive (traditional) and adaptive 
(Agile) approaches, balancing both stability and flexibility. The combination of both approaches 
can create a very effective and tailored approach, but requires a lot of consideration, work, and 
experience from the project manager to implement effectively.

For example, in a technology project deploying a custom security solution, predictive approaches 
can be used for regulatory compliance, budget management, and hardware deployment. Mean-
while, adaptive methods can be applied to the development of the software and user interface.

When to Use Hybrid Project Management
Hybrid project management is used in situations where a balance between structured, predictive 
approaches and flexible, adaptive approaches is desired.

â	 Projects with both stable and evolving elements: Some aspects, such as regulatory com-
pliance or hardware deployment, require a predictive approach, while others, like soft-
ware development or the need for consistent customer feedback, benefit from an adaptive 
approach.

â	 Projects with varied stakeholder expectations: Hybrid is especially useful when differ-
ent stakeholders or departments expect different levels of communication, involvement, 
reporting, and flexibility. These different expectations can be fulfilled with a hybrid 
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approach and certain processes, such as communication tailored to satisfy all expectations 
and requirements.

â	 Organizations or industries that favor hybrid approaches: If your organization or indus-
try operates with a mix of traditional (predictive) and agile (adaptive) practices, then your 
project will most likely adapt a hybrid approach.

Figure 20.1: Industries That Use Hybrid Project Management

Hybrid Project Management Common Industries and Use

Industry Hybrid Approach Often Uses

Education Predictive for curriculum planning and institutional or governmental 
education requirements, adaptive for new technologies for teaching.

Finance Predictive for compliance and risk, adaptive for unique finance software, 
technology, programs and apps.

Healthcare Predictive for regulations, adaptive for developing new patient care solutions.
Technology Predictive for physical hardware deployment, adaptive for software 

development.

Hybrid Project Management Benefits
The primary benefit of hybrid project management is its flexibility in customizing every aspect 
of the project. Using hybrid project management, the best parts of predictive and adaptive ap-
proaches can be blended and implemented into a project.

Other benefits of hybrid project management:

â	 Balance between long-term planning and short-term execution

â	 Enhanced risk management with faster responses to changes and uncertainties

â	 Greater control over schedule timelines and deliveries

â	 Improved stakeholder engagement

â	 Increased project team collaboration, communication, and efficiency

â	 Optimized resource, budget, and labor allocation

â	 Strong alignment with both project and organizational goals

â	 Project flexibility and adaptability

Tailoring in Hybrid Project Management
Tailoring blends perfectly with hybrid project management. By combining the two, projects can 
be customized exactly as needed to achieve the best results.
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Common examples of tailoring in hybrid project management:

â	 Adjust Processes and Tools: Using hybrid approaches, project teams can adapt their tools, 
methods, and processes, ensuring a perfect balance between planning and execution.

â	 Stakeholder Management: Stakeholder communication and engagement strategies great-
ly benefit from tailoring. For example, predictive parts of a project may require formal 
reporting, while adaptive portions may focus on collaborative, live meetings.

â	 Risk and Uncertainty Management: In hybrid projects, risk management can be tailored 
to address both foreseeable risks typically found in predictive approaches, and evolving 
and uncertain risks that are more common in adaptive environments. This ensures that 
risk management strategies are flexible enough to handle any type of risk.

Tailoring Project Management Approaches and Hybrid Project 
Management Summary
In the first half of this chapter, we explored the importance of tailoring to meet the unique needs 
of a project. Tailoring involves customizing project processes, plans, communication and tools, 
based on factors such as project complexity, project team and organizational factors, and stake-
holder requirements.

The second half of this chapter focused on hybrid project management, which utilizes both pre-
dictive and adaptive for a customized approach. Hybrid approaches allow project teams to im-
plement specific elements of stability and planning from predictive approaches, while also being 
able to execute quickly and be open to change with adaptive approaches.

In the next chapter, we’ll focus on in-depth predictive project management.
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Chapter 21
Predictive Project Management

Throughout this book, we covered the three primary project management approaches, including 
predictive (traditional), adaptive (Agile/iterative) and hybrid. This chapter will conclude our 
study of predictive project management, covering the final concepts you’ll need to know for the 
exam.

We’ll cover the concepts of the triple constraint, baselines, change control, risk management, and 
common use cases and industries where the predictive approach is most effective.

Nick’s Tip:

If you feel like you’ve got a good handle and understanding of predictive ap-
proaches, feel free to skip this chapter and move on to the next chapter which 
covers adaptive project management.

Key Terminology
Baselines: Approved reference points for scope, schedule, and cost. Baselines are used to moni-
tor the project and ensure it’s performing well.

Change Control: Process of evaluating, approving, or rejecting proposed changes to project 
scope, schedule, or budget.

Change Request: A proposal to modify the project scope, schedule, or cost. These requests are 
reviewed and then accepted or rejected by an internal Change Control Board (CCB).

Predictive Project Management: A highly planned, structured and sequential approach to man-
aging projects. Commonly referred to as traditional or waterfall project management.

Risk Management: The identification, analysis, and response strategies to risks. A risk register 
documents identified risks, potential for realization, their impact, and response strategies.

Scope Creep: Uncontrolled changes or continuous growth in the project scope, resulting in sig-
nificant project delays or increased costs. In extreme cases, scope creep can even cause a project 
to outright fail. Change requests can serve as a great safeguard against scope creep.

Triple Constraint: The three elements of scope, schedule, and cost, which need to be balanced to 
ensure project objectives.
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Predictive Project Management Defined
Predictive project management, also known as traditional or Waterfall, is a structured and se-
quential approach to managing projects, ideal for stable, well-defined projects.. It focuses on 
detailed planning up front, maintaining stable project conditions, clear processes, and creating 
well-defined objectives, deliverables, and requirements. It operates in a linear manner, contain-
ing five sequential phases where each phase must be completed before the next begins.

Predictive Approach Phases Include:

1. Initiation

2. Planning

3. Execution

4. Monitoring and Controlling

5. Closing

Figure. 21.1: Predictive Approach Phases

Nick’s Tip:
While the phases have the exact same names as the process groups, they are 
slightly different. The phases in predictive project management represent the 
linear stages of a project lifecycle, and each phase must be completed before 
the next phase can begin.

The process groups, on the other hand, contain related processes that can 
occur across multiple phases, and are not sequential.

Phases are sequential, while process groups can overlap.
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Figure 21.2: Principles, benefits, and drawbacks of predictive project management

Predictive Project Management

Principles Benefits Drawbacks
Detailed and upfront 
planning focusing on 
stability, predictability, and 
control
Sequential phase progression 
with minimal or no overlap
Provides clearly defined 
deliverables, timelines, and 
cost estimates

Clear and transparent 
deliverables, timelines, and 
budget
Provides a good starting 
point for compliance with 
regulations and quality 
standards
Facilitates resource planning 
and risk management 
through structured processes

Difficulty adapting to 
unpredictable risks or 
random changes
Risk of scope creep, cost 
overruns or even project 
failure if initial project 
changes
Limited and costly flexibility 
after the initiation of the 
project

Communication in Predictive
Communication is critical in every project, especially so in predictive project management, where 
any changes made after planning can be costly. Expectations, communication preferences, and 
relationships should be clarified as much as possible early in the project. Additionally, high 
levels of communication with the project team, stakeholders, and sponsors should be maintained 
throughout the project.

Predictive Specific Tools, Techniques, and Methods
Similar to adaptive approaches, predictive has its own unique tools, techniques, and methods:

â	 Gantt Chart: Used to plan and track the project, including task dependencies, milestones, 
and critical paths.

â	 Critical Path Method (CPM): A technique to identify the sequence of tasks that deter-
mines the project duration.

â	 Earned Value Management (EVM): A comprehensive method for measuring project per-
formance against cost and schedule baselines.

â	 Milestone Charts: Used to track significant points in the project timeline, providing check-
points that signal progress.

â	 Work Breakdown Structure (WBS): A decomposition of the scope of work to be carried 
out, breaking the scope into smaller, more actionable tasks.

â	 Project Schedule Network Diagrams: Visual displays of activities, dependencies, and se-
quences in the project schedule.
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â	 Change Control Boards (CCBs): A formal board or group of people that review, approve, 
or reject change requests for the project.

Common Challenges in Predictive
Predictive project management faces its own unique set of challenges and issues that are likely to 
appear and must be addressed.

Below, we outline common challenges in predictive project management and practical solutions 
to overcome them.

â	 Scope Creep → Uncontrolled changes to project scope can lead to schedule delays, budget 
overruns or resource overutilization.

	 Solution: Implement a formal change control process and conduct regular scope reviews.

â	 Delayed Approvals → Bottlenecks in project work are being caused by slow decisions 
from stakeholder or sponsors.

	 Solution: Establish a formal approval process, and communicate deadlines to stakeholders.

â	 Misaligned Expectations → Discrepancies between stakeholder expectations and the re-
ality of a project’s scope or deliverables.

	 Solution: Create a detailed project charter outlining specific project objectives. Focus on 
managing expectations from the start with stakeholders.

â	 Resource Constraints → Limited availability of project team members, materials, or funds.

	 Solution: Conduct resource planning early and maintain buffers or reserves in the project 
schedule and budget. Respond to resource constraints as needed, as some may be unpre-
dictable.

â	 Inadequate Risk Management → Failing to identify or address risks. This can severely 
impact a project depending on the risk.

	 Solution: Meet with the project team regularly to identify and document risks, as well as 
creating and updating response strategies in the risk register.

â	 Communication Breakdowns → Ineffective communication that leads to misunderstand-
ings or conflict amongst the project team.

	 Solution: Train the project team on proper communication. Develop and follow a struc-
tured communication plan for instances when certain communication should be used.

â	 Cost Overruns → Deviations from the established cost baseline caused by poor initial es-
timates or unforeseen expenses.

	 Solution: Ensure initial cost estimates are accurate at the beginning of the project, and con-
tinuously monitor costs and perform budget reviews.

â	 Quality Issues → Deliverables not meeting standards, usually caused by insufficient qual-
ity controls.
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 Solution: Establish clear quality metrics and perform regular quality assurance.

Triple Constraint
The Triple Constraint, in predictive project management, represents the three main elements of 
every project: scope, time, and cost. These constraints are interdependent, with any change in one 
constrai nt directly affecting the other two. For example, increasing the project scope will usually 
increase cost and time for project completion.

Successful predictive project management relies on balancing these three constraints to meet 
project objectives while staying within any set limits.

Figure 21.3: Triple Constraint Diagram

Baselines
Baselines serve as re ference points for monitoring and controlling the project, and are extremely 
useful in predictive project management. Project managers compare actual  progress to the base-
line to determine if  the project is on track or if it needs adjustments.

Three Primary Baselines

Scope Baseline: Defines the approved project scope, including deliverables, and requirements. 
The scope baseline ensures the project stays focused on its intended objectives and helps prevent 
scope  creep.

Schedule Baseline: The approved version of the project schedule, including milestones and 
deadlines. Helps track progress and address any delays or disruptions to ensure the project is 
delivered on time.

Cost Baseline: Outlines the approved project budget, including cost estimates for resources and 
activities. This enables monitoring and tracking of expenses and ensures that the project remains 
financially viable and within budget.
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Common Documents and Plans
Predictive project management utilizes many documents and plans to guide the project from 
initiation to closure. If you need a re-cap of the documents and explanations of them, refer back 
to chapter 4 and chapter 13, where we discussed the most common documents for each of the 5 
process groups.

Change Control
Change control is a structured process in predictive project management used to manage and con-
trol changes to the project scope, schedule, or cost. Proposed changes are documented through 
change requests, evaluated for their potential impact on the project, and reviewed by an internal 
Change Control Board (CCB). If a change request is approved by the CCB, then the changes are 
implemented in a way to minimize disruptions and scope creep while also implementing the 
adjustments from the request.

Risk Management
Risk management in predictive project management focuses on risk identification, analysis, and 
responding to potential risks. Risks are documented in a risk register and prioritized based on 
their probability of occurrence and impact. Once documented, project teams develop response 
strategies and plans to address both threats (negative risk) and opportunities (positive risk). Pre-
dictive projects prioritize stability, making risk management essential for minimizing uncertain-
ty and maintaining control.

Tailoring
As discussed in the previous chapter on tailoring, nearly any aspect of a project approach can 
be tailored. For example, smaller projects might reduce unnecessary formal documents or ap-
provals, while larger and highly regulated projects may use additional custom documents and 
a modified approval process. Tailoring can make predictive approaches more flexible, practical, 
scalable, and effective towards achieving project goals.

Predictive Project Management Use Cases and Differences Compared 
to Adaptive
Predictive (traditional) project management is used when projects are stable and unlikely to 
change, adaptive (Agile) projects are used in uncertain or unstable projects that have a high like-
lihood of change.
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When to Use Predictive Project Management

â	 Time to Plan Up Front: When a project manager and project team have enough time, re-
sources, and ability to plan up front, predictive project management works very well.

â	 Clear Requirements: When the project scope and requirements are well-defined and un-
likely to change throughout the life of the project.

â	 Stable Environments: When the organization and project environment is stable, and when 
any changes (either intentional or unintentional) to the project would be extremely costly, 
disruptive, or even impossible to implement.

â	 Detailed Planning and Large Scale, Long Term Projects: When the project is large scale 
and long term, that requires detailed up-front planning.

â	 When Regulations, or Laws Are at Play: When there are tight regulations or laws in place, 
or even the potential for regulations and laws to be enacted, predictive project manage-
ment helps avoid unnecessary risks.

When to Use Adaptive (Agile) Project Management

â	 Limited Time for Upfront Planning: Adaptive approaches are perfect for project situa-
tions or environments where there is limited time to plan a lot up front. It excels at plan-
ning a small amount at the beginning, then immediately executing and changing plans as 
necessary.

â	 Uncertain or Evolving Requirements: When requirements are likely to change or be re-
fined during the project, adaptive is a good choice.

â	 High Flexibility Required: When the project requires the flexibility to perform quick ad-
justments based on feedback or new, changing conditions.

â	 Shorter Iterative Projects: When the project benefits from delivering in smaller increments 
with frequent stakeholder involvement and feedback.

â	 Low Likelihood of Regulations: Adaptive is a perfect choice when there is a low likeli-
hood of needing to meet regulatory compliance or laws throughout the project.

Common Industries for Predictive Project Management
Organizations that use a predictive approach are often in industries that are very stable and less 
likely to change. Predictive is best suited for projects with clearly defined requirements, fixed 
timelines, and where changes can be costly or disruptive.
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Industries That Use Predictive Project Management

Construction

Construction projects, such as building homes, offices, or other infrastructure, use a predictive 
approach. These projects require stability and minimal changes after planning. For example, the 
building design, materials, and scope are clearly defined before construction begins, and any 
changes would have significant financial and schedule impacts on the project. These projects 
also follow a linear approach, with phases of planning, procurement, and building taking place 
sequentially.

Manufacturing

In manufacturing, predictive project management is most often used because of the need for 
consistent and stable design, development, and delivery. This approach is useful for managing 
resource allocation, supply chain logistics, and production schedules, where deviations could 
lead to costly downtime or delays.

Technology Hardware Projects

Predictive project management is commonly used in IT projects involving hardware, such as 
installing data centers, networking devices, end-user equipment, or other infrastructure. These 
projects benefit from the predictable and methodical process of predictive approaches, as any 
changes can disrupt the project. For projects involving both hardware and software, a hybrid 
approach is usually most applicable.

Government Projects

Public infrastructure projects, such as public transportation, including buses and trains, or other 
city development, use predictive project management because of governmental requirements, 
regulations, and budget constraints.

Predictive Project Management Summary
In this chapter, we completed the last of our studies on predictive (traditional) project manage-
ment. We focused on the concept of predictive project management and that it is a structured, 
sequential, and conservative approach. We also discussed concepts such as the triple constraint, 
baselines, change control, risk management, tailoring, and common industries for predictive.

