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Welcome to the Basics of Project Management! 
This course provides an approach to what many consider a complex 
process: the management of projects. The course is designed to simplify 
the management processes required to manage a project from start to 
end. 

The need for Project Management (PM) has been driven by businesses 
that have realized the benefits of organizing work around projects and 
the crucial need to communicate and coordinate work across 
departments and professions. One of the first major uses of project 
management was to manage the US space program. The government, 
military and corporate world have now adopted this practice. 

If you lack skills in project management, taking a role in a project team 
provides an excellent learning opportunity – one that can improve your 
career profile. Even if you’re an experienced manager or team member, 
a review of the critical elements of project management can inform and 
improve how effectively you take projects from concept to concrete plan 
and through to completion. 

With that in mind, we’ll start with some essential definitions and move 
towards the project lifecycle and its four phases in more detail. After that, 
we’ll introduce the most important tools and most common modern 
frameworks every project manager should know. 

2. Managing Projects 

 

The ability to deliver projects on schedule, on budget, and aligned with 
business goals is key to succeed in today’s highly competitive 
environment. Project managers have an incredibly complex assignment, 
one that blends organizational skills, an analytical mind, and adept 
interpersonal abilities. 

Definition 
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What is a Project? 
Before we get into project management, we need to define what exactly 
a “project” is. Sure, you’ve probably been assigned countless “projects” 
in school or on the job, but what is the actual definition? A project is 
defined as “a unique endeavor to produce a set of deliverables within 
clearly specified time, cost and quality constraints”. Projects are 
different from standard business operational activities as they: 

 Are unique in nature. They do not involve repetitive processes. 
Every project undertaken is different from the last, whereas 
operational activities often involve undertaking repetitive 
(identical) processes. 

 Have a defined timescale. Projects have a clearly specified start 
and end date within which the deliverables must be produced to 
meet a specified customer requirement. 

 Have an approved budget. Projects are allocated a level of 
financial expenditure within which the deliverables must be 
produced to meet a specified customer requirement. 

 Have limited resources. At the start of a project, an agreed 
amount of labor, equipment, and materials, is allocated to the 
project. 

 Involve an element of risk. Projects entail a level of uncertainty 
and therefore carry business risk. 

 Achieve beneficial change. The purpose of a project, typically, is 
to improve an organization through the implementation of 
business change. 

What is Project Management (PM)? 
Project management (PM) is the practice of applying knowledge, skills, 
tools, and techniques to complete a project according to specific 
requirements. It comes down to identifying the problem, creating a plan 
to solve the problem, and then executing on that plan until the problem 
has been solved. That may sound simple, but there is a lot that goes into 
it at every stage of the process. Project managers will help an 
organization to become more efficient and to improve collaboration 
across and within teams. 

Project Management (PM) contains all the skills, tools and management 
processes required to undertake a project successfully. 

PM Triangle 
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The Project Management Triangle (PM Triangle) is used by managers 
to analyze or understand the difficulties that may arise due to 
implementing and executing a project. 

All projects irrespective of their size will have many constraints. There 
are three main interdependent constraints for every 
project: time, cost and scope. This is also known as the Project 
Management Triangle. 

 

1. Time 
A project’s activities can either take a shorter or longer amount of time to 
complete. Completion of tasks depends on a number of factors such as 
the number of people working on the project, experience, skills, etc. Time 
is a crucial factor which is uncontrollable. On the other hand, failure to 
meet the deadlines in a project can create adverse effects. Most often, 
the main reason for organizations to fail in terms of time is due to a lack 
of resources. 

2. Cost 
It’s imperative for both the project manager and the organization to have 
an estimated cost when undertaking a project. Budgets will ensure that 
the project is developed or implemented below a certain cost. 
Sometimes, project managers have to allocate additional resources in 
order to meet the deadlines with a penalty of additional project costs. 

3. Scope 
The scope looks at the outcome of the project undertaken. This consists 
of a list of deliverables, which need to be addressed by the project team. 
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A successful project manager will know to manage both the scope of the 
project and any change in scope which impacts time and cost. 

What about Quality? 
Quality is not one of the three corners of the project management 
triangle, but it is the ultimate objective of every delivery. Hence, the 
project management triangle implies quality. 

The major takeaway from the Triple Constraint, being that it is a triangle, 
is that one cannot adjust or alter one side of it without in effect, altering 
the other sides. So for example, if there is a request for a scope change 
mid-way through the execution of the project, the other two attributes 
(cost and time) will be affected in some manner. How much or how little 
is dictated by the nature and complexity of the scope change. As an 
added example, if the schedule appears to be tight and the project 
manager determines that the scoped requirements cannot be 
accomplished within the allotted time, both cost and time are affected. 

PM Triple Constraint 

Example: “Pick Two” 
To provide an easy example, we changed the dimensions of the triangle 
into the options of Fast, Good, and Cheap, and ask you to pick any two. 
Here, Fast refers to the time required to deliver the product, Good is the 
quality of the final product, and Cheap refers to the total cost of 
designing and building the product. 

 

This triangle reflects the fact that the three properties of a project are 
interrelated, and it is not possible to optimize all three – one will always 
suffer. In other words, you have three options: 
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 Design something quickly and to a high standard, but then it will 
not be cheap. 

 Design something quickly and cheaply, but it will not be of high 
quality. 

 Design something with high quality and cheaply, but it will take a 
relatively long time. 

As the project manager, making sure that you stay on top of all the key 
attributes of the triple constraint will make the likelihood of project 
success that much higher. So be cognizant of any fluctuations to the key 
attributes, whether they be unexpected or requested. Never assume that 
other attributes can be left unchanged if one attribute is known to be 
changing or fluctuating. As noted earlier, one cannot simply dismiss a 
change to one without being fully aware of the fact that it will affect the 
other two. 

The Triple Constraint is one of the most known and well-respected 
mechanisms for signifying the interaction of the key attributes of a 
project. Being fully aware of its function and implications is an important 
aspect of the project manager’s role and responsibility. The triple 
constraint is meant to be an asset to the project manager’s arsenal and 
should not be viewed as a hindrance. 

The project triangle expresses the “triple constraint” of time, cost, and 
scope. 

PM Roles 

Irrespective of how the organization is structured, there are certain roles 
and responsibilities that are required in all projects. Different 
organizations may use different names for these roles but the 
responsibilities of each one will be the same. 

1. The Project Stakeholders 
Stakeholders are individuals and organizations that are actively involved 
in the project, or whose interests may be positively or negatively affected 
by the execution of the project. They may also exert influence over the 
project and its deliverables. The project management team must identify 
the stakeholders, determine their requirements and expectations, and 
manage their influence in relation to the requirements to ensure a 
successful project. 
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2. The Project Sponsor 
The project sponsor is responsible for securing the financing and overall 
resource budget approval and owns the opportunities and risks related to 
the financial outcome of the project. An effective sponsor will be 
someone with the authority and personal drive to overcome major 
obstacles to completing the project. The role of the project sponsor is to 
approve and fund the project, but not to get involved in day-to-day 
management. 

3. The Project Manager 
The project manager is the person assigned by the performing 
organization to achieve the project objectives. The project manager has 
the authority to use cash and other resources up to the limit set in the 
project charter. A project manager should have experience in the project 
domain and should also be familiar with the processes that make up 
project management. 