In the next chapter, we will complete our studies on adaptive (Agile) project management, focus-
ing on important and advanced concepts that have not been previously covered.
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Chapter 22
Advanced Agile Project Management

Agile is a modern project management approach focusing on rapid execution, adaptability, min-
imal upfront planning, and quick speed to market. It’s commonly used in startups and software 
industries, and especially projects that focus on developing a software product. We’ve already 
covered it quite a bit in this book, and in this and the following chapter we will conclude our 
exam prep on Agile.

In this chapter we will study Agile core values, concepts, frameworks, unique benefits, mindset 
principles, project life cycles, and other essential knowledge needed to fully understand Agile for 
the PMP exam.

Key Terminology
Agile: Also known as adaptive project management, this approach emphasizes minimal upfront 
planning, speed, flexibility, incremental value delivery, and continuous improvement.

Backlog: A prioritized list of work items that need to be completed.

Kaizen: A principle focused on constant improvement through refining processes and improv-
ing all aspects of work.

Incremental Delivery: Breaking down and delivering project work in parts to enhance feedback 
and adaptability.

Iteration: A short cycle of work, creating flexibility for teams to review, adjust, and improve 
through multiple iterations.

Kanban: A visual workflow management method used to improve efficiency and flow.

Product Owner: An Agile specific role responsible for managing the backlog and setting priori-
ties.

Scrum: An Agile framework that defines team roles, events, and artifacts.

Sprint: A specific time period for completing project work, usually lasting 1-4 weeks, with spe-
cific objectives or goals for the sprint.
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Benefits and Limitations of Agile
Agile was developed to meet the demands of today’s fast-paced and rapidly changing work en-
vironments. Unlike predictive approaches, Agile emphasizes minimal up-front planning, quick 
execution, high flexibility, and incremental value delivery.

Understanding both Agile’s benefits and limitations is essential for selecting the best approach 
for a project. Agile provides value in many different ways, and also has its own limitations.

Benefits of Agile

â	 Quick Time to Market: Agile enables projects to begin with minimal upfront planning. 
This encourages project teams to rapidly define and execute work on a product or service 
idea, resulting in a quick time to market.

â	 Flexibility: Teams can adapt quickly to changing requirements, keeping the project very 
flexible and can change based on evolving needs.

â	 Frequent Feedback: Regular feedback helps align deliverables with both stakeholder and 
customer expectations, minimizing wasted effort while enhancing stakeholder and cus-
tomer satisfaction.

â	 Faster Delivery: Using incremental delivery, Agile enables project teams to release deliv-
erables as they’re finished, accelerating progress.

â	 Enhanced Collaboration: Agile promotes a collaborative team environment that improves 
communication and problem solving.

â	 Ideal For Startups: Agile is ideal for projects in startup environments that have limited 
budgets and the need quick results.

Limitations of Agile

â	 Less Effective for Fixed, Stable Requirements: Agile is not suited for projects that have 
strict requirements.

â	 Regulatory Constraints: Projects requiring strict compliance or regulations do not benefit 
from Agile. Its flexibility can conflict with the delays caused by documentation require-
ments, lengthy approval processes or legal and regulatory issues.

â	 Steeper Learning Curve: Project teams accustomed to a predictive approach may need 
extra training, coaching, gradual adjustments, and time to learn and implement Agile 
methodologies.

â	 Predictability Challenges: The focus on flexibility can make long-term planning and fore-
casting more challenging for Agile to address.

â	 Potential Scope Creep: While Agile offers the ability to constantly adapt, this can be a 
drawback, as it can lead to scope creep. Agile generally does not have a set change control 
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process or change control board. This can significantly impact schedule and budget if 
scope is not controlled properly.

Common Agile Practices
Using Agile effectively relies on implementing common best practices that help project teams 
adapt quickly, support continuous improvement, increase responsiveness, and influence stake-
holder satisfaction.

Let’s explore some of the common Agile practices:

â	 Frequent Feedback and Re-prioritization: Ongoing stakeholder and customer feedback 
and re-prioritization allow teams to adjust tasks and focus on changing objectives.

â	 Continuous Improvement (Kaizen): Through Kaizen, the Japanese term for continuous 
improvement, project teams can implement incremental improvements in their processes, 
creating an environment of learning and continuous refinement.

â	 Timeboxing: Involves setting a dedicated period of time to complete specific tasks. Usu-
ally these are 1 to 4 weeks and known as a sprint. It helps project teams stay focused and 
prioritize work while minimizing delays.

â	 Prioritizing Customer Collaboration Over Contract Negotiation: Agile focuses on con-
tinual communication between providers and customers or end users to ensure needs 
are met and expectations are properly set. It focuses on collaboration rather than strictly 
adhering to set contract terms.

â	 Responding to Change: Agile teams are encouraged to adapt plans and priorities as the 
project evolves, ensuring they remain flexible and responsive to both customer needs and 
emerging insights.

â	 Cross-Functional Teams: These teams often bring together members from different inter-
nal departments, allowing for enhanced collaboration, innovation, and adaptability.

â	 Daily Stand-ups: Brief daily meetings used to review project progress, address any obsta-
cles or roadblocks, and set daily priorities.

â	 Retrospectives: Regular reviews held at the end of each sprint to reflect on successes, chal-
lenges, and areas for future improvement.

The Agile Manifesto and Mindset
In 2001, the Agile movement formally began with the release of the “Manifesto for Agile Software 
Development”, which outlined core values and twelve guiding principles. Initially created for 
projects in the software industry, these principles now help support adaptability, efficiency and 
continuous improvement across many project environments.
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The 12 Agile Foundational Principles

1.	 Customer Satisfaction:

	 The highest priority is to satisfy the customer through early and continuous delivery of 
valuable software.

2.	 Embrace Change:

	 Welcome changes in requirements, even late in development. Agile processes implement 
flexibility for change to create competitive advantage.

3.	 Frequent Delivery:

	 Release deliverables frequently, from a couple of weeks to a couple of months, with a pref-
erence to the shorter timescale.

4.	 Collaboration:

	 The project manager, project team, and stakeholders should work together closely and 
throughout the project.

5.	 Motivated Individuals:

	 Focus on how motivated individuals can impact and build a project. Give them the envi-
ronment and support they need, and trust them to get the job done.

6.	 Face-to-Face Communication:

	 The most efficient and effective method of communication with a project team is face-to-
face conversation.

7.	 Measure of Progress:

	 Completed deliverables, such as working software, are the primary measure of progress.

8.	 Sustainable Development:

	 Agile promotes sustainable development. Sponsors, the project team, and users should be 
able to maintain a constant pace indefinitely.

9.	 Attention to Excellence:

	 Continuous attention to technical excellence and design significantly enhances deliverable 
quality.

10.	Simplicity:

	 Simplicity is the art of maximizing the amount of work done without overcomplicating 
things.

11.	Self-Organizing Teams:

	 The best architectures, requirements, and designs emerge from self-organizing teams.

12.	Reflection and Adjustment:

	 At regular intervals, the team reflects on how to become more effective. After reflecting, 
the project team adjusts its behavior according to the reflections.
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Agile is commonly viewed as an adaptive approach, and can also be considered a methodology, 
framework, or set of techniques guided by the 12 Agile core principles.

There are two primary strategies to implement Agile values and principles effectively. The first 
strategy is to select and then tailor Agile to suit the project, organizational or industry specific 
requirements.

The second strategy is to apply best practices that fit the project and align with Agile’s core 
values, such as using iterative refinements or dividing large projects into multiple releases. The 
ultimate goal of using both strategies is to deliver continuous value to customers throughout the 
lifetime of the project, leading to better business outcomes.

Two Work Categories: Definable Work and High Uncertainty Work
Project work can be categorized into two types, known as definable work, and high-uncertainty 
work.

Definable work refers to projects with well-understood processes, procedures, and is often mod-
eled after similar previous projects. These projects benefit more from a predictive approach due 
to their known elements, predictability, and stability requirements. A common industry for de-
finable work is construction.

On the other hand, high-uncertainty work involves projects that require innovation, flexibility, 
and adaptability due to less predictable elements, risks, outcomes, or requirements. High-uncer-
tainty work projects work best with an Agile approach. A common industry for high-uncertainty 
work is software development.

Common Agile Approaches: Kanban, Lean, and Scrum
In Agile project management, Kanban, Lean, and Scrum are three commonly used approaches, 
each offering unique ways to help project teams achieve specific goals. They enable project teams 
to prioritize tasks, deliver value incrementally, and adapt to change. All of these approaches can 
be used together or individually and address different aspects of Agile.

Each approach aligns with Agile’s core values, focusing on different aspects:

â	 Kanban emphasizes flexibility and visibility by tracking work in progress, enabling teams 
to adjust quickly. It is primarily a method to visualize and manage workflow.

â	 Lean promotes value-driven work and waste reduction, with a focus on continuous im-
provement. It is a philosophy focused on reducing waste while maximizing value.

â	 Scrum provides structure through defined roles, time-boxed sprints, and regular check-
ins, ensuring accountability and focus. It is an Agile framework.

In the following figure, we explore some of the unique aspects of each approach.
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Figure 22.1: Common Agile Approaches

Agile Approaches and Methods
Aspect Scrum Kanban Lean

Overview Structured Agile 
framework focused 
on roles, events, and 
time-boxed sprints.

Visual workflow 
management, heavily 
focused on ensuring 
work is managed.

Foundational 
approach focused on 
maximizing value and 
eliminating waste.

Strengths Provides clear 
structure and iterative 
progress.

Offers flexibility and 
adapts to changing 
priorities easily.

Emphasizes efficiency, 
value delivery, and 
kaizen.

Project Use Ideal for projects with 
evolving requirements 
and frequent 
deliverables.

Works well for 
ongoing work with 
high variability and 
frequent changes.

Useful for eliminating 
inefficiencies and 
focusing on value are 
priorities.

Team Workflow Organized around 
short, fixed sprints  
(1-4 weeks) with set 
goals.

Continuous flow, no 
fixed time frames; 
tasks move through 
columns on a board.

Focus on eliminating 
bottlenecks and
streamlining steps 
across the process.

Ease of 
Implementation

Requires some setup 
and training for roles 
and sprint ceremonies.

Simple to adopt with 
minimal disruption; 
easy to start and refine 
over time.

Low up-front effort, 
ongoing commitment 
to process 
improvement.

Project Life Cycles
A life cycle is a structured sequence of phases that guide a project from initiation to completion. 
The project life cycle determines how work is planned, executed, and delivered throughout a 
project. As project managers, we choose the appropriate life cycle to align the project approach 
with its unique requirements and characteristics.

Agile life cycles are flexible, using iterative and incremental approaches that enable teams to 
adapt to change stages. For complex projects requiring both predictability and adaptability, 
hybrid life cycles blend Agile with predictive methods, creating a balanced approach. Frequent 
feedback loops in these cycles allow continuous refinement and promote project teams to prog-
ress based on changing requirements.
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Nick’s Tip:

Project Life Cycle vs Project Approach: What’s the Difference?

A project life cycle represents the sequence of phases a project undergoes, such 
as initiation, planning, execution, and closing. The project life cycle (including 
the phases) creates the structural framework or “skeleton” of the project, guid-
ing it from start to finish.

In contrast, a project approach is the specific method (predictive, hybrid or 
Agile) used to manage and complete the work within each phase of the life 
cycle. This approach defines how the project team will complete tasks, handle 
changes, and address challenges as they move through the project stages.

In summary, the life cycle is the structure of the project’s phases, while the ap-
proach is the method used to handle and execute the work within those phases.

Four Types of Life Cycles

The four main types of project life cycles each offer distinct advantages, and we’ll explore them 
in detail.

â	 Predictive Life Cycle: In this life cycle, most planning occurs upfront at the start of the 
project and most variables are known. There is usually a low level of risk or changes to 
the project, a stable project team, and high certainty. After planning, execution begins in a 
single, linear, step-by-step sequence.

â	 Iterative Life Cycle: The iterative life cycle refines work over multiple cycles known as 
“iterations”, allowing for feedback and adjustments on partially completed deliverables. 
Best suited for complex projects with evolving requirements, focusing on learning and 
improvements over speed. Each iteration is typically time-boxed to a few weeks and in-
corporates stakeholder feedback from previous iterations.

Figure 22.2: Iterative life cycle example
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â Incremental Life Cycle: Parts of the project are delivered in stages, allowing value from 
deliverables to be realized quickly. This works well with projects that prioritize early de-
livery of usable features or components, rather than waiting for a complete final product. 
Feedback from early delivery can help guide adjustments, reducing potential rework and 
allowing for easy changes. Incremental life cycles are especially great for emphasizing 
speed and continuous delivery over a single, final release.

Figure 22.3: Incremental life cycle example

â Agile Life Cycle: The Agile life cycle combines iterative and incremental approaches, en-
abling continuous refinement and frequent delivery of value. With this life cycle, changing 
requirements are expected, and each iteration focuses on delivering completed features 
that address project needs.

Figure 22.4: Agile Life Cycle
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Figure 22.5: Characteristics of Life Cycles

Characteristics of Life Cycles

Life Cycle 
Type Activities Delivery Definition Best Used For

Predictive Performed 
once for 
the entire 
project

Single 
delivery

Majority of planning 
done upfront, 
followed by a single, 
linear sequence of 
execution.

Highly structured projects 
with stable requirements and 
low uncertainty. Planning 
occurs up-front and project 
execution follows a single, 
linear sequence. Good for 
managing costs.

Iterative Repeated 
until 
correct

Single 
delivery

Allows for 
continuous feedback 
on incomplete work, 
enabling refinement 
and modification.

Flexible projects where 
requirements may change or 
need refinement over time. 
Some planning is done in 
the beginning, but work and 
outputs may change original 
plans. 

Incremental Performed 
once for 
a given 
increment

Frequent 
smaller 
deliveries

Produces completed 
deliverables in 
stages, allowing 
immediate use and 
value.

Projects that benefit from 
incremental delivery, allowing 
partial use or review at the end 
of each sprint. Plans deliveries 
in advance.

Agile Repeated 
until 
correct

Frequent 
small 
deliveries

Combines iterative 
and incremental 
approaches to 
deliver frequent 
value and adapt 
continuously.

Projects with high uncertainty, 
changing requirements 
with a need for flexibility, 
adaptability, and regular 
feedback and updates. 
Planning up front is minimal.

Assessing Agile Life Cycle Suitability
Suitability filters evaluate factors like a project’s nature, environment, and team dynamics that 
help determine whether it is suitable for Agile.

Suitability filters to evaluate Agile compatibility:

â	 Project Complexity: Degree of difficulty or complexity in the project.

â	 Flexibility of Requirements: Likelihood of frequent changes or adaptations to project re-
quirements.
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â	 Stakeholder Engagement: Amount of engagement needed with stakeholders throughout 
the project.

â	 Team Collaboration: Ability of team members to work and collaborate together.

â	 Time Sensitivity: Need for rapid delivery of parts of the project, allowing for iterative and 
incremental releases.

â	 Organizational Readiness: Overall culture and willingness of the organization to support 
Agile principles, values, and practices.

â	 Customer Involvement: Degree in which customers or end-users will provide ongoing 
feedback and take part in development cycles.

â	 Risk Tolerance: Ability to manage and accept iterative, flexible approaches in place of 
rigid planning and control.

â	 Project Size: Appropriateness of Agile for smaller projects or for portions of larger proj-
ects that can be broken down incrementally.

Hybrid Life Cycles
Hybrid life cycles combine elements of the four main project life cycles, allowing project teams 
to balance structure, adaptability, and delivery. They help address both predictable and unpre-
dictable aspects of a project.

Typically, hybrid life cycles apply an Agile approach in early project phases that have high un-
certainty, such as software development, enabling teams to be flexible for changes. Later phases, 
like ones that involve regulatory approval, commonly adopt a predictive life cycle for stability.

Implementing Agile Life Cycles In An Unfamiliar Environment

Implementing Agile life cycles and techniques commonly requires a gradual approach, especially 
for project teams and organizations accustomed to predictive methods. Agile techniques can feel 
risky, rushed, and unfamiliar. A phased transition can be implemented to allow project teams to 
slowly incorporate Agile, focusing on lower-value projects, phases, or deliverables.

As teams build confidence, they can incorporate more Agile techniques to enhance value delivery 
and adaptability. This gradual and slower shift helps tailor Agile adoption, enabling a smoother, 
more effective transition.

Tailoring and Blending Agile Approaches
Project teams will often need to combine multiple Agile frameworks and practices to tailor to 
specific project needs. Some teams may start with a single framework like Scrum or Kanban, then 
adapt or incorporate elements from other Agile practices, such as Extreme Programming (XP) to 
increase efficiency.
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Tailoring for Project Needs

Project factors like team experience, demand patterns, and workflow flexibility contribute to tai-
loring Agile. Any modifications or tailoring should align with the project’s unique requirements 
and the team’s capabilities, optimizing both speed and quality.

In-Depth Agile Project Management Summary
In this chapter, we took an in-depth look at Agile project management, focusing on Agile termi-
nology, benefits and limitations, common practices, and the Agile Manifesto. We also explored 
the two types of work in Agile, popular methods and approaches like Kanban, Lean, and Scrum, 
as well as the four project life cycles, and tailoring for Agile.

In the next chapter, we’ll delve into Agile implementation and organizational factors, official-
ly concluding the exam preparation portion of the book. Keep pushing forward, you’re almost 
ready for your exam!
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Chapter 23
Agile Implementation and Organizational Factors

In this final chapter on Agile, we’ll shift our focus to real-world application, exploring differ-
ent aspects including mindset, leadership approaches, organizational factors, measurements and 
metrics, and procurement and contracting strategies.

Key Terminology
Agile Mindset: A way of thinking that prioritizes adaptability, collaboration, and continuous 
improvement, guiding team behavior and decision-making in Agile projects.

Agile PMO: A Project Management Office (PMO) that operates with a collaborative, value-driv-
en mindset, adapting to Agile projects.

Backlog: The prioritized list of tasks or user stories for a project.

Backlog Refinement: Updating and prioritizing backlog items to prepare for upcoming itera-
tions or sprints.

Cross-functional Teams: Project teams created from multiple departments and skill disciplines.

Cumulative Flow Diagram: A visualized display of work in progress across stages, helping to 
spot bottlenecks.

Daily Standup: A recurring short, focused meeting, usually 15 minutes or less, where project 
team members discuss progress and blockers.

Dynamic Scope: An Agile specific definition of project scope. This keeps the scope flexible in the 
event of new requirements, insights, or feedback arise.

Flow-based Agile: Agile method focusing on continuous workflow, often using Kanban to visu-
alize tasks and promote flexible task management. Flow-based Agile does not use iterations or 
sprints.

Generalizing Specialist (T-Shaped Professionals): A team member with expertise in one area 
and versatile skills in many other areas, allowing flexibility in what type of tasks they can com-
plete.

Iteration-based Agile: An Agile method that organizes work into fixed-length cycles or sprints. 
The terms “iteration” and “sprint” are often used interchangeably.

Kanban Board: A visual tool representing the flow of work in a sprint. Kanban boards help track 
progress and any bottlenecks very quickly.
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Minimum Viable Product (MVP): The smallest, functional version of a product, quickly pro-
duced to assess business viability for a product and gather early feedback from users, customers, 
and stakeholders.

Organizational Change Management: The set or common process of change management based 
specifically on an organization’s processes.

Procurement and Agile Contracting: Agile specific procurement and contracting methods that 
focus on flexible collaboration, changes, and value-driven payment milestones, plans, or terms.

Retrospective: A session held at the end of each sprint to reflect on successes, challenges, and 
improvement areas. Useful for improving future performance or documenting lessons learned.

Scaled Agile Framework (SAFe): A framework for scaling Agile practices across multiple project 
teams or even an entire organization.

Self-managing Teams: Project teams that independently manage themselves, common in Agile.

Servant Leadership: A common leadership style that focuses on empowering the project team 
and works very well in an Agile environment.

Sprint: Also known as an iteration, a sprint is a set timeline, often 1-4 weeks, in which the team 
completes project work and gathers feedback.

Sprint Planning: A collaborative session where the project team plans tasks out for the upcoming 
sprint or iteration.

Story Points: A unit of measure for estimating task effort for a task or set of tasks.

Team Augmentation: Integrating external members into the internal project team in order to 
enhance collaboration.

Work in Progress (WIP) Limit: A cap on active tasks, set to reduce burnout and improve focus 
and productivity.

Understanding Iteration vs. Flow-Based Agile
In Agile, there are two primary ways of organizing work: iteration based and flow-based ap-
proaches.

Iteration-based Agile focuses on fixed cycles of work known as sprints or iterations, lasting around 
1-4 weeks. In each sprint, the project team focuses on completing a pre-planned and set amount 
of tasks. This promotes regular feedback that allows for quick changes based on feedback and 
promotes long term continuous improvement through retrospectives at the end of each iteration. 
An iteration based approach is great for projects that require frequent check-ins and feedback.
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Flow-based Agile, in contrast, does not use iterations. It organizes work through a constant flow. 
Tasks are chosen from a prioritized backlog based on the project team’s availability and current 
workload. Each task progresses continuously through various stages on a Kanban board until 
completion. This enables teams to adapt to changing priorities without waiting for a sprint to 
end, making it ideal for projects with a need for uninterrupted delivery. Specifically, flow-based 
Agile focuses on minimizing the amount of work in progress (WIP) and providing a visualization 
of task flow, which helps discover bottlenecks and increase productivity.

Creating an Agile Mindset
Agile requires more than simply implementing methodologies and practices. It also requires the 
project manager actively encouraging, coaching, and promoting an Agile mindset within the 
project team.

Consider the following questions when fostering an Agile mindset:

â	 How can the project team embody Agile principles in daily operations?

â	 What can be delivered quickly to gain early feedback for the next cycle?

â	 How can the team maintain transparency, honesty, and open communication?

â	 What tasks can be reduced, or avoided altogether to focus on high-priority goals that drive 
the most value?

â	 What leadership style is needed to support the project team in reaching its objectives?

Leadership in Agile
Servant leadership is the most common leadership style in Agile, and is most relevant to know for 
the current exam. It focuses on empowering project team members by prioritizing their well-be-
ing and growth, providing coaching, and removing unnecessary roadblocks.

Three Elements of Servant Leadership

Servant leaders focus on three elements (known as the 3 P’s) that strongly support project teams 
working in Agile projects and environments.

â	 Purpose: Servant leaders help establish a shared vision with the project team and purpose 
for why the project exists.

â	 People: They create a supportive environment that allows each team member to contrib-
ute effectively, promoting trust and accountability across the project team.

â	 Process: They can be flexible in their approach, allowing changes or customization to im-
portant processes.
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Agile Project Team Structure, Roles, Responsibilities, and Challenges
Building effective Agile project teams requires very specific and deliberate structuring, thought-
ful role assignments, clear responsibilities, and responses to challenges.

Agile Project Team Structure

Structuring project teams in Agile projects helps in fostering collaboration, efficiency, and adapt-
ability. There are some main elements of Agile team composition, including dedicated cross-func-
tional teams, ideal project team size and location, optimized workspaces, and the importance of 
generalizing specialists to ensure flexibility and independence in achieving project goals.

Four main factors to consider when structuring an Agile Team

1.	 Dedicated, Full-Time, and Cross-Functional Teams: Agile teams should be cross-func-
tional, comprising members from various departments with varying and complementary 
skills, and full-time, if possible. Specifically, Agile benefits from full-time and dedicated 
project team members by minimizing task switching and competing priorities.

2.	 Team Size and Co-location: For the best results when using Agile, aim for project teams to 
consist of 3-9 members. Co-location or close physical proximity of project team members 
enhances communication, team building, and strengthens team dynamics.

3.	 Communication: Effective communication is crucial in Agile, building on best practices 
covered in this book. As a project manager,try to understand how each team member pre-
fers to communicate, and tailor your communication methods specifically for them. For 
geographically dispersed teams, tools like document sharing, video meetings, and screen 
sharing can help enhance collaboration through virtual means.

4.	 Specialists (T-Shaped Team Members): In Agile teams, “T-shaped” project team mem-
bers are people who have expertise in one specific area (like coding, research, budgeting, 
etc) but also have broader skill sets that allow them to help on many areas of the project. 
They’re called T-Shaped team members because they resemble the letter “T”, as figure 23.1 
shows.
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Figure 23.1: T-Shaped team members concept

Roles in  Agile Teams

In Agile teams, there are a few different roles that contribute to and make up the team. Often-
times, responsibility is shared between the entire project team.

Primary roles in an Agile team and their responsibilities:

â Product Owner: Manages the project vision, goals, and priorities, oversees the backlog, 
and acts as the main decision-maker for what the team works on.

â Cross-Functional Team Members: Executes on the work needed to create the product or 
service, possessing all skills necessary.

â Team Facilitator (Scrum Master/Coach): Assists in implementing Agile practices and 
maintaining productivity within the team.

Organization al Challenges and Roadblocks To Agile Success

Agile implementation often requires adjustments and acceptance at the organizational level to 
ensure cross-functional collaboration, clear priorities, and strong support from top management.

â Breaking Down Silos: Isolated departments or teams are known as silos. They usually 
work independently with little interaction between each other and hinder collaboration 
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when using Agile. To create effective cross-functional teams, organizational leadership 
can dissolve silos by bringing together team members from various departments, promot-
ing shared high-level organizational goals, and encouraging open, judgment-free commu-
nication.

â	 Reducing Multitasking and Task Switching: Full-time team members are important for 
Agile. By allocating team members to specific projects full-time, organizations can limit 
context switching, leading to happier employees, higher quality work, and faster delivery. 
However, this is not always possible, and it can be difficult in the real world to allocate 
employees full time because of operational requirements.

â	 Buy-In From Managers and Stakeholders: Agile project teams need buy-in and support 
from mid and high-level managers as well as stakeholders to remain focused, effective, 
and motivated. Involving stakeholders in planning sessions and Agile ceremonies can also 
increase their support and engagement.

Encouraging an Agile Culture

Encouraging an Agile culture that promotes productivity starts with building trust. When team 
members trust each other, they communicate openly, share ideas freely, and feel safe to take 
risks, which encourages innovation. Creating a safe environment involves promoting construc-
tive feedback, respecting all perspectives or opinions, and ensuring equal opportunities for ev-
eryone on the team to grow and contribute.

Feedback loops are processes used in Agile to gather insights from ongoing or completed work 
to guide future actions and improvements. For example, retrospectives provide a feedback loop 
where teams reflect on recent successes and areas for growth, creating the opportunity for con-
tinuous improvement and change over time.

Chartering the Agile Projects and Project Team
Agile projects, like predictive, officially begin with creating a project charter. The project charter 
defines the project’s purpose and how the project is going to create business value.

In Agile, chartering goes beyond project creation, it also covers:

â	 Creating a Project Vision: Clarifying why the project is being undertaken, and creating 
a shared vision and understanding around that. This is project vision or shared vision is 
crucial to keep the team focused.

â	 Identifying Beneficiaries: Who will gain value from this project, and how will they bene-
fit?

â	 Clarifying the Definition of “Done” (DoD): What criteria will determine that a project 
or task is considered “done”? Setting these release and acceptance criteria helps the team 
maintain a clear standard of quality and clarify when deliverables are complete.
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Project Team Charter

In addition, the project team may also create an understanding of how they will work together 
in the form of a project team charter. This team charter promotes a collaborative environment by 
establishing how team members interact and support each other, creating a strong foundation for 
success in an Agile environment.

This consists of:

â	 Team Values: What values the project team wants to promote within their working envi-
ronment, such as working at a sustainable pace and standard working hours.

â	 Ground Rules and Group Norms: Norms around meeting conduct, like respecting every-
one’s time and limiting multitasking during team discussions.

Common Agile Team Practices

Retrospectives

Retrospectives allow project teams to review their work, identify areas for improvement, and 
make adjustments, often conducted at the end of each iteration or certain milestones. During ret-
rospectives, there is a strong focus on identifying both qualitative (team observations, thoughts 
and feelings) and quantitative (metrics) insights. The team can then use these observations and 
insights to help create a few actionable items to focus on in their next iteration, avoiding over-
loading themselves with too many changes at once.

Backlog Preparation and Refinement

The project backlog is a prioritized list of tasks or user stories needed to achieve project goals. 
User stories are brief descriptions of features that end users would like to see. Unlike predictive 
project plans, the backlog doesn’t require detailed planning up front.

Product owners refine and prioritize the backlog. They might use a product roadmap, which 
provides a high-level overview of expected deliverables over time, and can change based on 
changing work or priorities. The product owner and project team may meet together and update, 
detail, and prioritize backlog items to prepare for upcoming iterations.

Daily Standups

A daily standup is a short, focused meeting (usually under 15 minutes) where project team mem-
bers discuss current progress, future tasks, and obstacles. The goal with a standup is to ensure 
work is going well, roadblocks are addressed early, and keeping the project team accountable. 
To keep the standup productive, it’s advised to have each individual keep their updates short 
(between 1-2 minutes ideally) so everyone has a chance to speak.
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Demonstrations and Reviews

At regular intervals, such as once every two weeks, the project team showcases deliverables for 
stakeholders for feedback. This provides the project team with user feedback, allowing them to 
pivot if needed. Demonstrations are scheduled at the end of an iteration in iteration-based Agile, 
and in flow-based Agile, they occur when important work is completed.

Remember, one of the main aspects of Agile is frequent delivery, and project teams need to be 
prepared to fulfill any delivery or schedule requirements.

Iteration Planning

Agile teams plan in short cycles, usually only as far as the project team’s available capacity for 
work. Factors like vacations or professional/personal commitments need to be taken into ac-
count so the team can commit to realistic workloads. This iterative planning approach enables 
teams to plan, execute, learn, adjust and then adjust plans in cycles, gradually refining their ca-
pacity estimates as they progress.

Iterations and Incremental Delivery

Agile projects rely on delivering value incrementally, throughout the project and in each cycle or 
phase. Iterations help create a cadence for delivery, enabling the team to get frequent feedback. 
Each increment builds on the last, contributing to the overall product development.

Addressing Agile Project Challenges
Project teams will encounter unique Agile specific challenges. Addressing these issues quickly 
keeps the project on track, sets realistic expectations and goals, and keeps the project team orga-
nized, productive, and high-performing.

Let’s explore potential problems and solutions that may be encountered.

Problem: Unclear team purpose, mission or vision

Solution: Use Agile chartering to clearly define the project team’s shared vision, mission, and 
purpose from the beginning. If the purpose becomes unclear during the project, it may be time 
to re-define it.

Problem: Ambiguous stakeholder product requirements

Solution: Collaborate with stakeholders to clarify realistic product requirements. Use tools like 
user story mapping to break down requirements into manageable tasks.
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Problem: Poor user experience

Solution: Utilize user experience (UX) design practices. Involving real users early and often to 
ensure early prototypes provide a good user experience.

Problem: Lack of clarity on work assignments or progress

Solution: Implement daily stand-ups, especially for project teams new to Agile. Ensure clear 
requirements and expectations on tasks when delegating them, and work with struggling team 
members to provide clarity.

Problem: Persistent obstacles and roadblocks

Solution: Implement a servant leadership style to ensure that project team members are shielded 
from unnecessary, avoidable roadblocks coming from outside the team.

Problem: Frequent delays due to backlog management

Solution: Collaborate with the product owner and project team on the backlog. Ensure that the 
backlog is well managed with realistic expectations of the project team’s workload.

Problem: Complex or overly intricate product design

Solution: Apply the Agile principle of simplicity by implementing the most simple and effective 
thing that could viably work and then getting feedback. This reduces unnecessary complexity 
and keeps the project focused on delivering value quickly and at a reasonable cost.

Introducing Agile Metrics and Measurements
Agile metrics focus on in-progress or finished deliverables. These metrics allow teams to observe 
their actual work output and adjust it based on real data, creating a reliable forecasting and de-
cision-making process.

Transitioning to Agile Metrics

Agile promotes gathering, reporting, and utilizing different metrics than those used in predictive 
project management. Unlike predictive metrics, which estimate future outcomes, Agile metrics 
reflect actual, current progress and allow for continuous optimization. Teams new to Agile will 
need to get used to the present progress Agile measures.