There are typically three different project management roles: 
1. Project stakeholders – 2. Project sponsor – 3. Project manager 

3. Project Lifecycle 

 

Regardless of what kind of project you’re planning, every project goes 
through the same stages, more or less. The project lifecycle is the 
sequence of phases that a project goes through from the beginning to its 
end. A project typically has four major phases: Initiation, Planning, 
Execution, and Closure. 
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1 – Initiation 

 

The first phase in the project is the Initiation Phase. The goal of this 
phase is to define the project and develop a business case for it. 

Once a business problem or opportunity has been identified, a Business 
Case is prepared. This includes an executive summary, a detailed 
definition of the challenge or goal and an analysis of the potential 
solution options available. For each option, the potential costs, benefits, 
risks, and issues are documented. The Business Case also includes the 
recommended solution and a generic execution timeline. The Business 
Case is approved by the Project Sponsor and the required funding is 
allocated to proceed with the project. 

At any stage during (or after) the development of a Business Case, 
a Feasibility Study may be commissioned. The purpose is to assess the 
likelihood of a particular solution option’s achieving the benefits outlined 
in the Business Case. The Feasibility Study will also investigate whether 
the forecast costs are reasonable, the solution is achievable, the risks 
are acceptable and/or any likely issues are avoidable. 

At this point, the scope of the project has been defined in detail and 
the Project Team is ready to be appointed. Although a Project Manager 
can be appointed at any stage of the project, he/she will need to be 
appointed prior to the establishment of the project team. The Project 
Manager documents a detailed Job Description for each project role and 
appoints a human resource to each role based on his/her relevant skills 
and experience. 

Once the team members are ‘fully resourced’, the Project Office is 
ready to be set-up. The Project Office is the physical environment within 
which the team will be based. Although it is usual to have one central 
project office, it is possible to have a ‘virtual project office’ environment, 
with project team members in various locations around the world. 

Ask yourself the following questions during Initiation: 

 What is the problem? 

 Will the development of a project solve that problem? 
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 What are the specific goals of the project? 

During the Initiation Phase, you figure out an objective for your project, 
determine whether the project is feasible, and identify the major 
deliverables for the project. The phase is essentially about laying out the 
project’s mission. 

2 – Planning 

 

The Planning Phase is the second phase of the project life cycle. It 
involves creating a set of plans to help guide your team through the next 
phases of the project. 

Once the project receives the green light, it needs a solid plan to guide 
the team, as well as keep them on time and on budget. A well-
written Project Plan identifies the project timeline, including the phases 
of the project, the tasks to be performed, and possible constraints. The 
plan should be agreed and approved by the project team and its key 
stakeholders. 

The Project Plan is the most important document created in the planning 
phase and typically includes the following detail sub-plans: 

 A Resource Plan identifies the types of resources (labor, 
equipment, and materials) and quantities of each resource type 
needed for the project. 

 Similar to the Resource Plan, a Financial Plan identifies the 
quantity of money required for the resources. An expense 
schedule can help you to compare forecast spending vs. the 
actual spending throughout the project. 

 A Quality Plan defines what quality means in terms of this 
project, lists clear quality targets for each deliverable, and 
identifies the techniques used to control the actual level of 
quality. 

 The foreseeable project risks are then documented within a Risk 
Plan and a set of actions to be taken formulated to both prevent 
each risk from occurring and reduce the impact of the risk should 
it eventuate.  
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 A Communications Plan identifies the types of information to 
be distributed, the methods of distributing information to 
stakeholders, the frequency of distribution and responsibilities of 
each person in the project team for distributing information 
regularly to stakeholders. 

The plans created during this phase will help you to manage time, cost, 
quality, change, risk, and issues. They will also help you manage staff 
and external suppliers, to ensure that you deliver the project on time and 
within budget. 

Ask yourself the following questions during Planning: 

 Are there measurable objectives or success criteria? 

 Do you have a high-level description of the project, requirements 
and risks? 

 Can you adequately schedule and budget high-level milestones? 

During the Planning Phase, you break down the larger project into 
smaller tasks, assign them to team members, and prepare a schedule for 
the completion of assignments. Make sure to create smaller goals within 
the larger project! 

3 – Execution 

 

The third phase, Execution Phase, is usually the longest phase in the 
project lifecycle and it typically consumes the most energy and the most 
resources. 

This phase involves the execution of each activity and task listed in the 
Project Plan. In this phase, you will build the physical project 
deliverables. The Project Manager monitors and controls the activities, 
resources, and expenditure required to build each deliverable. This 
constant vigilance helps keep the project moving ahead smoothly. If you 
developed a good plan in the previous phase, executing the project will 
be much easier. 
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There are different visual tools that you can apply to see which 
deliverables have been completed to ensure that your project remains on 
track. We will introduce the most important ones in the next chapters. 

Ask yourself the following questions during Execution: 

 Is the project on budget and on time? 

 Can resource planning be optimized? 

 Are there major roadblocks that require change management? 

The Execution Phase turns your plan into action. The project manager’s 
job in this phase is to keep work on track, monitor the activities, and 
make sure the work is done according to the original plan. 

4 – Closure 

 

The Closure Phase is the last phase of the project life cycle. In this 
phase, you will formally close your project and determine the success of 
the project. 

When you have worked long and hard on a project and it’s finally 
completed, it’s hard to find time to really close it down properly. However, 
it is definitely in your best interest to have a closure procedure so that 
you cover every base and can safely archive it. Project Closure involves 
undertaking a series of activities to wind up the project, including: 

 Analyzing whether the project’s goals were met (tasks 
completed, on time and on budget) and the initial problem solved 
using a prepared checklist. 

 Evaluating how team members performed, including whether 
they met their goals along with timeliness and quality of work. 

 Conduct a final analysis of the project, taking into account 
lessons learned for similar projects in the future. 

 Communicating closure to all stakeholders and interested 
parties. 

A Project Closure Report, created by the Project Manager, is the final 
document that assesses the success of the project and also catalogs 
project deliverables and officially ends the project. The primary objective 
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of a project closure report is to provide a complete picture of the 
successes and failures of a project. 

Ask yourself the following questions during Closure: 

 Are the project’s completion criteria met? 

 Have the stakeholder received the project closure report? 

 Have all project artifacts been collected and archived? 

Some methodologies also include a fifth phase (labeled controlling or 
monitoring) but for our purposes, this phase is covered under the 
execution and closure phases. 

During the Closure Phase, you will formally close your project and 
determine the success of the project. 

Book Example 

Now that we know the project lifecycle and the four major project phases, 
it is time to take a look at a real-life example to understand the concept 
better. We will keep it simple and assume that you and your team intend 
to create, develop and publish a new textbook. 

 

1. Project Initiation 
In the initiation phase, we need to get a rough idea of how long it will 
take to make, how much it will cost, and the effect it will have. If the CEO 
of the publishing company decides that the value is worth the perceived 
difficulty, it’s time to move onto planning. 

2. Project Planning 
The planning stage would involve meeting with the marketing team and 
stamping out a timeframe for each chapter of the book to be completed. 
Once the topic has been set and assessed (for the difficulty of writing), 
these dates will become more solid. 