Downfalls of Predictive Status Reporting

Predictive reporting relies on percentage completion, which can misrepresent progress. For ex-
ample, a predictive project can be marked “90% complete” even when critical tasks remain un-
completed. This lack of real accuracy in predictive metrics often leads to unexpected delays and 
reveals problems too late for effective response.
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Agile Metric Applica tions

Velocity

Velocity measures the work completed during an iteration or sprint, usually expressed by story 
points. This metric becomes useful over time, helping teams forecast the time that future work 
may take. For example, if a team averages 15 points per iteration and has 150 points remaining, 
they can predict it will take 10 more iterations to finish. Velocity is often visualized with a veloc-
ity chart.

Figure 23.2: Velocity chart

Cycle Time and Lead Time

Cycle time and lead time are metrics that help measure the time efficiency project teams are on 
various tasks.

â Cycle time refers to how long a task takes from start to finish.

â Lead time measures the total time from when a task is added to the board until it’s fin-
ished, the total time to delivery.

Monitoring cycle and lead time allows the project team to identify and fix bottlenecks, helping 
maintain a steady and consistent workflow. A kanban board is often used to visualize both cycle 
and lead time.
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Figure 23.3: Kanban board showing cycle time and lead time

Burndown and Burnup Charts

Burndown and burnup charts provide visual displays and make it easy for teams to monitor the 
current work in progress and previous work completed.

Burndown charts show what remaining work is left over the current iteration, helping project 
teams to gauge if they’re on track.
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Figure 23.4: Burndown chart

Burnup Charts show previously completed work over time, focusing on scope changes and help-
ing project teams understand the total work done in comparison to the total work left to be com-
pleted.

Figure 23.5: Burnup Chart

Cumulative Flow Diagram (CFD)

Cumulative Flow Diagrams (CFD) displays the current work in progress (WIP). Project teams can 
easily see where work is piling up in certain phases, revealing bottlenecks. For example, if tasks 
accumulate in the testing phase, it may be a sign that the team needs to address testing capacity.
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Figure 23.6: Cumulative Flow Diagram

Work Item Age and Work In Progress Limits

Monitoring the age of each work item and setting work in progress (WIP) limits is essential in 
Agile. Work item age tracks how long each task has been in the workflow, helping project teams 
identify what tasks are taking too long. WIP limits cap the number of tasks in each phase to main-
tain a manageable workload among the project team and promote their focus.

Using Agile Metrics for Forecasting, Planning, and Team Health
Agile metrics provide a foundation for more accurate planning and forecasting by focusing on 
short-term data. Metrics like velocity and cycle time give project teams a realistic view of their 
capacity, allowing for precise short term goals, and the rejection of long term baselines. As the 
team’s work becomes consistent, this data enables clearer projections for when remaining tasks 
will be completed, balancing flexibility and forward planning.

Agile also utilizes quantitative and qualitative metrics. Quantitative metrics are ones that can 
be measured in numbers, such as cycle time and velocity. Qualitative metrics that cannot be 
measured in numbers, like team morale and customer satisfaction, can help give insight into the 
project team’s engagement, project manager leadership effectiveness and proper fulfillment of 
customer needs.

Int roduction to Organizational Considerations for Agile
Projects exist under organizations, and organizational factors like culture, policies and politics, 
change management processes and structure heavily influence how a project is managed, what 
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direction it takes, and potential outcomes. As a project manager, it can be a challenge to under-
stand how to balance organization factors with managing your project.

Change Management

Organizational change management involves the process of evaluating and implementing pro-
posed project changes. An Agile project operating within a predictive organization may experi-
ence pushback due to change management.

Drivers for Change Management

Change management is crucial in Agile projects due to fast pace, frequent delivery, and constant 
adjustments.

Two primary drivers for change management are:

1.	 Changes Caused By Accelerated Delivery: Agile’s fast delivery pace presents challenges 
to slower paced organizations.

2.	 Changes Caused By the Transition to Agile Practices: Shifting to Agile can immense-
ly disrupt established routines. Differences in change management, communication and 
coaching, and previous predictive strategies can cause problems when transitioning to 
Agile.

Organizational Culture

Organization and business culture play a role in the project management approach a project 
manager will use. Specific industries will also impact the approach taken, with some industries 
leaning more either predictive or Agile.

Assessing Organizational Readiness for Agile

Adoption and implementation with Agile depends on the organization’s openness to embrace 
and implement it. One of the hardest parts of implementing Agile is not in the strategies, tech-
niques, processes or methods, but rather the hardest part is getting buy-in on the people’s side. 
This becomes especially crucial at the organizational level where leadership must be willing to 
support cultural shifts and Agile working environments and conditions.

Here are some characteristics of an Agile ready organization:

â	 Executive Sponsorship: If executives and leadership are open to and ready to commit to 
investing in Agile practices, it’s an excellent sign that it can be implemented effectively.

â	 Acceptance of New Performance Metrics: When moving to Agile, there will be a shift from 
predictive individual performance metrics to team assessments. This can be completely 
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new to many managers and leaders. If managers and leaders can accept new performance 
criteria, it will significantly help implement Agile.

â	 Project Management Structure: Depending on the PMO and project management struc-
ture, it can either help or hinder Agile adoption. The more rigid the PMO and project 
management structure, the less successful Agile will be.

â	 Talent Management and Skills Development: The organization can support Agile 
through recruiting experienced talent and developing current employees. Executives, 
managers, and even human resource departments can help with attracting and retaining 
new employees experienced in Agile, as well as developing existing internal employees. 
It’s a good sign if the organization has education reimbursements, and has plans in place 
for each employee to continue to level up their skills.

Conversely, there are some characteristics of an organization that is not Agile-ready:

â	 Departmental Silos: Silos are departments that perform minimal collaboration and com-
munication with other internal departments. Initiating work between these silo teams or 
departments is difficult when implementing Agile.

â	 Short-Term Profit Focus: Many organizations, corporations and businesses are focused 
on cost over quality, particularly on influencing quarterly profits. If an organization is 
focused on short-term profit, it will significantly hinder Agile adoption.

â	 Individual Incentive Focus: If an organization has a heavy incentive for rewarding in-
dividuals only, it will be a roadblock to Agile. Agile focuses on teamwork and project 
completion over solely high performing individuals. While there are certain departments 
that will always have an individual focus, such as sales, if the entire organization is indi-
vidually incentivized, it will be very difficult to implement Agile long term.

â	 Specialized Skill Sets: If employees are so specialized that they cannot contribute much 
outside of one skill set, and are not trained to become T-shaped employees, it will be dif-
ficult to implement Agile. Agile relies heavily on team members being able to perform 
multiple roles as needed during the project.

In short, organizations that succeed with Agile adoption often have the positive characteristics of 
an Agile ready organization we discussed, as well as leadership and organizational buy-in.

Nick’s Tip:

Businesses that are considered startups will naturally begin using Agile and 
often continue to be Agile. This is because startups usually have lower bud-
gets than established corporations, and also have the most concern for quick 
execution and seeing results immediately.
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Agile Procurement and Contracting
Agile procurement and contracting focuses on collaboration with suppliers and vendors. One of 
the main focuses is for sharing risk and reward between the organization undertaking the project 
and third parties helping with the project. These methods ensure both the organization and third 
party vendor or supplier have some “skin in the game” by sharing risk and reward between both 
parties.

Not every vendor or supplier will be in favor of Agile focused contract terms.

Strategies for Agile procurement and contracting:

â	 Multi-Tiered Structure: This approach divides contract terms for flexibility. Fixed items, 
like warranties, are permanently set in an agreement. Meanwhile, variable elements (such 
as rates) are listed separately in a service schedule. A statement of work will cover scope 
and budget, allowing for flexibility to update parts of the contract as needed.

â	 Emphasis on Value Delivered: Agile contracts can assign payments and milestones to the 
incremental delivery of realized business value. This ensures work is consistent with proj-
ect needs, encourages feedback, and allows the project to adapt as requirements change.

â	 Fixed-Price Increments: Projects can be broken down into fixed-price deliverables, such 
as user stories, rather than locking in the entire project scope and budget all at once. This 
approach gives organizations control over spending and segments it into specific mile-
stones or stages while limiting the suppliers’ risks by avoiding large, single commitments.

â	 Not-to-Exceed Time and Materials: Agile contracts often cap budgets at a fixed amount, 
which gives the organization flexibility to introduce new ideas while staying within 
budget. This model manages costs and allows for adjustments.

â	 Graduated Time and Materials: To share financial risks and provide incentives, a cus-
tomer may reward a supplier with a higher hourly rate for premature delivery or penalize 
them with rate reductions for delays. This incentivizes timely, quality work and makes the 
supplier feel like they have some skin in the game as they are rewarded for quick work 
and penalized for slow work. Usually, incentives or penalizations will be clarified before 
work starts.

â	 Early Cancellation Option: If enough value is delivered early, an Agile contract may allow 
customers to cancel the remaining scope for a set fee, usually negotiated in the beginning 
of the contract. This option limits budget exposure and gives suppliers revenue for early 
success, focusing on real value rather than just completing the easiest parts of the project 
scope.

â	 Dynamic Scope Option: Fixed-budget contracts can allow adjustments to scope at spec-
ified project points. This flexibility lets customers adapt to current needs as the project 
develops while minimizing supplier risk.
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â	 Team Augmentation: This involves integrating supplier team members directly within 
the customer’s project team. Instead of paying for each deliverable, the customer pays the 
supplier based on the supplier team’s current work capacity and how much they’re able 
to assist on the customer’s project.

â	 Favor Full-Service Suppliers: Agile favors customers partnering with a single, full-service 
supplier that can meet all customer needs. While using multiple suppliers can spread risk, 
a full-service supplier significantly streamlines project communications, expectations, and 
work completion.

Agile Business Impacts
For an organization to effectively adopt and support Agile, its business practices will have to 
change. Nearly all departments within an organization will be impacted when Agile is officially 
adopted, and it’s a huge shift that almost everyone in the organization will need to prepare for.

Finance departments may need to adjust how they calculate profits and capitalize on projects, 
and procurement departments may revise contracts to align with Agile’s incremental approach. 
Human resource departments and department specific managers will need to move from individ-
ual incentives toward team-based rewards, while management works on refining performance 
evaluations and metrics. Keep in mind, some departments or employees, such as employees in 
sales or executives, may need to remain on individual incentives for strategic business purposes.

Scaling Agile: Frameworks and Best Practices
Scaling Agile requires implementing frameworks and best practices that support projects across 
the organization, especially in different programs and portfolios. Starting small, then building up 
slowly, is crucial during early implementation stages for successful scaling, as well as ensuring 
Agile project teams feel confident and supported throughout the process.

There are traditional Agile methods like Scrum and Extreme Programming (XP) that work well 
with one small project team, but aren’t as great for scaling across multiple project teams in dif-
ferent projects across an organization. Frameworks like Scaled Agile Framework (SAFe), Large 
Scale Scrum (LeSS), and Disciplined Agile all enable Agile scaling.

Agile PMOs (Project Management Offices)
An Agile Project Management Office (PMO) focuses on creating business value in an organiza-
tion by monitoring programs, portfolios, and projects while also supporting, guiding, and assist-
ing project teams. The PMO takes a constantly changing role, actively assisting in, advising, and 
assessing projects to assess potential business value.
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Three Core Functions of an Agile PMO

1. 	 A Value-Driven Approach: An Agile PMO takes a value driven approach, focusing on 
tailoring how it works with each project and team. Since project needs vary, some proj-
ects may enlist the PMO to provide tools and templates, while others might benefit from 
coaching or specific guidance that the PMO can provide. Essentially, in an Agile setting, 
the PMO focuses its efforts on where it can provide the most value.

2. 	 Invitation-Oriented Engagement: Rather than requiring specific approaches, an Agile 
PMO encourages project teams to work with the PMO as necessary. By making engage-
ment an invitation instead of a requirement, it promotes more engagement, creating a very 
effective and collaborative relationship.

3. 	 Providing Multidisciplinary Expertise: An Agile PMO is often skilled in and can provide 
support for many project needs.

Agile PMOs may provide:

â	 Standards and Templates: Providing standardized Agile tools and templates like user 
story formats, test cases, and diagrams.

â	 Training and Mentorship: Organizing Agile training sessions, coaching, and mentorship 
to improve skills across teams.

â	 Organizational Learning: Collecting project data as well as retrospective reports to sup-
port learning across the entire organization.

â	 Stakeholder Management: Providing guidance on stakeholder communication and man-
agement throughout Agile projects.

â	 Leadership Development: Establishing guidelines for recruiting, coaching, upskilling, 
and guiding potential Agile leaders.

Agile Implementation and Organizational Factors Summary
This chapter wraps up our final studies on Agile. We covered many aspects of Agile, including 
developing an Agile mindset, leadership styles, team management, Agile metrics and measure-
ments, organizational factors and many other aspects of Agile.

In the next chapter, we’ll shift gears and begin preparing you for your exam taking experience, 
covering common formulas, tips, mistakes, mindset strategies, and the PMI code of ethics.

Copyright TeachMeIT / Nicholas Mendez



  |  243

Chapter 24
Exam Formulas, Tips, Mindset,  
Common Mistakes and Ethics

Final Exam Prep
This is the final exam prep chapter in our book, where we shift gears from learning theory to 
understanding essential exam information that will significantly improve your odds of passing 
the exam.

In this chapter, we’ll cover exam formulas, test-taking strategies, mindset tips, common mistakes 
to avoid, and PMI’s Code of Ethics.

Exam Formulas
There are many formulas that calculate project schedule, costs or budget, performance, 
and other project factors. While these formulas have been covered in previous chapters, 
now is the time to focus on memorizing them before you sit for your exam.
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Figure 24.1: Exam Formulas Table

Exam Formulas Table
Name/Term Formula

Actual Cost (AC) No formula; total monetary amount spent to date
Agile Team Capacity Team Capacity = (Total Hours Available - Non-

Project Time)
Budget at Completion (BAC) No formula; the total budget at project completion
Communications Channel N(N-1)/2
Cost Variance (CV) CV = EV - AC
Cost Performance Index (CPI) CPI = EV / AC
Cycle Time (Flow-Based Agile) Cycle Time = Work Completed Date - Work Start 

Date
Estimate at Completion (EAC) EAC = BAC / CPI
Estimate to Completion (ETC) ETC = EAC - AC
Earned Value (EV) EV = Actual % Complete x BAC
Expected Monetary Value (EMV) EMV = Probability × Impact
Lead Time Lead Time = Delivery Date - Start Date
Planned Value (PV) PV = Planned % Complete x BAC
PERT - Beta (Optimistic + 4* Realistic + Pessimistic)________________

6
PERT - Standard Deviation (Pessimistic - Optimistic)/6
PERT - Triangular Distribution (Optimistic + Realistic + Pessimistic)________________

3
Schedule Performance Index (SPI) SPI = EV / PV
Schedule Variance (SV) SV = EV - PV
To-Complete Performance Index (TCPI) TCPI = (BAC - EV) / (BAC - AC)
Variance at Completion (VAC) VAC = BAC - EAC

Environment and Support System
Before your exam, set up a quiet study place and inform your support system, such as your 
spouse, family, and friends. Undertaking the PMP exam is a long journey, and you should have 
all the help you can get.

â	 Develop A Quiet Study Space: Make sure that you have somewhere you can go to study 
quietly. Whether it’s a quiet room in your house, a co-working space, or even your work 
or office, having a quiet study space is crucial to your studying.
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â	 Inform Your Support System: Leading up to the exam, you should mention to your sup-
port system or those closest to you that you’re studying for this exam and how import-
ant it is for your career. Let them know that you may be busy, away from your phone 
more often, and are working on getting this certification. It’s especially important if you’re 
taking the exam from home and need the house to be quiet on a certain day. You need all 
the support and understanding you can get.

Final Studying
While we introduced many study tips at the beginning of the book, we have some final tips for 
you as you wrap up your studying and exam preparation.

Final studying tips:

â	 Diversify Your Study Materials: This book is a great foundation to studying, and we also 
recommended that you watch our video course before taking your official exam.

â	 Take Practice Exams: Take at least 3 full length practice exams before you take the real 
exam. When you take these exams, try to simulate your actual testing environment and 
eliminate all distractions, as well as using a timer to ensure you don’t go over on time.

â	 Establish A Schedule and Don’t Stop Studying: Do not take long breaks in studying or 
stop studying for extended periods of time. Ideally, you should have a schedule estab-
lished for how often you will study.

Week Before the Exam Tips
The week before your exam, you should focus primarily on a high-level review of all topics, ad-
dressing weak areas, taking practice exams, and memorizing formulas.

Tips for the week before your exam:

â	 High Level Review: Focus on the high level concepts, like performance domains and pro-
cess groups. Use summary notes, flashcards or highlighted pages/terms to refresh your 
memory.

â	 Identify and Address Weak Points: In the final 3-5 days before your exam‌, focus on re-
viewing any topics you’ve struggled with during practice exams or study sessions. Build 
on and reinforce those weak points.

â	 Take a Full-Length Practice Exam: Sit through and complete a practice test, taking (2) 10 
minute breaks exactly as the exam does. This will help to get you ready for testing condi-
tions. Do not do this closer than a few days to the exam in order to avoid cognitive strain.

â	 Review Formulas and Calculations: Brush up on and commit to memory any formulas 
that you’ve learned from this book or other study resources.
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â	 Organize Study Materials: Ensure your notes, guides, and any study materials are orga-
nized and accessible for quick review.

â	 Study with a Buddy or Group: If possible, try to review with another exam candidate or 
a study group to go over concepts you don’t understand and to quiz each other. There are 
many PMP study groups available online.

â	 Relaxation Techniques: Start using breathing exercises or other ways of relaxing to 
unwind your mind and body leading up to the exam. The goal of the week leading up to 
the exam is to sharpen your weak areas, and keep your mind in a low state of stress before 
your big test day.

â	 Know the Exam Format: If you haven’t already, now is the time to familiarize yourself 
with the exam format, structure, methods of reading and answering questions.

â	 Plan for the Exam Day: If you’re going to a testing center, figure out your driving route 
and travel time. For online exams, test your technology setup (webcam, microphone, 
mouse, keyboard and internet connection) on multiple days and ensure it fits the online 
proctors technology requirements before your exam.

Day Before the Exam
The day before your exam, focus on relaxation, with minimal studying or work. Remember, you 
aren’t going to be able to learn much with only a day left before the exam, so don’t try to cram or 
exhaust yourself. Focus on getting the rest you need, preparing your mindset, and getting ready 
for the exam.

Tips for the day before the exam:

â	 Clear Your Schedule and Rest: The day before the exam you should spend a lot of the day 
resting, reviewing any last topics, and mentally preparing for the exam tomorrow. Do not 
do any in-depth studying, any practice questions or exams, or any other mentally taxing 
work the day before the exam.

â	 Visualize Success: Spend some time visualizing what it will feel like to pass the exam, 
how it will impact your future, and the success you’re going to have on your big day.

â	 Last Technology Test: If you’re at home, ensure your technology is ready to go, and do 
one last test to ensure everything is working before your big day.

â	 Sleep Early and Use An Alarm: Prepare to wind down and minimize screen time an hour 
before your normal bedtime the night before the exam. If you’d like, meditate, read a book, 
go on a walk, or do something relaxing before you go to sleep. Make sure to set an alarm 
or two to wake-up on time if your exam is in the morning.
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Day of The Exam
The day of the exam you should wake up at a set time, and begin your day on the right track. Try 
to minimize phone and screen time, and focus on self care, comfort, and getting to your exam 
early.

Tips for the day of the exam:

â	 Light Meal and Hydrate: Once you wake up on the day of the exam, you should eat a light 
meal and hydrate. Remember, you’re going to be sitting with minimal breaks.

â	 Temperature and Dressing Comfortably: Wear comfortable clothing for your environ-
ment. If you’re at home, you can also control the temperature and set it to what you feel 
most comfortable at. Testing centers, from my experience, can significantly vary in tem-
perature, so I recommend that you call ahead of time to ask the temperature of the room 
or wear layers so you can be as comfortable as possible.

â	 Have Snacks and Water on Standby: Whether you’re taking the test in person or at home, 
try to have snacks and water available for when you take a break.

â	 Do Not Cram Last Minute: Trust your preparation. Last-minute cramming can increase 
stress and confusion.

â	 Be An Hour or more Early (both for in-person and at home exams): Delays and issues 
may arise on your test day. To best prepare yourself, plan to be an hour early to your exam 
appointment, whether you have an in-person testing center exam, or are taking the exam 
at home.

During The Exam
The time has arrived for you to take your exam! As you sit down for your exam, focus on remain-
ing calm, using test taking best practices both while answering questions and during review, and 
using your breaks.

Tips for taking the exam:

â	 Read All Directions and Test the Exam Interface: Take a few minutes before the begin-
ning of the exam to read all directions you receive from the proctor and on the pre-test 
questionnaire. Familiarize yourself with the different aspects of the interface, such as flag-
ging questions for later review, marking wrong answers, and the other tools available to 
help with test taking.

â	 Read Carefully and Flag Difficult Questions: Ensure you’ve read and fully understand 
each question before answering. If you encounter a question you’re unsure about, flag it 
and move on to maintain your pace. You can revisit flagged questions during your final 
review.
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â	 Eliminate Obvious Wrong Answers: Narrow down choices by eliminating answers that 
are obviously wrong to increase your chances of selecting the correct answer.

â	 Don’t Overthink Answers: Your first instinct is often correct. Avoid second-guessing 
unless you have a strong reason to change an answer.

â	 Stay Calm and Stay Focused: It’s normal to feel a bit nervous during the exam, but re-
member to stay composed. Take a few deep breaths periodically to center yourself.

â	 Manage Time: You have 230 minutes to complete 180 questions, which averages to about 
1 minute and 15 seconds per question. Keep an eye on the clock, but don’t let it create un-
necessary pressure.

â	 Use Scheduled Breaks: Use the 2 scheduled breaks during the exam strategically. When 
you take your break, drink some water, enjoy a snack and close your eyes for a bit if you 
feel comfortable. This will significantly help you stay focused and keep your energy levels 
stable.

â	 Stay Calm with Difficult Questions: Encountering tough questions is normal. Flag them, 
move on, and return to them later with a clear mind.

â	 Take Mini Breaks: Even outside the scheduled breaks, remember that you can sit and 
clear your mind while taking your exam. Even spending 15 or 20 seconds focusing on your 
breathing can significantly help if you feel overwhelmed.

â	 Use Your Review: Before each break and before the end of the exam, you can review 
flagged questions and confirm your answers. This is a great time to use the best practices 
we’ve talked about when answering.

Common Exam Mistakes To Avoid
When I took my PMP exam a few years ago, I made a few mistakes that are common among test 
takers, and completely avoidable. The exam is not easy, and you need to have both the knowl-
edge and ability to avoid making common mistakes to pass.

Here are some common exam mistakes and how to avoid them:

â	 Not reading the questions carefully

	 Many test takers rush through questions and miss key details or misinterpret what’s being 
asked, resulting in them selecting the wrong answer. You should always read the question 
entirely before answering. Additionally, if you don’t understand the question the first 
time, you should read it again, or flag the question to come back to it later.

â	 Overthinking questions

	 Questions on the exam are usually situational, and candidates may overcomplicate their 
thinking. Stick to PMI’s best practices and avoid making assumptions beyond what’s pre-
sented.
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â	 Not managing time properly

	 With 180 questions and a time limit of 230 minutes, it’s crucial to pace yourself. Spending 
too long on difficult questions can leave you short on time for others.

â	 Not flagging or reviewing difficult questions

	 If you’re unsure of an answer, I recommend flagging the question and moving on to the 
next question. You can come back to flagged questions later with a clearer mind.

â	 Changing answers

	 The first answer you select is usually right and many test takers doubt themselves and 
change their answers too often. Avoid second-guessing yourself unless you’re certain 
about your newfound reasoning, or have a different understanding of the question after 
re-reading it.

â	 Not using the exam breaks

	 The exam allows for 2 scheduled breaks. Make sure to take those breaks, you’ve earned 
them. Skipping the breaks can lead to mental fatigue and has no real benefit. Use breaks to 
reset your focus, take a breather, and return refreshed and with renewed clarity.

â	 Neglecting formulas and calculations

	 Some candidates struggle with earned value management (EVM) or other formulas that 
we cover in this book. Practice these formulas in advance to ensure you’re confident with 
the math and formula related questions that will come up on the exam.

â	 Not knowing the difference between predictive, Agile, and hybrid approaches

	 While you may wonder how people take the PMP exam without knowing the difference 
between predictive, agile, and hybrid, these concepts are new to the exam in recent years, 
and some older exam resources are very outdated. Make sure you understand each ap-
proach and how to answer questions in scenarios on each of the three.

â	 Panicking when you see unfamiliar scenarios, terms, and words

	 The exam is designed to test your ability to apply concepts you know in realistic situa-
tions. If you see unfamiliar terms, wording, or scenarios oftentimes you can use logical 
reasoning to understand what is being asked. Even if you don’t know, don’t spend too 
much time on questions you’re unsure of up front. Select your best answer, or flag the 
question for later review to save time.

Mindset
Success during your exam isn’t about just being able to recall facts. It also requires you to adopt 
a proper test taking mindset that enables you to properly evaluate each question and choose the 
best answer based on PMI’s principles.
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Understand these principles to develop the correct mindset:

1.	 Prioritize Stakeholder Engagement and Customer Satisfaction:

â	 Consider the needs and expectations of stakeholders, including project team members, 
customers, and management.

â	 If a stakeholder or customer rejects a deliverable, revisit the acceptance criteria or re-
quirements. Always focus on delivering value to the customer.

2.	 Emphasize Preventive and Corrective Actions:

â	 Corrective action in the form of removing project team members or making difficult 
decisions like canceling a project should always be a last resort. Focus on the most ef-
fective and least aggressive methods first, such as project team training, coaching, and 
collaborative problem solving.

3.	 Champion Collaboration and Win-Win Outcomes:

â	 Resolve conflicts through collaboration and open communication rather than confron-
tation. Focus on outcomes that benefit all parties involved.

â	 Avoid escalating issues unless absolutely necessary and only after proposing corrective 
measures. If necessary, escalate to the right parties in the correct order. For example, an 
issue with a project team member may be brought up to their functional manager first, 
not a C-suite executive.

4.	 Protect Project Constraints and Change:

â	 Avoid decisions that will negatively impact the project’s budget, scope, or schedule 
unless approved through the formal change control process. Always assess or re-assess 
risks before implementing approved changes.

5.	 Leadership:

â	 Put your project team’s needs first, enabling them to perform at their best. This is best 
done through implementing a leadership style like servant leadership.

â	 Be supportive, empowering, and focused on creating a positive project environment.

6.	 Follow Compliance and Regulatory Requirements:

â	 Compliance issues should always have a high priority. If regulations are involved, act 
on them as soon as possible to ensure adherence.

7.	 Think Strategically and Use a Proactive Problem-Solving Approach:

â	 Anticipate potential challenges and address them before they escalate into larger issues 
through a risk identification and management process.

â	 Train or mentor project team members who lack specific skills rather than immediately 
seeking replacements or outside labor.

â	 Analyze situations holistically. Always ask, “What is the best course of action for the 
project as a whole?” before making a decision.
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8.	 Miscellaneous Mindset Tips:

â	 Try to avoid schedule delays, budget overruns or extra costs.

â	 Value is important. Always choose the most valuable option given a scenario.

â	 When encountering uncertainty that can’t be addressed by the project team, consider 
consulting a Subject Matter Expert (SME) who may be able to help with the situation. 
Lessons learned from previous projects can also be helpful in this scenario.

â	 Project team members should help the project manager make decisions. As the project 
manager, avoid making all decisions on your own.

â	 In predictive projects, continuously revisit your initial plan and follow the proper 
change control process. Any change in a traditional environment will go through a 
Change Control Board and official change control process. Common terms in tradi-
tional are change control, change control board (CCB), and work breakdown structure 
(WBS).

â	 In Agile projects, focus on customer feedback, creating self organizing project teams, 
understanding project owners’ role in changes and the product backlog. When going 
from traditional to Agile in an organization, introduce Agile concepts slowly and get 
buy-in at the organizational level. Change in an Agile environment doesn’t go through 
a change control process, instead, changes are discussed and prioritized in the product 
backlog. Common terms in Agile are product backlog, epic, user story, lean, Kanban, 
sprint, iteration, product owner, and minimum viable product (MVP).

â	 Projects will always go through a closing phase, even if they’re cancelled or completed 
quickly.

â	 Prevent team burnout. Focus on assigning the team a main task or set of tasks, and 
don’t continue to pile on work.

â	 Don’t select any answer that has no relevance to the question.

â	 When there are budget issues, especially when reserves may need to be used, consult 
the project sponsor after analyzing the situation.

Code of Ethics
PMI’s Code of Ethics helps guide ethical behavior for project managers and you will see ques-
tions on the exam focused on it. You do not need to study these in-depth, just understand that as 
a project manager, you are expected to act in a moral, ethical, and professional way at all times.

The 5 Code of Ethics:

1. Vision and Purpose

The Vision and Purpose of PMI’s Code of Ethics and Professional Conduct is to ensure that proj-
ect managers uphold high standards of ethical and honorable action, including respect and 
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responsibility in their work and adherence to laws or regulations of their country. This helps in-
dividuals navigate difficult ethical decisions and helps enhance the credibility of the profession.

2. Responsibility

Responsibility entails taking ownership of your actions and the consequences that result. This 
second code states that we have the responsibility to act in the best interests of not only our orga-
nizations, our project teams, and ourselves but also society, public safety, and the environment. 
It also means accepting work and tasks we are qualified for and fulfilling commitments reliably. 
Responsibility requires us to admit mistakes, correct them, and take accountability for our ac-
tions. Lastly, we are obligated to report any unethical, illegal behaviors or conflicts of interest that 
we encounter with the appropriate authorities.

3. Respect

Respect is the obligation to consider the wellbeing of the people, resources, and environment 
entrusted to us. This includes being mindful of cultural or societal norms, listening to and con-
sidering different perspectives, and resolving conflicts professionally. This third Code of Ethics 
places a high value on maintaining a level of respect for everyone, and encourages us to avoid 
gossip or undermining others. Project managers are expected to negotiate fairly, avoid abusing 
power, and respect the rights of others, which results in a respectful work environment with co-
operation and trust.

4. Fairness

Fairness refers to making decisions free from bias, favoritism, prejudice, or personal gain. It also 
involves being transparent in decision-making, ensuring we are being objective and fair to ev-
eryone, and not discriminating based on race, gender, religion, or other factors. An honest and 
fair approach builds significant trust between the project manager, the project team, and stake-
holders. Fairness also applies to project managers disclosing any of their own personal conflicts 
of interest, and avoiding accepting gifts, bribes, or donations.

5. Honesty

Honesty is demonstrating truthfulness in our actions and communications. As project managers, 
we are expected to speak the truth, provide accurate and complete information, and maintain 
openness and transparency in all actions. This includes sharing both good and bad news openly, 
while avoiding deceptive behaviors, such as making misleading statements or withholding infor-
mation, as these can erode trust. Honesty builds credibility and creates a safe environment where 
others feel encouraged to speak the truth.
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Exam Tips, Formulas, Mindset, Common Mistakes and  
Ethics Summary
This chapter provided the final formulas, tips, mindset, common mistakes and PMI ethics to 
officially conclude the study prep portion of this book. By now, you should feel comfortable 
scheduling your exam and taking your exam, while using any other additional resources outside 
of this book as necessary to finish your studies.

You’ve worked very hard to prepare for your exam, and by following these strategies, maintain-
ing a strong mindset, and staying confident, you’ll succeed on your exam day! I’m wishing you 
the best of luck in passing your certification exam and in your career journey!

In the next and final chapter, we will officially conclude this book and provide you with a full-
length practice test.
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Chapter 25
Conclusion and Practice Exam

Congratulations! You’ve reached the conclusion of the study portion of this book. By now, you 
should have a very strong understanding of the concepts and theory needed to pass the PMP 
exam. You should also be well equipped to continue and finish your studying, apply for, and 
pass your exam.