The person responsible for writing each chapter will be assigned, along 
with the task of designing and creating the book itself. Furthermore, risks 
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such as hidden topic depth or difficulty in securing a designer for the 
book would be assessed. 

3. Project Execution 
The execution stage would involve creating the content for each chapter 
and carving out regular meetings during which your team’s progress and 
problems will be relayed. Everyone should know what they are working 
on, why they are working on it, when it should be completed by, and 
what everyone else is responsible for. 

For our book, let’s say that you’ve set out a two-month deadline for the 
final product, and you meet twice a week with your marketing team to 
check on their progress. If problems arise, such as a chapter being more 
complex than originally thought or team members having to take time off, 
you may have to bring in someone who wasn’t already working on the 
project, or shift the responsibilities of the current workforce on the project 
to better suit the new situation. 

4. Project Closure 
The project closing step would be after the book’s public launch. Once 
complete, the benefits would be tracked (eg, increased conversion 
rates), any expenses on items such as the design of the book would be 
totaled, and contracts with freelancers terminated. 

Whether you’re working on a small project with modest business goals or 
a large, multi-departmental initiative, understanding the project 
management life cycle is essential. Every project has essential 
milestones at the beginning, in the middle, and at the end, following a 
path from initiation to completion to evaluation. Working with an 
understanding of the project management cycle helps you keep your 
project organized and on track from ideation to completion. 

4. Essential Tools 

Selecting the right approach to manage a project is 
essential for the successful delivery of projects. There are many project 
management techniques you can choose from. In this chapter, we will 
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discuss the top four tools that project managers should know in order to 
steer their projects to success. 

Work Breakdown Structure 

Work Breakdown Structure (WBS) is a project management tool to 
visualize the scope of work by breaking a project into individual 
components that can be effectively scheduled. Such a structure defines 
tasks that can be completed independently of other tasks. 

The WBS is a tree-style structure with the overall task on the top; 
followed by project sections and further into individual tasks. The 
components may be explained in text or in boxes. The following picture 
shows a WBS example for constructing a house: 

 

The WBS enables a team to estimate time and/or cost for each task, 
then tally the numbers to arrive at an overall project estimation. The chart 
resembles the layout of a family tree, with the project at the root and 
splitting branches from it into smaller and smaller components. As such, 
it is neither useful as a timeline to see the interdependencies of tasks, 
nor for scheduling overlapping tasks. 

 

Gantt Chart 

A Gantt Chart is one of the most popular ways of showing activities 
(tasks or events) displayed against time. The bar chart is named after its 
inventor Henry Gantt, who designed the first chart in 1917. 

https://www.ibm-institute.com/lessons/3-project-life-cycle/
https://www.ibm-institute.com/lessons/3-project-life-cycle/
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On the left of the chart is a list of the activities and along the top is a 
suitable time scale. Each activity is represented by a bar; the position 
and length of the bar reflect the start date, duration and end date of the 
activity. 

The following picture shows a Gantt Chart example for building a 
house. Note that two activities (the plumbing and electrical work) can be 
executed simultaneously. 

 

A Gantt Chart allows you to see at a glance: 

 What the various activities are 

 When each activity begins and ends 

 How long each activity is scheduled to last 
 Where activities overlap with other activities, and by how much 

 The start and end date of the whole project 

 A Gantt Chart shows what has to be done (activities) and when 
(schedule). 

PERT Chart 

The acronym PERT stands for Program Evaluation Review Technique. 
It’s a primary project management tool used to schedule, organize, and 
coordinate tasks within a project. The PERT Chart can show task 
division, time allocation, and starting and ending dates. 
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Unlike the Gantt Chart which uses bars to represent tasks, the PERT 
Chart displays information as a network model that uses boxes to 
represent tasks and arrows to present dependencies between tasks. 

Here, you can see a PERT chart example for building a website: 

 

In this example, different legends make it possible to categorize tasks 
effectively. The tasks are categorized based on their owners, which 
include the programming team (yellow), the design team (blue), or both 
(green). 

The layout of a PERT Chart makes it easier to see the relationships 
between different activities. On the downside, however, this chart can 
become quite confusing with complex projects that feature many 
dependencies and tasks. 

Critical Path Method 

Critical Path Model (CPM) is another important project management 
technique that requires you to construct a project model that includes a 
list of all tasks, the duration to complete the tasks, dependencies 
between tasks, and deliverables for the entire project. 

With this information, you can easily calculate the longest path to 
completion of tasks. The Critical Path is the longest path of scheduled 
activities that must be met in order to execute a project. 
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For example, if you’re building a house, you would have several task 
sequences as follows: 

 

Each task takes a different amount of time and resources. It takes more 
time to build walls and lay the roof than to install faucets and fixtures. 

If you had to figure out the project’s ‘Critical Path’, you would look at the 
sequence that takes the most amount of time, like this: 

 

The total time taken to complete the sequence along this critical path 
would give you an idea of the project’s minimum duration. In our 
example, the critical path takes 40 days. 

You might undertake several task sequences simultaneously, but if there 
are any delays in the critical path sequence, your project will suffer 
delays as well. 

The CPM calculates the longest path of planned activities to the end of 
the project and the earliest and latest that each activity can start and 
finish without increasing the overall project duration. This process 
determines which activities are “critical” (on the longest path, colored 
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blue) and which have “total float” (can be delayed without making the 
project longer, colored green). 

5. New Frameworks 

 

Project management has evolved significantly in recent years, and there 
are plenty of project management frameworks to help facilitate these 
changes. In this chapter, we will explore the most important modern 
project management methodologies: Agile, Scrum and Kanban. 

Agile 

What is the easiest way to plan out a project? Sequence the tasks that 
lead to a final deliverable and work on them one after another. This is 
the waterfall methodology. Waterfall project management originated in 
construction industries where one phase must be completed before 
another begins. The waterfall methodology excels in predictability, but 
lacks in flexibility. 

In early 2001, a group of 17 people met to discuss the future of software 
development in Snowbird, Utah (US). The group’s members shared 
frustration about the current state of affairs. The problem, they agreed, 
was that companies were so focused on excessively planning and 
documenting their software development cycles that they lost sight of 
what really mattered – pleasing their customers. 

The famous Agile Manifesto emerged from this group meeting at just 68 
words: 

We are uncovering better ways of developing software by doing it and 
helping others do it. Through this work we have come to value: 

 Individuals and interactions over processes and tools. 
 Working software over comprehensive documentation. 
 Customer collaboration over contract negotiation. 
 Responding to change over following a plan. 
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That is, while there is value in the items on the right, we value the items 
on the left more. 

– Agile Manifesto 2001 

The short document went on to change software development and 
project management forever. In the two decades since its creation, these 
words have been embraced (in varying degrees) by countless 
individuals, teams, and companies. 

Agile development is based on an incremental, iterative approach. 
Instead of in-depth planning at the beginning of the project, Agile 
methodologies are open to changing requirements over time and 
encourages constant feedback from the end-users. 

In Agile methodologies, leadership encourages teamwork, accountability, 
and face-to-face communication. Project objectives are made clear by 
the customer (internal or external) while the final deliverable can change 
as the project progresses. The project team works in iterative cycles, 
always evaluating results at the end. 