To continue building on what you’ve learned, take advantage of our online PMP resources at 
teachmeit.co and our full-length practice exam in this chapter.

You’ve done great so far, and being PMP certified is well within your reach. Trust in your prepa-
ration, stay positive, and continue to give it your all before and during your exam. Best of luck 
on your PMP journey!

Practice Exam Tips
Before taking this (or any other) practice exam, ensure you’ve fully read this book and watched 
the included online course provided. Practice tests are perfect to identify your weak areas, and 
prepare yourself to focus for extremely long periods of time in a testing environment.

Follow these guidelines to simulate the actual exam experience:

â	 Prepare Your Environment

●	 Leave your phone and any other potential distractions in another room.

●	 Ensure your home or test taking area is quiet.

●	 Set aside about 3–4 hours to complete the practice exam in one sitting.

â	 Simulate Real Exam Conditions

●	 Time yourself while taking the exam. Periodically check the time to ensure you’re stay-
ing on point in focus. Remember, the real exam gives you 230 minutes (3 hours and 
50 minutes) to complete the entire 180 questions on the exam, giving you about one 
minute and fifteen seconds per question.

●	 Time and take your two 10-minute breaks. One break should be taken immediately 
after the first 60 questions and the other break after completing 120 questions.
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â	 Review and Reflect

●	 Refresh your memory by reviewing the “Exam Tips” and “Mindset” sections in the 
previous chapter before starting.

●	 For any questions you answer incorrectly, read the explanations thoroughly and ensure 
you understand why you got them wrong.

Practice Exam Questions
1. 	 A project team is working on a construction project for developing a corporate office. 

Midway through execution, the client requests a major scope change, while requesting 
that the planned budget and timeline remain fixed. The project team is already struggling 
to meet current deadlines.

	 What should the project manager do first?

A. 	Implement the change request immediately and then inform the client of the impact on 
budget and timeline later.

B. 	 Reject the change request due to budget and schedule constraints.

C. 	Follow the change control process, assessing the impact on cost, time, and scope before 
proceeding.

D. 	Escalate the issue to the project sponsor and request additional funding.

2. 	 An infrastructure project for building a power plant is experiencing extended delays due 
to unexpected weather conditions. The project team did not account for extended weather 
disruptions in the original risk assessment. The client is demanding that the team find a 
way to keep the project on schedule.

	 Which risk response strategy would be most appropriate in this situation?

A. 	Transfer the risk by subcontracting the weather-dependent work to a third party.

B. 	 Communicate realistic expectations with the client, and accept the risk and adjust the proj-
ect timeline accordingly.

C. 	Mitigate the risk by increasing workforce capacity to compensate for delays.

D. 	Avoid the risk by rescheduling all weather-dependent tasks to more predictable periods.

3. 	 A project manager is leading a marketing project that involves various stakeholders from 
different internal departments. Initially, all stakeholders were actively engaged, but re-
cently, an important stakeholder has become disengaged and critical of the project’s direc-
tion.

	 What is the best course of action?

A. 	Remove the stakeholder from project communications to prevent further disruptions.
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B. 	 Schedule a one-on-one meeting with the stakeholder to understand and address their con-
cerns.

C. 	Escalate the issue to the project sponsor and request intervention.

D. 	Proceed with the project as planned and ignore the stakeholder’s objections.

4. 	 A global enterprise is actively rolling out an ERP software system across multiple countries. 
The project manager observes that team members from different time zones are struggling 
to keep up with timely communication. These delays have led to increased times for deci-
sion-making and misalignment in project execution.

	 What should the project manager do to improve collaboration?

A. 	Implement asynchronous communication methods and schedule meetings at overlapping 
work hours.

B. 	 Require all team members to attend daily stand-up meetings at a standardized global 
time.

C. 	Assign a single region to handle all communications to ensure consistency.

D. 	Extend the project schedule to accommodate time zone differences.

5. 	 A project manager takes over a project and finds that different stakeholders have com-
pletely different expectations on important deliverables. The previous project manager left 
no formal documentation or notes outlining any agreed-upon expectations.

	 What should the project manager do first?

A. 	Continue executing the project as per the existing plan, avoiding unnecessary disruptions.

B. 	 Meet with stakeholders individually to document their concerns and realign expectations.

C. 	Escalate the issue to the project sponsor and request clarification.

D. 	Modify the project scope to accommodate all stakeholder expectations.

6. 	 A project team using Agile is struggling to complete user stories within the sprint. The 
product owner frequently changes priorities during the middle of a sprint, leading to frus-
tration among the development team.

	 What should the project manager do to resolve this issue?

A. 	Enforce a strict change control process to prevent mid-sprint changes.

B. 	 Work with the product owner to refine backlog prioritization and ensure sprint commit-
ments are realistic.

C. 	Extend the sprint length to accommodate changing priorities.

D. 	Ask the team to work overtime to complete all user stories.

7. 	 During a routine risk review, the project team identifies a new risk that, if realized, could 
result in significant budget overruns. The project sponsor has not been informed of this 
new risk yet.
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	 What is the best course of action?

A. 	Document the risk in the risk register and develop an appropriate response strategy.

B.	 Ignore the risk since the budget has already been approved.

C. 	Escalate the risk to senior management immediately.

D. 	Reduce the project scope to accommodate potential budget overruns that may arise from 
the risk.

8. 	 A project manager receives complaints from several team members that an important proj-
ect team member is underperforming and missing deadlines. The delays are beginning to 
impact project milestones.

	 What is the most effective way for the project manager to handle this issue?

A. 	Reassign the underperforming team member to a different role with fewer responsibili-
ties.

B. 	 Remove the team member from the project and reallocate tasks to other team members.

C. 	Issue a formal warning and escalate the matter to HR immediately.

D. 	Privately discuss performance concerns with the important project team member and 
identify ways to improve.

9. 	 A government project requires strict regulatory compliance. The project sponsor pressures 
the project manager to fast track the schedule to meet an upcoming election deadline. The 
project team is concerned that fast tracking the schedule could result in compliance viola-
tions.

	 What should the project manager do?

A. 	Implement fast-tracking while ensuring compliance is maintained.

B. 	 Proceed with fast tracking, while assuming regulatory compliance can be addressed later.

C. 	Escalate the request to senior leadership for guidance.

D. 	Push back on the request to avoid compliance risks.

10.	A project team has completed all user testing for a new web application. However, the 
client has unexpectedly requested an additional round of testing, which could significant-
ly extend the project timeline.

	 How should the project manager handle this request?

A. 	Approve the additional testing immediately without further consideration in order to sat-
isfy the client.

B. 	 Conduct an impact analysis on cost, schedule, and scope before making a decision.

C. 	Decline the request since testing was already completed.

D. 	Escalate the issue to the project sponsor for resolution.

Copyright TeachMeIT / Nicholas Mendez



Chapter 25: Conclusion and Practice Exam  |  259

11.	A project team has entered the execution phase, and the project manager notices that two 
critical tasks have dependencies that were overlooked during planning. These dependen-
cies could significantly impact the project schedule.

	 What should the project manager do first?

A. 	Reassign project team members to complete both tasks simultaneously.

B. 	 Analyze the impact on the project schedule and adjust accordingly.

C. 	Escalate the issue to the project sponsor for guidance.

D. 	Ignore the dependencies and focus on other scheduled tasks.

12.	A project team is working under tight deadlines and many project team members are be-
ginning to show signs of burnout. The project manager is considering different ways to 
boost team morale, while reducing burnout.

	 Which action would be the most effective?

A. 	Offer monetary incentives to motivate the team to work harder.

B. 	 Reduce project scope to accommodate the team’s capacity.

C.	 Remind the team of the project goals and encourage them to stay focused.

D. 	Reallocate or add additional resources to balance the workload more effectively.

13.	A major stakeholder submits conflicting feedback on a deliverable. Other stakeholders 
have already approved the deliverable, but this stakeholder now wants significant revi-
sions due to quality issues.

	 What is the best course of action for the project manager?

A. 	Proceed with the original project plan and ignore the conflicting feedback.

B. 	 Arrange a meeting with the stakeholder to clarify their concerns and if the current deliv-
erable quality warrants revisions.

C. 	Document the conflicting feedback but do nothing.

D. 	Modify the project deliverables to accommodate all feedback.

14.	A vendor has failed to meet the agreed-upon service level agreement (SLA), causing a sig-
nificant delay in project execution.

	 What should the project manager do first?

A. 	Terminate the contract and find a new vendor.

B. 	 Escalate the issue to procurement for resolution.

C. 	Review the contract terms and discuss the issue with the vendor.

D. 	Accept the delay and adjust the project schedule accordingly.
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15.	A project sponsor has requested an update on how the project is going according to sched-
ule. The project manager realizes that the schedule performance index (SPI) is .9, showing 
the project is behind schedule.

	 What is the best response?

A. 	Communicate the SPI value and propose corrective actions to bring the project back on 
track.

B. 	 Ignore the SPI value and focus on completing remaining tasks.

C. 	Escalate the issue to senior management for guidance.

D. 	Request additional resources to improve the SPI immediately.

16.	A project manager is overseeing an Agile project where the product owner frequently 
changes sprint priorities. The development team is struggling to meet their commitments 
due to shifting requirements.

	 What should the project manager do?

A. Enforce a strict change control process to prevent mid-sprint changes.

B. Work with the product owner to refine backlog prioritization and ensure realistic sprint 
goals.

C. Extend the sprint length to accommodate frequent priority changes.

D. Ask the team to work overtime to complete all tasks.

17.	An important project team member has resigned in the middle of a critical phase.

	 What should the project manager do first?

A. 	Immediately hire a replacement and continue as planned.

B. 	 Evaluate the impact of the resignation on the project schedule, resources and team work-
load.

C. 	Ask the remaining team members to absorb the extra workload by working overtime.

D. 	Escalate the issue to senior management for assistance in resolution.

18.	A project sponsor has requested additional features to be included in the final deliverable 
in a project using a predictive approach. However, implementing these features will re-
quire additional resources and budget.

	 How should the project manager handle this situation?

A. 	Implement the changes immediately.

B. 	 Conduct an impact analysis and then execute the change control process.

C. 	Reject the request in order to avoid scope creep.

D. 	Escalate the request to senior leadership for approval.
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19.	A project manager is leading a hybrid project for implementing a new technology that 
combines Agile for the software side and predictive for the hardware side. The Agile team 
is facing delays due to dependencies that the predictive team is responsible for complet-
ing.

	 What is the best course of action?

A. 	Delay the predictive work until all Agile sprints are entirely completed.

B. 	 Convert the entire project to Agile.

C. 	Assign all dependency-related tasks directly to the Agile team.

D. 	Improve coordination between both teams and help the predictive team get on schedule.

20.	A project is experiencing significant delays due to slow decision-making by the steering 
committee.

	 What should the project manager do to quickly resolve this issue?

A. 	Propose a streamlined process for decision making to the entire committee.

B. 	 Accept the delays as part of the governance process and adjust the project schedule ac-
cordingly.

C. 	Have 1 on 1 meetings with each member of the steering committee to understand where 
the delays in decision making are coming from.

D. 	Reduce stakeholder involvement in decision making.

21.	A project manager is working on a large infrastructure project when a government agency 
issues new regulations that significantly impact the project’s compliance requirements.

	 What should the project manager do first?

A. 	Implement the new compliance requirements immediately without further consideration.

B. 	 Assess the impact of the regulations on scope, cost, and schedule. Discuss how this may 
impact the project with stakeholders and the project team, then update the project plan 
accordingly.

C. 	Escalate the issue to senior management and request additional resources.

D. 	Request an immediate regulatory exemption in order to avoid project delays.

22.	A project team is working on the rollout of a new software for internal use at a global air-
line company. Some regional teams are struggling with adoption of this new software due 
to cultural and operational differences.

	 What should the project manager do?

A. 	Standardize implementation processes across all regions, making it clear that it will be the 
same company wide no matter the region.

B. 	 Assign regional leads to specifically tailor the rollout in each region based on cultural and 
operational requirements.
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C. 	Delay the rollout until all teams can fully adopt the system.

D. 	Ignore regional concerns and push forward with the original plan.

23.	A project is running behind schedule due to multiple unforeseen issues. The project man-
ager and project team decide to crash the schedule.

	 What does this mean?

A. 	Adding more resources to the project in order to speed up task completion.

B. 	 Reducing the project scope, resulting in less work to be completed in order to meet dead-
lines.

C. 	Ignoring delays and focusing only on future tasks.

D.	 Increasing project budget to hire consultants to provide ideas on how to increase project 
speed.

24.	A new team member joins an Agile project mid-sprint and is unfamiliar with the team’s 
workflow.

	 What is the best course of action to bring them up to speed?

A. 	Assign them a mentor to guide them through the workflow and sprint process.

B. 	 Have them read the project documentation and learn independently.

C. 	Assign them a low-priority task to keep them busy.

D. 	Exclude them from the current sprint and have them join the next one.

25.	A project sponsor is unhappy with the velocity of an Agile team. The project sponsor puts 
a lot of pressure on the project manager to increase the project team’s productivity and de-
liver more user stories per sprint.

	 How should the project manager respond?

A. 	Increase the sprint length to accommodate more work.

B. 	 Educate the sponsor on Agile principles and ensure expectations align with team capacity.

C. 	Push the team to work overtime to meet the sponsor’s expectations.

D. 	Reduce testing efforts to speed up delivery.

26.	A project to create a new product is on schedule and about 70% complete when a critical 
defect is discovered in a prototype deliverable.

	 What is the best course of action to quickly resolve the issue?

A. 	Continue with the project and address the defect post-delivery.

B. 	 Bring in experts familiar with products similar to the prototype and have them fix the 
issue.

C. 	Perform a root cause analysis to identify the issue and then determine a corrective action 
plan.
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D. 	Ignore the defect and focus on completing other remaining tasks.

27.	A product owner is struggling to balance stakeholder demands and frequently changes 
priorities.

	 How should the project manager help assist the product owner?

A. 	Enforce strict priority-setting rules and limit mid-sprint changes.

B. 	 Allow stakeholders to directly communicate their needs to the development team.

C. 	Increase sprint duration to accommodate shifting priorities.

D. 	Reduce stakeholder involvement in backlog refinement.

28.	An important deliverable is delayed due to a vendor failing to meet their contract obliga-
tions.

	 What should the project manager do first?

A. 	Find an alternative vendor immediately.

B. 	 Accept the delay and update the project timeline.

C. 	Escalate the issue to legal and request termination of the contract.

D. 	Review the contract terms and discuss corrective actions with the vendor.

29.	A project has a budget at completion (BAC) of $500,000. At this point in the project, the 
earned value (EV) is $200,000, and the actual cost (AC) incurred so far is $250,000.

	 What is the Cost Performance Index (CPI), and what does it indicate about the project’s 
current financial performance?

A. 	0.80, the project is over budget

B. 	 1.25, the project is under budget

C. 	1.00, the project is on budget

D. 	0.50, the project is significantly over budget

30.	A major stakeholder has been unresponsive, delaying project approvals.

	 What should the project manager do?

A. 	Proceed without the stakeholder’s input.

B. 	 Escalate the issue to the project sponsor.

C. 	Schedule a meeting with the stakeholder to discuss expectations.

D. 	Remove the stakeholder from the approval process.

31.	In a software development project, the team members responsible for development report 
that a critical requirement is not feasible given current technology constraints.

	 What should the project manager do?

A. 	Remove the requirement from the project scope.
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B. 	 Work with stakeholders to explore alternative solutions.

C. 	Have the developers search for a workaround despite the reported constraints.

D. 	Delay the project until new technology is available.

32.	A project manager is developing the project schedule using the Critical Path Method 
(CPM). The following tasks and their durations are listed:

â	 Task A: 4 days

â	 Task B: 3 days (depends on A)

â	 Task C: 5 days (depends on A)

â	 Task D: 6 days (depends on B and C)

	 What is the total duration of the project based on the critical path?

A. 	12 days

B. 	 9 days

C. 	14 days

D. 	11 days

33. A project is experiencing significant scope creep due to unclear requirements.

	 How can the project manager prevent this in the future?