 

Depending on the results of these evaluations, the final deliverable may 
be modified in order to better answer the customer’s needs. Continuous 
collaboration and communication are key, both within the project team 
members and with project stakeholders. 

Advantages of Agile Disadvantages of Agile 

 Change is embraced: With shorter planning 

cycles, it’s easy to accommodate and accept 

 Planning can be less concrete: It can 

sometimes be hard to pin down a solid 
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changes at any time during the project. 

 Continuous improvement: Agile projects 

encourage feedback from users, customers 

and team members throughout the whole 

project. 

 Faster, high-quality delivery: Breaking 

down the project into iterations allows the 

team to focus on high-quality development, 

testing, and collaboration. 

 Strong team interaction: Agile highlights 

the importance of frequent communication 

and face-to-face interactions. Teams work 

together and people are able to take 

responsibility and own parts of the projects. 

delivery date. Re-prioritizing tasks and adding 

new sprints may delay the whole project. 

 Team must be knowledgeable: Agile teams 

are usually small, so team members must be 

highly skilled in a variety of areas. They also 

must understand and feel comfortable with 

the chosen Agile methodology. 

 Final product can be very 

different: Because Agile is so flexible, new 

iterations may be added based on evolving 

customer feedback, which can lead to a very 

different final deliverable. The final product 

can look much different than what was 

initially intended. 

Scrum 

Scrum is a subset of Agile and one of the most popular process 
frameworks for implementing Agile. It is an iterative development model 
used to manage complex software and product development. Fixed-
length iterations, called sprints lasting two weeks long, allow the team to 
ship software on a regular cadence. At the end of each sprint, 
stakeholders and team members meet to plan the next steps. 

 

Every Scrum project includes certain roles, responsibilities, ceremonies, 
tools, and artifacts that never change. Here we highlight the most 
important ones: 

 Scrum Master: Often considered the coach for the team, the 
Scrum Master helps the team do their best possible work. A key 
difference between a Scrum Master and a traditional project 
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manager is that a Scrum Master does not give step-by-step 
directions to the team. 

 Daily Scrum meetings: The Daily Scrum is a 15-minute stand-
up meeting where each team member talks about their goals 
and any issues that have come up. 

 Sprint review meeting: At the end of each sprint, the team 
presents the work they have completed at a sprint review 
meeting. This meeting should feature a live demonstration, not a 
report or a PowerPoint presentation. 

 Scrum board: The Scrum task board can have different forms – 
it traditionally involves index cards, Post-It notes, or a 
whiteboard. The Scrum board is usually divided into three 
categories: to do, work in progress, and done. 

 User stories: A user story describes a software feature from the 
customer’s perspective. It includes the type of user, what they 
want, and why they want it. 

Working with Scrum often means changing the team’s habits. They need 
to take more responsibility and boost the speed of delivery. This level of 
commitment acts as a change agent; as the teams commit to sprint 
goals, they are more and more motivated to get better and faster to 
deliver a quality product. A good place to start with Scrum is to talk about 
the roles and their responsibilities. 

Advantages of Scrum Disadvantages of Scrum 

 More transparency and project 

visibility: With daily stand-up meetings, the 

whole team knows who is doing what, 

eliminating many misunderstandings and 

confusion. 

 Increased team accountability: The Scrum 

Master and the teamwork together and help 

each other, improving collaboration and 

empowering each team member to be 

independent. 

 Easy to accommodate changes: With short 

sprints and constant feedback, it’s easier to 

cope with changes. For example, if the team 

discovers a new user story during one sprint, 

they can easily add that feature to the next 

sprint. 

 Risk of scope creep: “Scope creep” refers to 

uncontrolled growth in a project’s scope, 

since stakeholders may be tempted to keep 

requesting additional functionality. 

 Team requires experience and 

commitment: With defined roles and 

responsibilities, the team needs to be familiar 

with Scrum principles and needs to commit to 

the daily Scrum meetings. 

 Poorly defined tasks can lead to 

inaccuracies: Project costs and timelines 

won’t be accurate if tasks are not well 

defined. If the initial goals are unclear, 

planning becomes difficult and sprints can 

take more time than originally estimated. 
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Kanban 

Kanban is another framework for implementing agile but is based on a 
team’s capacity to do work. It originated from the factories of Toyota 
during the 1940s and was originally a visual system of cards (“kanban” in 
Japanese) used by a department to signal that their team has more 
capacity to produce. 

Kanban strives to better coordinate and balance work with the capacity 
and bandwidth among workers. The framework does not require a 
certain setup or procedure. Therefore, you could overlay Kanban on top 
of other existing workflows. 

The Kanban board is the central tool to implement the Kanban method 
for projects. A Kanban board – whether it is physical or digital – is split 
into categories of work to do, work doing, and work done. Each task is 
recorded on a Kanban card, which moves from column to column on the 
board as it moves through the team’s process. 

 

A visual representation of your work allows you to understand the big 
picture and see how the flow of work progresses. The Kanban board 
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keeps team members on the same page, but it also helps teams identify 
where processes need improvement. It makes problems like bottlenecks 
highly visible, allowing the team to make corrections as needed. 

Traditionally, this tool has been a physical board, with magnets or sticky 
notes on a whiteboard to represent work items. However, in recent 
years, modern project management software tools have created online 
Kanban boards that can display even more complex tasks and add more 
columns to better visualize the processes. 

The flow of work throughout the Kanban board should be monitored and 
improved upon. Ideally, you want a fast, smooth flow, which shows that 
the team is creating value quickly. The team should analyze problems in 
the flow then implement changes. 

The Kanban method encourages small, continuous changes that stick. 
Once the Kanban system is in place, the team will be able to identify and 
understand issues and suggest improvements. Teams measure their 
effectiveness by tracking flow, measuring cycle time, and increasing the 
quality of work. 

Advantages of Kanban Disadvantages of Kanban 

 Increases flexibility: Kanban is an evolving, 

fluid model. There are no set phase durations 

and priorities are reevaluated as new 

information comes in. 

 Reduces waste: Kanban revolves around 

reducing waste, ensuring that teams don’t 

spend time doing work that isn’t needed, or 

doing the wrong kind of work. 

 Easy to understand: The visual nature of 

Kanban helps to make it incredibly intuitive 

and easy to learn. The team doesn’t need to 

learn a completely new methodology, and 

Kanban can be easily implemented on top of 

other systems. 

 Outdated board can lead to issues: The 

team must be committed to keeping the 

Kanban board up to date, otherwise, they’ll be 

working off inaccurate information. 

 Teams can overcomplicate the board: The 

Kanban board should remain clear and easy to 

read, however, some team members may tend 

to overload the board. 

 Lack of timing: The columns on the Kanban 

board are only marked by phase (to do, in 

progress, complete), there are no timeframes 

associated with each phase, so you really 

don’t know how long the to-do phase could 

last. 

Finally, which project management methodology should you use? 
Unsurprisingly, the answer to this question depends on your unique team 
and its aims. Waterfall works best for projects completed in a linear 
workflow. Agile focuses on adaptive, simultaneous workflows since the 
method breaks projects into smaller, iterative periods. Scrum is 
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concerned with getting more work done faster whereas Kanban is 
primarily concerned with process improvements. 

6. Conclusion 

 

Project management is the practice of initiating, planning, executing, and 
closing the work of a team to achieve specific goals and meet specific 
success criteria at the specified time. It can be somewhat complicated, 
and to do it well requires delving into what needs to be done from the 
very beginning. 

Although the practice of project management has been around for 
centuries, scholars and project management professionals are still 
studying how to make project management better. The value of face-to-
face interaction does not deteriorate, even with the deployment of virtual 
project management teams. Projects require leaders who are trained in 
both business and technology and have teams with qualified project 
management professionals when possible. 

In today’s business world managing projects has become essential. We 
hope that this course provided a short and practical project management 
introduction. 

In the last chapters, you learned the basics about: 

 the different phases of project initiation, planning, execution, and 
closure 

 essential tools like the Gantt Chart, PERT Chart and Critical 
Path Method 

 Agile Project Management as well as Scrum and Kanban 
methods 
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Welcome to Leadership & Team Development! 
Probably the most important part of becoming any sort of leader in the 
modern workplace is to be the person that others choose to follow. Even 
where compulsion is possible, it tends not to work very well. 

If people decide that they don’t want to do things your way, then they can 
find any number of ingenious ways to undermine your wishes. Even if the 
obstructive behavior justifies dismissal, firing someone always has 
negative consequences for morale, focus, and productivity. In fact, you 
can end up spending so much time and effort defending your decision to 
your boss, co-workers, or an employment tribunal that you don’t have 
any time left to do your job properly. 

If you want to take a leadership role, then the most important questions 
you can ask are: 

 Which leadership style is the most appropriate? 

 Which leadership style is most prevalent in your organization? 

 Why should my team follow my lead? 

 How can I alter my competencies and behaviors to become this 
type of leader? 

The answers to these questions depend on your role, your team, and 
the task at hand. Whilst there are some skills that you will need to 
develop in order to be an effective leader, your role, your team, and the 
task will all affect which of these skills you use. 

Before getting down to answering the question of why people would 
choose to follow your lead, you will need to understand the different 
leadership styles and types of teams that are found in the workplace. 

2. Leadership vs Management 

 

Although sometimes used synonymously, leadership and management 
can be quite different. Leaders may be managers, but not all managers 
are leaders. The main difference between leaders and managers is that 
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leaders have people follow them while managers have people who work 
for them. 

“Management is doing things right; leadership is doing the right things.” 
– Peter F. Drucker 

A successful business owner needs to be both a strong leader and 
manager to get their team on board to follow them towards their vision of 
success. Leadership is about getting people to understand and believe in 
your vision and to work with you to achieve your goals while managing is 
more about administering and making sure the day-to-day things are 
happening as they should. 

 

Key characteristics of a strong leader are: 

 Honesty & Integrity: get your people to believe you and buy 
into the journey you are taking them on 

 Vision: know where you are, where you want to go and enroll 
your team in charting a path for the future 

 Inspiration: making sure your team understands their role in the 
bigger picture 

 Ability to Challenge: do things differently and have the courage 
to think outside the box 

 Communication Skills: keep your team informed of the journey 
and where you are heading 

Common traits of a strong manager are: 

 Being Able to Execute a Vision: take a strategic vision and 
break it down into a road map to be followed 

 Ability to Direct: day-to-day work efforts, review resources 
needed and anticipate needs along the way 
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 Process Management: establish work rules, processes, 
standards, and operating procedures 

 People Focused: look after your people, their needs, listen to 
them and involve them 

In order for you to engage your staff in providing the best service to your 
guests, clients or partners, you must enroll them in your vision and align 
their perceptions and behaviors. You need to get them excited about 
where you are taking them while making sure they know what’s in it for 
them. With smaller organizations, the challenge lies in making sure you 
are both leading your team as well as managing your day to day 
operation. Those who are able to do both will create a competitive 
advantage. 

Remember: leaders may be managers, but not all managers are leaders! 

3. Leadership Theories 

 

What is it that makes some people excel in leadership roles? Leadership 
theories seek to explain how certain people become leaders. Such 
theories often focus on the characteristics of leaders, but some attempt 
to identify the behaviors that people can adopt to improve their own 
leadership abilities. 

A number of different leadership theories have been introduced to 
explain exactly how and why certain people become great leaders, but 
most can be classified into eight major types: 
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1. “Great Man” Theories 
Have you ever heard someone described as “born to lead?” According to 
this point of view, great leaders are simply born with the necessary 
internal characteristics such as charisma, confidence, intelligence, and 
social skills that make them natural-born leaders. Great man theories 
assume that the capacity for leadership is inherent – that great leaders 
are born, not made. These theories often portray great leaders as heroic, 
mythic and destined to rise to leadership when needed. The term “Great 
Man” was used because, at the time, leadership was thought of primarily 
as a male quality, especially in terms of military leadership. 

2. Trait Theories 
Similar in some ways to Great Man theories, trait theories assume that 
people inherit certain qualities and traits that make them better suited 
to leadership. Trait theories often identify particular personality or 
behavioral characteristics shared by leaders. For example, traits like 
extraversion, self-confidence, and courage are all traits that could 
potentially be linked to great leaders. If particular traits are key features 
of leadership, then how do we explain people who possess those 
qualities but are not leaders? This question is one of the difficulties in 
using trait theories to explain leadership. There are plenty of people who 
possess the personality traits associated with leadership, yet many of 
these people never seek out positions of leadership. 

3. Contingency Theories 
Contingency theories of leadership focus on particular variables related 
to the environment that might determine which particular style of 
leadership is best suited for the situation. According to this theory, no 
leadership style is best in all situations. Success depends upon 
a number of variables, including the leadership style, qualities of the 
followers and aspects of the situation. 

4. Situational Theories 
Situational theories propose that leaders choose the best course of 
action based upon situational variables. Different styles of leadership 
may be more appropriate for certain types of decision-making. For 
example, in a situation where the leader is the most knowledgeable and 
experienced member of a group, an authoritarian style might be most 
appropriate. In other instances where group members are skilled 
experts, a democratic style would be more effective. 

5. Behavioral Theories 
Behavioral theories of leadership are based upon the belief that great 
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leaders are made, not born. Consider it the flip-side of the Great Man 
theories. Rooted in behaviorism, this leadership theory focuses on the 
actions of leaders, not on mental qualities or internal states. According to 
this theory, people can learn to become leaders through teaching and 
observation. 

6. Participative Theories 
Participative leadership theories suggest that the ideal leadership style is 
one that takes the input of others into account. These leaders 
encourage participation and contributions from group members and 
help group members feel more relevant and committed to the decision-
making process. In participative theories, however, the leader retains the 
right to allow the input of others. 

7. Management Theories 
Management theories, also known as transactional theories, focus on the 
role of supervision, organization and group performance. These theories 
base leadership on a system of rewards and punishments. 
Managerial theories are often used in business; when employees are 
successful, they are rewarded; when they fail, they are reprimanded or 
punished. 

8. Relationship Theories 
Relationship theories, also known as transformational theories, focus 
upon the connections formed between leaders and followers. 
Transformational leaders motivate and inspire people by helping group 
members see the importance and higher good of the task. These leaders 
are focused on the performance of group members, but also want each 
person to fulfill his or her potential. Leaders with this style often have 
high ethical and moral standards. 