A. 	Implement stricter change control processes.

B. 	 Engage stakeholders earlier to refine requirements.

C. 	Increase project budget to accommodate scope changes.

D. 	Shorten project timelines to minimize changes.

34.	A project manager notices that a team member is frequently missing deadlines due to ex-
cessive multitasking.

	 What should the project manager do?

A. 	Assign additional team members to help with workload.

B. 	 Work with the team member to prioritize their tasks effective.

C. 	Remove the team member from the project.

D. 	Increase the project schedule to accommodate delays.

35.	A project team identifies a risk that could lead to major cost overruns that could result 
in nearly double the projected costs if not addressed. The project team calculates there is 
around a 80% chance of this risk occurring.

	 What is the best action to take first?

A. 	Accept the risk and allocate contingency funds.

B. 	 Transfer the risk by outsourcing to a third party.
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C. 	Ignore the risk since cost overruns are common.

D. 	Escalate the risk to the project sponsor, appropriate stakeholders, or senior management.

36.	An Agile team is struggling with long daily stand-up meetings, significantly reducing pro-
ductivity and team morale.

	 What should the project manager do?

A. 	Allow meetings to continue until all concerns are addressed.

B. 	 Replace daily stand-ups with weekly meetings.

C. 	Shorten the stand-up meetings to a maximum of 15 minutes.

D. 	Reduce team size to make meetings more efficient.

37.	A stakeholder wants to add a feature to a software currently in development in an Agile 
project. The requested feature, if implemented successfully, would significantly increase 
the potential for an increased sales price and overall profit. However, it will require a small 
investment of time and resources.

	 What should the project manager do?

A. 	Submit a change request to the change control board for approval.

B. 	 Discuss the request with the product owner and evaluate its priority in the product back-
log.

C. 	Reject the request to prevent scope creep and ensure the sprint remains on track.

D. 	Implement the change immediately since it has financial benefits.

38.	A project team is experiencing conflicts due to differing work styles and communication 
issues.

	 What should the project manager do first?

A. 	Understand where communication issues are stemming from, and implement strategies 
for different work styles.

B. 	 Reassign team members to different roles.

C. 	Ignore the conflicts and focus on project tasks.

D. 	Escalate the issue to HR for resolution.

39.	A project manager has noticed that the project team has set up and is utilizing an unap-
proved messaging service to discuss project matters. A stakeholder has learned about the 
messaging service and expressed their concerns about discussing project information out-
side of internal communication platforms.

	 What should the project manager do?

A. 	Immediately inform the project team to discontinue use of this unapproved messaging 
service and hold a meeting to review the communications plan for the project.
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B. 	 Check the messages that were sent on the messaging service and ask the project team to 
show you all correspondence.

C. 	Research the messaging service and see if it is secure.

D. 	Re-assure the stakeholder that the project team is acting in a professional manner and 
there is no concern.

40.	A project sponsor requests a last-minute change to a deliverable that has already been fi-
nalized. The project is operating with a predictive approach.

	 What is the best response?

A. 	Implement the change to keep the sponsor happy.

B. 	 Delay the project to accommodate the change.

C. 	Reject the change outright.

D. 	Follow the change control process and assess feasibility.

41.	A project team is using a Kanban board to track work. The board is frequently overloaded, 
leading to bottlenecks and slow progress.

	 What should the project manager do?

A. 	Remove low-priority tasks from the board and only display high priority tasks.

B. 	 Limit work-in-progress (WIP) items to improve flow and decrease bottlenecks.

C. 	Increase the number of team members to handle more tasks to clear the board faster.

D. 	Extend work hours to complete more tasks of both low and high priority per day.

42.	A software development team is transitioning from a predictive approach to an Agile one. 
Some team members resist the change, unfamiliar with the changes that Agile brings.

	 What should the project manager do?

A. 	Require the team to follow Agile processes without exception.

B. 	 Provide Agile training and address team concerns.

C. 	Allow the team to continue using a predictive approach.

D. 	Split the team into Agile and predictive sub-teams to accommodate those who don’t want 
to use Agile.

43.	A new regulatory requirement significantly affects a project’s timeline and scope. The 
project manager is concerned about meeting the new compliance deadline.

	 What should be done first?

A. 	Ignore any regulatory requirements.

B. 	 Perform an impact analysis and update the project plan.

C. 	Ignore the regulation until the project is further along.

D. 	Increase the project budget to accommodate compliance efforts.
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44.	A major stakeholder submits a late-stage change request in a project using a predictive 
approach. If implemented, this change will significantly impact the project timeline.

	 How should the project manager respond?

A. 	Reject the request outright to maintain the schedule.

B. 	 Evaluate the impact and follow the change control process.

C. 	Implement the change immediately to satisfy the stakeholder.

D. 	Escalate the request to the project sponsor.

45.	A project team is working on a critical task when an expected risk becomes realized, com-
pletely halting project progress.

	 What is the best response?

A. 	Execute the predefined risk response plan.

B. 	 Meet with the project team to understand their opinions on the risk.

C. 	Continue with the task and address the risk later.

D. 	Adjust the project schedule to accommodate the delay.

46.	A client expresses dissatisfaction with a finished product, even though it meets all docu-
mented and agreed upon requirements.

	 What should the project manager do?

A. 	Ignore the feedback since the product meets requirements.

B. 	 Escalate the issue to the project sponsor.

C. 	Modify the product to address the client’s concerns without approval.

D. 	Engage with the client to understand their concerns.

47.	A project manager is working on a hybrid project with both predictive and agile compo-
nents. Some stakeholders are unfamiliar with agile practices.

	 How should the project manager address this?

A. 	Conduct agile training sessions for stakeholders.

B. 	 Convert the entire project to a predictive approach.

C. 	Reduce stakeholder involvement in agile components.

D. 	Assign an agile coach to manage the agile components separately.

48.	A vendor has repeatedly missed key deliverables, affecting project progress.

	 What should the project manager do first?

A. 	Review the contract terms and discuss corrective actions with the vendor.

B. 	 Terminate the vendor contract and find a replacement.

C. 	Escalate the issue to legal for resolution.
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D. 	Accept the delays and adjust the project timeline.

49.	A project is running under budget, but the schedule is behind.

	 What should the project manager do?

A. 	Use available budget to add resources and accelerate progress.

B. 	 Reduce project scope to meet deadlines.

C. 	Ignore the delay since the project is financially stable.

D. 	Extend project deadlines to maintain quality.

50.	An agile team frequently struggles to complete sprint goals due to unclear backlog items.

	 How can the project manager address this?

A. 	Ensure backlog refinement sessions occur regularly.

B. 	 Extend sprint durations to allow more time for completion.

C. 	Assign fewer backlog items per sprint.

D. 	Allow developers to work without a structured backlog.

51.	A company merges two project teams, one using Agile and the other using Waterfall. The 
teams struggle to align their work processes and collaboration efforts.

	 What should the project manager do?

A. 	Establish clear communication channels and define integration points.

B. 	 Require both teams to adopt the same methodology.

C. 	Split the teams and have them work independently.

D. 	Assign a dedicated liaison to coordinate between the teams.

52.	A project manager receives a risk escalation regarding a critical supplier who may go out of 
business.

	 What should the project manager do?

A. 	Identify alternative suppliers and update the risk response plan.

B. 	 Increase inventory to reduce dependency on the supplier.

C. 	Ignore the risk unless the supplier officially closes.

D. 	Request additional budget to secure resources from the existing supplier.

53.	A project’s earned value metrics show that the cost performance index (CPI) is 1.2, and the 
schedule performance index (SPI) is 0.8.

	 What does this indicate?

A. 	The project is over budget but ahead of schedule.

B. 	 The project is under budget but ahead of schedule.

C. 	The project is on track with cost and schedule.
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D. 	The project is under budget but behind schedule.

54.	A project team member proposes a major process improvement that could save costs but 
requires a temporary schedule delay.

	 How should the project manager respond?

A. 	Evaluate the cost-benefit trade-off and discuss it with stakeholders.

B. 	 Reject the idea to keep the project on schedule.

C. 	Implement the change immediately to reduce costs.

D. 	Ask the team member to test the improvement outside of project work.

55.	A team is struggling to meet sprint deadlines due to excessive time spent on unplanned 
tasks.

	 How can the project manager address this issue?

A. 	Enforce stricter adherence to sprint planning.

B. 	 Increase sprint duration to allow more flexibility.

C. 	Assign fewer tasks per sprint.

D. 	Remove timeboxing to accommodate unplanned work.

56.	A project manager is reviewing earned value management (EVM) metrics and sees an SPI 
of 1.05 and a CPI of 0.95.

	 What does this indicate?

A. 	The project is slightly behind schedule but on budget.

B. 	 The project is slightly ahead of schedule but over budget.

C. 	The project is on track in both schedule and budget.

D. 	The project is significantly over budget and behind schedule.

57.	A project team member identifies a significant defect late in product development.

	 How should the project manager handle this?

A. 	Conduct a root cause analysis and work with the project team to develop and execute a 
resolution plan.

B.	 Deliver the product as-is and address the defect post-release.

C. 	Extend the schedule to allow time for a fix.

D. 	Ignore the defect since it was identified late in the process.

58.	A stakeholder frequently requests work directly from project team members, instead of 
working directly with the project manager.

	 How should the project manager respond?

A. 	Meet with the stakeholder to enforce proper communication expectations and processes.
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B. 	 Allow the stakeholder to continue engaging the team directly.

C. 	Escalate the issue to the stakeholders manager.

D. 	Remove the stakeholder from project communications entirely.

59.	A project has high stakeholder engagement, with every stakeholder having widely differ-
ent expectations. Some stakeholders are mentioning that there needs to be change on the 
project.

	 How can the project manager better align expectations and handle this situation?

A. 	Proceed with the original project plan regardless of stakeholder concerns.

B. 	 Reduce the number of stakeholders involved in decision-making.

C. 	Hold regular stakeholder meetings to address expectations, concerns, and project prog-
ress. Proceed with the original project plan unless there are reasonable changes discussed 
and requested.

D. 	Modify the scope to accommodate all expectations.

60.	A project manager notices that project risks are not being effectively managed according to 
established project risk management strategies.

	 What is the best way to improve risk management?

A. 	Add contingency reserves to cover all risks.

B. 	 Assign a dedicated risk manager to the project.

C. 	Ignore minor risks and focus only on critical ones.

D. 	Increase the frequency of risk review meetings and remind the project team of established 
project risk management strategies.

61.	A project team utilizing a predictive approach is facing constant delays because of frequent 
changes in requirements.

	 What should the project manager do to mitigate this?

A. 	Implement a strict change control process.

B. 	 Allow changes without restriction to maintain stakeholder satisfaction.

C. 	Extend project deadlines to accommodate the changes.

D. 	Escalate the issue to senior management for resolution.

62.	A project sponsor has requested an urgent cost reduction on a project being undertaken in 
a startup environment that is already in execution.

	 What is the best approach?

A. 	Perform a cost-benefit analysis and improve areas where savings can be achieved without 
impacting quality.

B. 	 Cut project team size immediately to reduce labor costs.
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C. 	Reduce the project scope without consulting stakeholders.

D. 	Delay the project to negotiate lower vendor costs.

63.	A project team implementing a hybrid approach to a unique project is struggling with task 
dependencies between Agile and predictive portions of the project.

	 What should the project manager do?

A. 	Delay the predictive workstream until the Agile workstream is completed.

B. 	 Assign different teams to handle Agile and predictive tasks separately.

C. 	Remove dependencies to simplify project execution.

D. 	Develop an integrated project schedule that accounts for dependencies.

64.	During a sprint review, an important stakeholder rejects a feature because it does not meet 
their expectations, even though it was approved earlier.

	 What is the best course of action to take first?

A. 	Discuss the stakeholder’s concerns and evaluate possible solutions.

B. 	 Proceed as planned since the feature was already approved.

C. 	Discuss with the project team the best course of action since the stakeholder has changed 
their mind.

D. 	Remove the feature from the product backlog.

65.	A project team is missing important deadlines because of a lack of coordination between 
departments. The project manager believes one of the departments may be a silo depart-
ment that is used to minimal interactions with other departments.

	 What should the project manager do?

A. 	Assign a single team to handle all tasks instead of involving multiple departments.

B. 	 Extend project deadlines to account for departmental delays.

C. 	Meet with the project team members from the silo department and establish clear commu-
nication expectations and handoff points.

D. 	Ignore the issue since delays are common in cross-functional projects.

66.	A project manager is working on a government project with strict compliance require-
ments. The client requests a minor change that could significantly impact compliance if 
implemented.

	 What should the project manager do?

A. 	Evaluate the impact on compliance and then consult the necessary compliance experts 
prior to proceeding with the change.

B. 	 Approve the change since it is minor and unlikely to cause issues.

C. 	Implement the change and address compliance concerns later.
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D. 	Reject the request outright to avoid any risk and circle back to it later if necessary.

67.	A project team has encountered a major risk that was previously overlooked. The risk has 
not yet been realized with a low chance of occurring soon.

	 How should the project manager handle it?

A. 	Ignore the risk since it was not initially identified.

B. 	 Update the risk register and develop a mitigation plan.

C. 	Proceed with the project as planned and focus on addressing the risk only if it comes up.

D. 	Stop all project work and review the risk immediately with the project team.

68.	A team member reports that a supplier was initially on time at the start of the project, but 
is now frequently late with deliveries in the middle of the project.

	 What should the project manager do first?

A. 	Review the contract terms and address the issue with the supplier.

B. 	 Find, contact, and solicit bids from alternative suppliers immediately.

C. 	Escalate the issue to the procurement team or the legal department for resolution.

D. 	Accept the delays and adjust the project timeline.

69.	A project manager is concerned that fully remote team members are not effectively com-
municating.

	 What is the best solution?

A. 	Implement collaborative tools and schedule regular check-ins.

B. 	 Require team members to be online at the exact same time daily.

C. 	Extend project deadlines to accommodate reduced collaboration.

D. 	Assign all virtual tasks to a single team to minimize miscommunication.

70.	A project team member has recently started to deliver incomplete work or very low quality 
work.

	 What should the project manager do?

A. 	Ignore the issue and hope the team member improves over time.

B. 	 Remove the team member from the project immediately.

C. 	Assign the incomplete tasks to another team member and accept the completed low qual-
ity work.

D. 	Have a private discussion with the team member to understand the issue and provide 
support.

71.	A project sponsor requests a weekly progress report but frequently misses scheduled 
update meetings.
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	 What should the project manager do?

A. 	Inform the project sponsor that if they don’t attend scheduled meetings they will not be 
included in project updates in any form.

B. 	 Reduce reporting frequency since the sponsor is not attending meetings.

C. 	Continue sending written updates through the appropriate communication channels and 
allow the sponsor to review at their convenience.

D. 	Stop providing updates until the sponsor prioritizes the meetings.

72.	A project is in the final stages when a customer requests a new feature. Implementing it 
would significantly extend the project deadline.

	 What should the project manager do?

A. 	Communicate with the customer on an extended deadline after conducting a thorough 
impact analysis.

B. 	 Approve the feature immediately to maintain customer satisfaction.

C. 	Reject the request since the project is nearing completion.

D. 	Weigh the decision with the project team to understand if they should implement it or not.

73.	A critical software deployment is scheduled for the end of the month. The development 
team has identified a major security vulnerability that could expose user data if the update 
is released. Fixing the issue will require additional testing, which may push the deploy-
ment date back by two weeks. The project sponsor is pushing to meet the original deadline 
because of market competition.

	 What should the project manager do?

A. 	Proceed with the deployment as planned and issue a patch later.

B. 	 Delay the deployment to fix the security issue or assign more resources to implement the 
fix on schedule, ensuring customer data is protected.

C. 	Escalate the issue to senior leadership and let them decide on the next steps.

D. 	Ignore the security concern since there is pressure to meet the deadline.

74.	A pharmaceutical company is developing a new drug, and your project team is responsible 
for ensuring that all clinical trial data is collected and analyzed in compliance with regula-
tory requirements. The project team discovers that the data collected previously does not 
comply with requirements. This discovery could lead to regulatory penalties and project 
delays.

	 What should the project manager do first?