There are many different ways of thinking about leadership, ranging from 
focusing on the personality traits of great leadership to emphasizing 
aspects of the situation that help determine how people lead. Like most 
things, leadership is a highly multi-faceted subject and it is a mixture of 
many factors that help determine why some people become great 
leaders. 

4. Leadership Styles 
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There is not a one-size-fits-all leadership style for all firms. However, 
having a thorough understanding of various leadership styles enables 
executives to not only adopt the correct characteristics for themselves 
but also choose better managers throughout the organization. 

Autocratic Leadership 

 

This style of leadership is both directive and controlling. The leader will 
make all decisions without consulting employees and will also dictate 
employee roles. Micromanaging is a form of autocratic leadership in 
which upper management controls even the smallest tasks undertaken 
by subordinates. The autocratic style of leadership limits employee 
freedom of expression and participation in the decision-making process. 
It may result in alienating employees from leadership and will not serve 
to create trust between managers and subordinates. Further, creative 
minds cannot flourish under autocratic leadership. 

Autocratic leadership may best be used when companies are managing 
less experienced employees. Western companies operating in less 
developed countries often use autocratic leadership. It allows the 
parent corporation more control over its overseas investment. In 
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countries where the government controls the economy, 
Western corporations often use autocratic leadership because the 
employees are used to making decisions to satisfy the goals of the 
government, not the parent corporation. 

Managers should not use the autocratic leadership style in operations 
where employees expect to voice their opinions. It also should not be 
used if employees begin expecting managers to make all the decisions 
for them, or if employees become fearful or resentful. 

Laissez-Faire Leadership 

 

This free-rein form of leadership, if it is to be successful, requires 
extensive communication by management with employees. It is the 
style of leadership that makes employees responsible for most of the 
decisions that are made, and in which they are minimally supervised. 
Employees are responsible for motivating and managing themselves on 
a daily basis under this leadership style. 

Laissez-faire leadership may best be used when employees are 
educated, knowledgeable, and self-motivated. Employees must have 
the drive and ambition to achieve goals on their own for this style to 
be most effective. 

Laissez-faire leadership is not a good idea in situations where 
employees feel insecure about the manager’s lack of availability or the 
manager is using the employees to cover for his or her inability to carry 
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out his or her own work. This type of situation can create resentment and 
result in an unhealthy work environment. 

 

Democratic Leadership 

 

This style of management is centered on employee 
participation and involves decision making by consensus and 
consultation. The leader will involve employees in the decision-making 
process and they will be encouraged to give input and delegate 
assignments. Democratic leadership often leads to empowerment of 
employees because it gives them a sense of responsibility for the 
decisions made by management. This can also be a very effective form 
of management when employees offer a different perspective than the 
manager, due to their daily involvement with work. A successful leader 
will know when to be a teacher and when to be a student. 

Democratic leadership may best be used when working with highly 
skilled and experienced employees. It is most useful for implementing 
organizational changes, for resolving group problems, and when the 
leader is uncertain about which direction to take and therefore requires 
input from knowledgeable employees. 

One of the downsides of democratic leadership is that it may lead to 
endless meetings and therefore create frustration among employees if 
used for every decision made by a company. Democratic leadership is 
not a good idea in situations when the business cannot afford to make 

https://www.ibm-institute.com/topic/autocratic-leadership/
https://www.ibm-institute.com/topic/autocratic-leadership/
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mistakes – for instance, when a company is facing a crisis situation such 
as bankruptcy. 

As with many categories that describe business concepts, an 
organization and its leadership may apply any or all of these 
leadership styles. 

For instance, the managing partners of an architectural firm may utilize 
autocratic leadership style with the lower levels in its clerical and 
administrative functions but employ a democratic or laissez-faire 
leadership style with its professional staff of architect-associates and 
partners. 

Transformational Leadership 

Transformational leadership is based on the ability of the leader 
to motivate and influence followers through their intellectual 
stimulation, and individual consideration. These leaders offer a role 
model that inspires, interests, and challenges their followers to take 
greater ownership for their work. A transformational leader understands 
the strengths and weaknesses of each follower and assigns tasks that 
enhance each individual’s performance. 
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Leaders who have a clear vision and are able to articulate it effectively 
to others often characterize this style of leadership. They look beyond 
themselves in order to work for the greater good of everyone. This type 
of leader will bring others into the decision-making process and will 
allow those around them opportunity to learn and grow as individuals. 

They seek out different perspectives when trying to solve a problem and 
are able to instill pride into those who work under them. Transformational 
leaders spend time coaching their employees and learning from them as 
well. 

Transactional Leadership 

This leadership style is characterized by centralized control over 
employees. The transactional leader will control outcomes and strive for 
behavioral compliance. Employees under a transactional leader are 
motivated by the transactional leader’s praise, raise, and promise 
(rewards). They may also be corrected by the leader’s negative 
feedback, threats, or disciplinary action (sanctions). 

 

This type of leadership makes certain assumptions about your team. 
Firstly, that they are only motivated by reward or punishment; they have 
no self-motivation. Secondly, that they know from the outset that they 
must obey your instructions without question and expect to be closely 
monitored and controlled. 

The most effective leadership style is using a combination of 
styles. Leaders should know when it is best to be autocratic and when to 
be democratic. They can also be transformational and transactional at 
the same time; these are not mutually exclusive styles and in fact can 
complement one another extremely well. 
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5. Leadership Trends 

In today’s competitive environment, leaders are continually 
searching for new ideas and approaches to improving their 
understanding of leadership. They need to stay on top of the current 
trends influencing their company, their industry, their employees and 
attitudes toward the working world in general. 

These are five of the most important recent leadership trends: 

 

1. Coaching 
A new trend of effective leadership, coaching, has become extremely 
popular throughout different organizations. When coaching, management 
provides employees with ideas, feedback, and consultation, but 
decisions will ultimately be left in the hands of the employees. Coaching 
prepares employees for the challenges they will face. The lower an 
employee’s skill and experience level, the more coaching the worker will 
require. The interactions that an employee has with the manager are the 
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best opportunities they have for enhancing their respective skills. 
Coaching enables the employees to excel at their tasks. Instilling 
confidence in employees is extremely important. If management conveys 
the belief that employees will exceed expectations, it helps them do so. 

2. Employee Empowerment 
As organizations and companies become increasingly borderless, 
employee empowerment becomes ever more important. This trend 
in leadership has allowed employees to participate in the decision-
making processes. Employee empowerment is also a method for 
building employee self-esteem and can also improve customer 
satisfaction. It also ties them more closely to the company goals and will 
serve to increase their pride in their work and loyalty to the organization. 

3. Global Leadership 
As corporations become increasingly international in scope, there is 
a growing demand for global leaders. Although many of the qualities that 
make a successful domestic leader will make a successful global leader, 
the differences lie in the abilities of the leader to take on a global 
perspective. Global leaders are often entrepreneurial; they will have the 
ambition to take their ideas and strategies across borders. They will also 
have to develop cultural understanding; global leaders must be sensitive 
to the cultures of those working under them, no matter where they are 
based. Global leaders must also be adaptable; this is part of accepting 
the cultural norms of different countries in which they are operating. They 
must know when to adapt the operational structure of the organization or 
adjust their leadership styles in order to relate to those around them. 
However, as adaptable as they must be, the global leader should not 
adapt his or her ethics or values to suit local tastes. Global leaders must 
also serve as role models, fighting corruption, not giving in to it. 

4. Equitable Treatment 
An important trend in leadership is the equitable treatment of employees. 
This does not mean that each employee will be treated the same; it 
means that every employee will be given the amount of individual 
attention they require, and it will involve leadership knowing his or her 
employees. A good leader will get to know employees well enough to 
give them what they need in order to best perform. For some employees 
that may mean more structure; for others, it may mean more freedom. 
Some employees may need to be monitored more carefully, while others 
may work better independently. Leaders must know how to bring out the 
best in employees and how to build solid relationships with them; the 
most effective way of doing this is by getting to know them individually. 
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5. Feedback 
Employees thrive on feedback, and by providing feedback and 
communicating effectively, managers can give employees the tools they 
need to improve their performance. Providing feedback will not dampen 
employee morale in most cases, but will allow opportunities for 
employees to learn from their mistakes and move on to perform their 
tasks better. Positive reinforcement should be used to encourage 
employees’ positive behavior, but when criticism is necessary, make 
sure it is constructive. Managers can do this best by telling employees 
exactly what was observed and how they interpreted it; this also will 
allow employees to better understand what the manager saw in their 
performance and to explain if there has been a misunderstanding. 

6. Tuckman’s Group Stages 

 

One of the most influential studies about team building is Bruce 
Tuckman’s four-stage model called ‘Tuckman’s Stages for a Group’ from 
1965. It states that the ideal group decision-making process should occur 
in four stages. These enable a group to tackle problems, find solutions 
and deliver results. 

Stage 1: Forming 
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This first stage involves the bringing together of a group of individuals to 
form a team. At this stage, members usually have positive expectations 
about the venture, although they may harbor some anxiety about other 
members, such as who they are and what they are like. At this point, it is 
about building relationships within the group and clarifying the team’s 
mission. Initially, individuals behave independently of each other, but as 
they gather information and impressions the team members begin to 
agree on goals and tackle particular tasks. 

The length of this first stage will depend on how clearly the task is 
defined and on how much experience the individuals have of working in 
a team. Groups with simple tasks will move through orientation quickly, 
but groups with complex goals and tasks may spend much longer in this 
stage. Teams made up of people who are used to being autonomous will 
take longer to build the necessary relationships for a successful team 
than those used to working in a group. Many individuals may be reluctant 
to contribute at this stage and their support of the leader is given 
cautiously. 

As a manager you need to be very ‘hands-on’ at this stage, giving clear 
directions and structure to make sure that your team builds strong 
relationships. You can facilitate this by making sure your 
communications dispel any misunderstandings that could arise about 
roles and responsibilities. 

With decisions being made in the majority of cases by the nominated 
leader you also need to ensure that no team member is committing 
themselves to do too much, or too little, of the planned work. 
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By paying attention from the outset to building good relationships, as well 
as focusing on a clearly defined task, your team will perform better than 
teams whose managers rush through or skip over the relationship-
building stage. 

Stage 2: Storming 

 

During this second stage, where team members feel more able to 
express and question opinions, you will see more evidence of internal 
conflict. Your role as a manager is to contain and direct this energy into 
a productive channel. You need to be aware that some level of internal 
conflict will cause a simultaneous dip in team morale. 

Your management role will have to become more supportive, guiding the 
team in their decision-making and offering explanations of how these 
decisions came about. You need to define what you and the organization 
expect of the team in terms of professional behavior. 

This more instructional approach will enable you, as team manager, to 
prevent any conflict from getting out of control and poisoning 
relationships between team members. 

You will be able to recognize when your team moves into the ‘storming’ 
stage because you will observe your team beginning to address the 
differences between their initial perceptions and the reality of the 
situation that they have been formed to address. This will cover issues 
such as what problems they are really supposed to solve, how they will 
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function independently and together, and what leadership model they will 
accept. 

As your team members begin to negotiate the work assignments and 
express their views on the best way to achieve the task outcome 
disagreements will arise. Through your active listening skills, you will 
mediate and help decisions to be made through compromise as the most 
efficient way to attain the necessary outcomes. 

While your team members confront each other’s ideas, test differing 
perspectives, discuss what the group needs to do, and how best to 
accomplish it, your role becomes one of a facilitator building trust within 
sub-groups of the team. 

Team storming, whilst it may be contentious and unpleasant, will be 
resolved relatively quickly with your guidance and support. You must 
view this as a necessary step for your team to become a cohesive whole, 
not as an enormous irritation to be dismissed. You may also choose to 
break the team into smaller subsets of cohesive individuals within your 
team so that morale and productivity are raised. 

Stage 3: Norming 

 

Once your team has reached the third stage of its development the 
members focus on resolving differences so that the mission and goals 
can be clearly defined. Your role within the team transfers from that of a 
leader to that of a team member. 
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Team members are learning more about each other and how they will 
work together and are developing tools such as a problem-solving 
process, a code of conduct, a set of team values, and measurement 
indicators. The team has now established core processes, and as 
manager, you need to ensure the team avoids spending unnecessary 
time on issues related to the smaller processes. 

During this period of negotiation and discussion, your role becomes one 
of observer and facilitator in order to assist your team in establishing the 
ground rules of behavior as they learn to work together. Their attitudes 
are characterized by decreasing animosities toward other members; 
feelings of cohesion, mutual respect, harmony, and trust; and a feeling of 
pleasure in accomplishing tasks. 

Your team is truly developing a sense of team pride, and you will see 
evidence of increased productivity as skills develop. The team arrives at 
decisions that are more in line with their purpose rather than from a 
position of compromise. 

You can begin to transform your role as coach to one of a mentor and 
delegator, offering your team greater opportunities to raise their levels of 
expertise. 

Stage 4: Performing 

 

Now your team has reached the final stage of its development and can 
bring real benefits to you and the organization. Your team members are 
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now competent, autonomous, and able to handle the decision-making 
process without supervision. 

Your team has been accomplishing work at every stage, but it is at this 
‘performing’ stage that work is accomplished most effectively. Morale is 
high and the general atmosphere is positive. Team members’ attitudes 
are characterized by positive feelings and eagerness to be part of the 
team. 

Members are confident about the outcome, enjoy open 
communication, exhibit high energy, and disagreement is expected and 
allowed as long as it is channeled through means acceptable to the 
team. Leadership within the team is often shared and tasks are 
delegated within the team, which makes the overall decision-making 
process operate more easily than at earlier stages. 

As a manager, once your team is operating at this level then your role 
becomes one of overseer and delegator. You are no longer involved in 
day-to-day activities and the team’s relationships with each other 
emulate the high degree of trust and loyalty you show in your relationship 
with the team. 

Another key task you will perform at this stage is one of monitoring your 
team’s relationships and performance to ensure that the group dynamics 
remain positive and productive. This is because changes in the dynamics 
of the group can result in high-performing teams reverting to earlier 
team-building stages. 