A. 	Conduct a root cause analysis and determine corrective actions to bring the project back 
into compliance.

B. 	 Ignore the findings, as they were discovered late in the project and may not be significant.
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C. 	Expedite the data collection process without informing regulators to keep the project on 
schedule.

D. 	Escalate the issue to senior leadership and request an exemption from the regulatory body.

75.	Your Agile software development team has been working in two-week sprints, but they 
frequently cannot complete all assigned work. The product owner has been pushing for 
additional work to be completed mid-sprint, and as a result, the team often cannot meet 
these new expectations. Team morale is declining, and developers are becoming frustrated 
over constantly changing priorities.

	 What should the project manager do?

A. 	Implement stricter controls to prevent any changes once a sprint begins.

B. 	 Work with the product owner to prioritize backlog refinement and set realistic sprint 
goals.

C. 	Extend the sprint length to allow for more flexibility in completing user stories.

D. 	Ignore the issue and let the team adjust on their own.

Practice Exam Answers and Explanations
1. 	 Answer: C

	 Explanation: The change control process is essential in predictive project management (which 
a construction project would use), to assess the impact of changes before approval and imple-
mentation. Implementing the change immediately would lead to uncontrolled scope creep. 
Rejecting the change outright damages stakeholder relationships. Escalating should come 
after the impact is assessed.

2. 	 Answer: B

	 Explanation: Since the risk was not accounted for, setting expectations with the client and 
accepting the risk and adjusting the timeline is the most appropriate response. Transferring 
the risk would require contractual adjustments, mitigating by increasing workforce may not 
be feasible, and avoiding the risk may not be an option at this stage.

3. 	 Answer: B

	 Explanation: Engaging the stakeholder to understand their concerns is the best approach 
to realign expectations and prevent further conflict. Removing them from communications 
could increase resistance. Escalating should be a last resort, and ignoring the issue is not a 
proactive solution.

4. 	 Answer: A

	 Explanation: Asynchronous communication helps remote teams collaborate effectively 
while accommodating time zone differences. Forcing attendance at a single global time is not 
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appropriate and may create additional stress. Assigning a single country limits inclusivity, 
and extending the schedule does not solve communication issues.

5. 	 Answer: B

	 Explanation: Usually, stakeholder expectations are set early, but in this case the project man-
ager must set them during the project since they are taking over an active project. Continuing 
with the current plan would cause further misalignment. Escalating should be reserved for 
disputes that cannot be resolved reasonably. Modifying the scope without proper evaluation 
or change control could create issues further in the project.

6. 	 Answer: B

	 Explanation: Ensuring proper backlog prioritization helps stabilize Agile workflows. Enforc-
ing strict change control or a change control process contradicts Agile principles and is not 
appropriate. Extending sprints can affect planning, and working overtime is not a sustainable 
solution to this issue.

7. 	 Answer: A

	 Explanation: Documenting risks and creating response plans help proactively manage proj-
ect threats. Ignoring the risk is not a suitable response strategy. Escalating is unnecessary if 
the project team can manage it. Reducing scope may not be required if there are possible risk 
mitigation strategies.

8. 	 Answer: D

	 Explanation: Discussing performance concerns privately allows the project manager to un-
derstand the issue and help the project team member improve. While it may be a necessary 
future action, reassigning them may not solve the problem. Escalating to HR is unnecessary 
without discussion, and removing them without trying to resolve the issue is not appropriate 
leadership.

9. 	 Answer: A

	 Explanation: Using fast-tracking is one method that allows the project to meet deadlines 
while maintaining compliance. Proceeding with fast tracking without addressing compliance 
is very risky and could lead to serious issues down the road. Escalating should be considered 
if the team cannot find a solution, and pushing back is not necessary in this case.

10.	Answer: B

	 Explanation: An impact analysis helps determine whether additional testing is feasible. 
Approving testing without assessment risks delays. Declining without any justification can 
damage client relationships and communication, and escalating should be done only if an 
agreement is not able to be reached.

Copyright TeachMeIT / Nicholas Mendez



276  |  PMP EXAM PREP

11.	Answer: B

	 Explanation: The project manager should assess the impact of the overlooked dependencies 
and adjust the schedule accordingly. Reassigning tasks without evaluating dependencies can 
cause more issues in the future. Escalating should always be a last resort. Ignoring dependen-
cies can lead to project failure.

12.	Answer: D

	 Explanation: Reallocating or adding additional resources balances the workload and reduces 
burnout. Offering monetary incentives rarely solves burnout issues. Simply reminding the 
team to stay focused is not a good leadership strategy and does nothing to address the issue, 
and reducing scope should only be considered after analyzing all options.

13.	Answer: B

	 Explanation: Meeting with the stakeholder to understand their issues often opens a discussion 
around if revisions are really needed. Proceeding with the original plan ignores potentially 
valid concerns. Documenting the feedback but doing nothing does not help with maintaining 
stakeholder relationships. Modifying deliverables to accommodate all feedback causes scope 
creep.

14.	Answer: C

	 Explanation: Reviewing the contract and discussing issues with the vendor ensures a struc-
tured resolution. Terminating the contract without discussion is drastic. Escalating to pro-
curement should come after direct vendor discussions and if there is no clear resolution. Ac-
cepting delays without addressing them is not a best practice.

15.	Answer: A

	 Explanation: Remember, SPI = EV (Earned Value) / PV (Planned Value). If SPI is greater 
than 1, it is ahead of schedule, if it is lower than 1, it is behind schedule. In this case, the SPI 
is .9 showing the project is behind schedule, and this should be communicated to the project 
sponsor.

	 Ignoring the SPI value does nothing to improve the project. Escalating the issue is unneces-
sary without previous action. Requesting additional resources is not appropriate unless abso-
lutely necessary.

16.	Answer: B

	 Explanation: The project manager should work with the product owner to set realistic goals 
and refine the backlog prioritization.

17.	Answer: B

	 Explanation: Evaluating the impact of the resignation on important areas of the project helps 
determine the best course of action. Hiring a replacement immediately won’t help in the short 
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term. Asking the team to absorb extra workload can significantly reduce morale. Escalating 
should be done only if necessary, after evaluating the impact.

18.	Answer: B

	 Explanation: In a project using a predictive approach, conducting an impact analysis and fol-
lowing the change control process is the right answer. Implementing the change immediately 
is not a good option here, but might be in a project using Agile. Rejecting the request and 
escalating the request are not appropriate.

19.	Answer: D

	 Explanation: In a hybrid project, improving coordination between Agile and predictive teams 
is the best approach. Aligning their work processes ensures smoother collaboration and mini-
mizes delays caused by dependencies. Delaying predictive work or converting the entire proj-
ect to Agile are not practical solutions. Assigning all dependency-related tasks to the Agile 
team may not be feasible or effective.

19.	Answer: D

	 Explanation: In a hybrid project, improving coordination between Agile and predictive teams 
is the best approach. Aligning their work processes ensures smoother collaboration and min-
imizes delays caused by dependencies.

20.	Answer: A

	 Explanation: Proposing a streamlined decision making process helps address issues with 
slowness. Accepting delays is not proactive, having one on one meetings is too time consum-
ing to resolve the issue quickly, and reducing stakeholder involvement can cause significant 
issues.

21.	Answer: B

	 Explanation: Assessing the impact first ensures an informed response. Implementing chang-
es immediately is not best for long-term project success, while escalating or requesting an 
exemption is not the best to do at first.

22.	Answer: B

	 Explanation: Assigning regional leads helps tailor the rollout to local needs, significantly im-
proving satisfaction and adoption.

23.	Answer: A

	 Explanation: Crashing a schedule means adding extra resources to speed up work. Reducing 
scope is not part of crashing, ignoring delays has nothing to do with crashing, and hiring con-
sultants is not an appropriate strategy for crashing.
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24.	Answer: A

	 Explanation: Assigning a mentor will help onboard and integrate the new team member 
quickly. Reading documentation alone is insufficient, assigning a low priority task might be 
ok if the sprint is short but is not ideal, and excluding them from the sprint will delay their 
ability to contribute in the long term.

25.	Answer: B

	 Explanation: Educating the sponsor on Agile principles ensures that expectations align with 
team capacity. Increasing sprint length or forcing overtime are not sustainable solutions.

26.	Answer: C

	 Explanation: A root cause analysis will quickly help the project team to determine the best 
course of action for resolution. Bringing in outside experts may be an option, but is time con-
suming and will not quickly resolve the issue. Meanwhile, ignoring the issue, or delaying 
resolution and continuing with the project are not effective approaches.

27.	Answer: A

	 Explanation: Enforcing priority-setting rules prevents unnecessary mid-sprint changes, 
maintaining stability in Agile workflows. Stakeholders input isn’t the most relevant option, 
and reducing stakeholder involvement should be saved as a last resort. Increasing the sprint 
duration is not a reasonable way to handle constantly changing priorities and demands.

28.	Answer: D

	 Explanation: Reviewing the contract and discussing corrective actions ensures a solution is 
found and acted on quickly. Finding a new vendor immediately without discussion is not 
appropriate, accepting the delay should never be done without discussion, and escalating the 
issue is unneeded unless there is no further resolution.

29.	Answer: A

	 Explanation: We calculate CPI by using the formula CPI = EV / AC. In this question, we 
arrive at the answer of 0.80, which indicates the project is over budget.

	 Remember, CPI being over 1.0 means it’s under budget (performing well), CPI being exactly 
at 1.0 means it’s exactly on budget, and CPI being less than 1.0 means it’s over budget (not 
performing well).

30.	Answer: C

	 Explanation: Scheduling a meeting directly with the stakeholder he,;ls clarify expectations 
and ensure necessary approvals. Escalating the issue is not necessary, proceeding without 
their input is not advised, and removing the stakeholder without discussion can create con-
flict.
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31.	Answer: C

	 Explanation: CPM is calculated by determining the longest sequence of dependent tasks, 
which defines the shortest time needed to complete the project. In this case, when we calculate 
the critical path (Task A + C + D), it calculates out to 14 days for the CPM.

32.	Answer: D

	 Explanation: Following the change control process ensures informed decision-making re-
garding scope changes.

33.	Answer: B

	 Explanation: Engaging stakeholders earlier improves requirement clarity and prevents scope 
creep.

34.	Answer: B

	 Explanation: Prioritizing tasks effectively helps prevent missed deadlines without overbur-
dening the team.

35.	Answer: D

	 Explanation: This is an instance where escalating the risk is advised, due to the high chance 
of occurrence. Taking action on the risk is not needed until discussion is had around the risk.

36.	Answer: C

	 Explanation: Shortening stand-ups to 15 minutes keeps meetings efficient while maintaining 
productivity. Agile necessitates daily meetings, but meetings should not continue indefinite-
ly. Reducing team size is not a reasonable approach to meeting problems.

37.	Answer: B

	 Explanation: Discussing the request first and evaluating it is the right choice. A change re-
quest is not relevant in an Agile project, rejecting the request outright is not advised, and 
implementing the change immediately is not considering the whole picture.

38.	Answer: A

	 Explanation: Understanding and implementing strategies for improved communication and 
different work styles is the best choice. Reassigning team members can be done if absolutely 
necessary. Ignoring the conflict will eventually result in major issues. HR is not needed unless 
there are already serious existing issues that violate company policy.

39.	Answer: A

	 Explanation: In this case, only approved communication mediums should be used. The proj-
ect manager should immediately discontinue project teams use of the messaging service and 
hold a meeting with them to review the project communication plan.

Copyright TeachMeIT / Nicholas Mendez



280  |  PMP EXAM PREP

40.	Answer: D

	 Explanation: Following the change control process ensures that last-minute requests are 
properly evaluated.

41.	Answer: B

	 Explanation: Limiting work-in-progress (WIP) items improves workflow efficiency and pre-
vents bottlenecks.

42.	Answer: B

	 Explanation: Providing Agile training helps team members adapt to the new methodology.

43.	Answer: B

	 Explanation: Performing an impact analysis ensures the project adapts effectively to the reg-
ulatory change.

44.	Answer: B

	 Explanation: Evaluating the impact and following the change control process ensures an in-
formed decision.

45.	Answer: A

	 Explanation: Executing the predefined risk response plan for this specific risk. Since the proj-
ect is completely halted, there is no need to meet with the project team, and the risk cannot be 
ignored.

46.	Answer: D

	 Explanation: Engaging with the client helps address their concerns and ensure satisfaction.

47.	Answer: A

	 Explanation: Conducting Agile training helps stakeholders understand Agile practices and 
expectations.

48.	Answer: A

	 Explanation: Reviewing the contract terms and discussing corrective actions with the vendor 
is the best first step.

49.	Answer: A

	 Explanation: Using the available budget to add resources can help accelerate project prog-
ress.

50.	Answer: A
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	 Explanation: Regular backlog refinement ensures clarity in user stories and improves sprint 
completion rates.

51.	Answer: A

	 Explanation: Establishing clear communication channels ensures alignment between Agile 
and Waterfall teams.

52.	Answer: A

	 Explanation: Identifying alternative suppliers and updating the risk response plan mitigates 
supply risks.

53.	Answer: D

	 Explanation: A CPI of 1.2 indicates cost efficiency, but an SPI of 0.8 shows schedule delays.

54.	Answer: A

	 Explanation: Evaluating the cost-benefit trade-off ensures a balanced decision regarding pro-
cess improvements.

55.	Answer: A

	 Explanation: Enforcing sprint planning ensures that unplanned tasks do not disrupt the 
schedule.

56.	Answer: B

	 Explanation: An SPI of 1.05 shows the project is ahead of schedule, while a CPI of 0.95 shows 
it’s over budget.

57.	Answer: A

	 Explanation: Conducting a root cause analysis and developing a resolution plan ensures that 
defects are properly addressed without compromising quality.

58.	Answer: A

	 Explanation: Reinforcing proper communication prevents stakeholders directly bypassing 
the project manager and disrupting set workflows.

59.	Answer: C

	 Explanation: Regular stakeholder alignment meetings help clarify expectations and ensure 
project goals remain consistent.

60.	Answer: D

	 Explanation: Increasing the frequency of risk review meetings and reminding the team of risk 
management strategies will improve this situation.

61.	Answer: A
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	 Explanation: Implement a more strict change control process to prevent frequent changes 
from causing project delays.

62.	Answer: A

	 Explanation: An executed cost-benefit analysis can reduce costs without negatively impact-
ing project quality. Startups are also notorious for having constantly shifting budgets.

63.	Answer: D

	 Explanation: Developing an integrated project schedule ensures that dependencies between 
Agile and predictive are managed effectively.

64.	Answer: A

	 Explanation: Discussing the stakeholder’s concerns and evaluating solutions helps maintain 
positive stakeholder relationships and project alignment.

65.	Answer: C

	 Explanation: Improving communication and establishing clear handoff points between de-
partments enhances coordination and prevents delays.

66.	Answer: A

	 Explanation: Evaluating compliance impact and consulting legal experts ensures that regula-
tory requirements are met before proceeding.

67.	Answer: B

	 Explanation: Updating the risk register and developing a mitigation plan ensures that the 
new risk is properly accounted for and addressed if realized.

68.	Answer: A

	 Explanation: Reviewing contract terms and addressing the issue with the supplier helps re-
solve delivery delays effectively.

69.	Answer: A

	 Explanation: Implementing collaborative tools and regular check-ins fosters better communi-
cation in a virtual environment.

70.	Answer: D

	 Explanation: Having a private discussion with the team member helps identify the root cause 
of incomplete work and provides support.

71.	Answer: C

	 Explanation: Continuing to send written updates allows the sponsor to stay informed at their 
convenience without disrupting project communication.

72.	Answer: A
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	 Explanation: Communicating the potential for an extended deadline with the customer after 
conducting a thorough impact analysis.

73.	Answer: B

	 Explanation: Delaying the release or adding more resources to fix the security issue ensures 
customer data is protected, preventing serious data breaches, security risks and legal conse-
quences.

74.	Answer: A

	 Explanation: Conducting a root cause analysis and determining corrective actions ensures the 
project complies with regulatory requirements and avoids penalties.

75.	Answer: B

	 Explanation: Working with the product owner to prioritize backlog refinement and set real-
istic sprint goals improves team efficiency and prevents burnout.
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