7. Hackman’s Five-Factors-Model 

 

In 2002, whilst working at Harvard University, J. Richard Hackman 
developed a research-based model for designing and managing 
workgroups. His research centered around the question of why only 
some groups were successful. He identified the factors that can 
increase the chances of success for teams. 
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1: Being a Real Team 

 

What does Hackman mean by ‘being a real team’? The elements he said 
were required to ensure your team is ‘a real team’ are: 

 the members have a shared task, 
 the team boundaries clearly state who is inside or outside of the 

group, and 

 the group membership is stable. 

As a manager, you will have direct control over the first two elements of 
what constitutes ‘a real team’, but it is the stability of the group members 
that is often the hardest aspect to control. If you are based in a project-
type environment then it is probable that team stability will last only as 
long as the project. 

Instability within the team composition can also arise from the nature of 
the work. For example, managing within a call center environment is 
often plagued by a high rate of staff turnover due to the nature of the job 
and the fact that it often attracts transient individuals. 

As a manager in this type of environment, you will be able to minimize 
the inevitable disruption of staff turnover by developing an induction 
program that quickly integrates new recruits into the team. 

2: Compelling Direction 
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The second factor of this model is that of providing your team with a 
compelling direction. This means that you provide your team with clear 
goals, which are both challenging and consequential. 

As a manager, whatever type of team you are responsible for, you have 
direct control over the goals you set your team. You can also ensure that 
you set SMART goals for your staff that motivate and reward them. 
SMART goals are Specific, Measurable, Attainable, Relevant, and Time-
Bound. 

 

These goals need to clearly state how the team contributes to the 
organization so that the team is aware of their own contribution to the 
overall mission. 

3: Enabling Structure 
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The structure that your team exists in is the third factor that Hackman 
cites as influential in making your team a success. Some of these 
aspects you will have control over, while others are going to be dictated 
by the type of organization you are in and your role within it. 

Where possible, offering your team variety in the tasks they must 
complete improves the team’s success. Examples might include small 
changes in task assignment if you are managing a call center team, or 
keeping the size of your team at a manageable level so that they are not 
too large and become unwieldy. Sometimes you may want to make small 
sub-groups within a large team so that the qualities of successful teams 
can be nurtured. 

Within your team’s structure, you will also want to ensure that some of 
your key players have good social skills. This makes certain that 
persuasion and well-presented arguments rather than conflict form the 
basis for decision making within the team. These social skills will also 
ensure that behavior is guided by strong norms. 

4: Supportive Context 
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The fourth quality required to ensure successful teams is that of support. 
A supportive context is essential for companies and organizations, as 
they are made up of small groups which when combined form a larger 
group. 

This support framework is made up of three elements: reward, 
development, and information. 

 The reward must be linked to the performance of the group or 
team. This system must be based upon rewarding the group’s 
performance and cooperation. 

 The second element of the support must be the development of 
individual members’ skills through an educational system. For 
many organizations, this educational system is formed around 
the Appraisal System, and as a manager, it is vital that you 
develop your skills in this area. 

 The third supportive element is connected to the provision 
of information and guaranteeing easy access to this data and 
materials. Your ability as a manager to ensure your team has 
access to the information and materials they need to develop 
their own skills is crucial. 

You can take advantage of the advances in communications technology 
(computers, notebooks, smartphones, etc.) and the internet. You will be 
able to guide your team to the best resources and information they 
require to develop their skills. 

5: Expert Coaching 

 

The final aspect of the Five Factor Model is that of expert coaching and 
mentoring. Through the annual appraisal system and your day-to-day 
management of the team, you are able to identify which members of your 
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team require help with a task, or help those individuals develop their 
interpersonal skills. 

Once this need has been identified, you coach the person in how they 
can best meet this challenge and develop the skills they lack. You must 
be conscious not to be too overbearing in your manner, as this can 
seriously undermine the effectiveness of the team. The latter is a 
criticism that Hackman draws attention to in his research and it will 
significantly reduce the success of any team. 

Most teams you encounter in the working world are likely to exhibit a mix 
of Tuckman’s Four Stages and Hackman’s Five Factor Model in their 
day-to-day operations. 

As a manager, it is useful to be able to identify the stage at which your 
group is operating and which of the five factors are present in your 
organization. By understanding the group dynamics of your team in this 
way you are better able to adapt your leadership style and behaviors to 
suit your current team. 

You will encounter teams that are an almost permanent fixture, but in 
which individual members may come and go. Your role in this instance is 
to ensure that any new members are integrated into the pre-existing 
team as quickly as possible. This enables the team to continue to 
operate most effectively. 

Other teams are more temporary in nature, often set up for a specific 
project. Frequently this type of team will be made up of individuals who 
are familiar with and have a great deal of experience of working in 
teams. If you are managing this type of team you will facilitate the team 
to be a cohesive unit as they are likely to be very clear about each 
other’s responsibilities. This means that the forming and storming stages 
will be more quickly resolved as the whole team is focused on its 
objective. 

8. Conclusion 
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Over the last 40 years, dozens of leadership theories have been 
published by academics and management consultancies looking to 
create a proprietary leadership method. As a result, there is a huge body 
of work available on leadership and team development. 

If you decide to study the available information on leadership, then you 
should do so knowing that most of what you read is simply a rehash of 
existing theories with some unique selling point or ‘spin’ grafted on in 
order to turn it into a saleable method. 

In addition, most books on leadership can’t resist the temptation to deal 
with this topic as if every manager really did have the potential to 
become the next Steve Jobs or Bill Gates. Whilst this might make for a 
thrilling read, it is usually quite difficult for you to apply any of the advice 
given unless you’re on the board of directors or are working for a small 
organization where you really do have a lot of influence and authority. 

Team working provides a wide variety of benefits to organizations from 
bringing together diverse expertise to building a workplace community. 
This makes it very difficult to generalize about teams as even within the 
same organization there will be teams that have very little in common. 

The best management style for any particular team will be influenced by 
its purpose and composition. This means that you will have to think 
carefully about each piece of team building or team management advice 
that you encounter. You will need to ask yourself, under what conditions 
would this be helpful, be of limited use, or be completely inappropriate? 

For you as a manager, the most important aspect of your leadership is 
deciding how much freedom to give your team. Too much, and they 
may not achieve their targets, too little, and you will restrict their personal 
development and job satisfaction which can cause problems with 
motivation and productivity. 

There is no easy answer to this problem and the best course of action is 
to consider each case on its merits with a clear appreciation of the risks 
involved in giving too much autonomy. 

Thank you for taking this course and good luck with the quiz! 
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Welcome to Risk Management! 
Everything in business involves some level of risk. No matter the activity, 
there is an element of risk that must be analyzed and weighed against 
the potential rewards. 

The best organizations are those who can identify the right risks to take 
on, and the ones to avoid. Dealing with too little risk often means that the 
organization is being too conservative and is limiting their potential for 
growth – too much risk, however, and the company is likely to crash and 
burn at some point along the way. 

As projects are a regular part of business, it only stands to reason that 
they incur a certain level of risk as well. Managing project risk deals with 
the activities involved in identifying potential risks, assessing and 
analyzing them, finally monitoring them throughout the life of a project. 
Every project will have a unique set of risks based on the specific details 
of the work being done. It is often up to the project manager to outline 
these risks ahead of time and include them as part of the overall plan of 
the project. 

Dealing with the risk inside of a project isn’t much different from dealing 
with any other business risks that you encounter. While it probably isn’t 
possible to foresee all potential risks that could come down the line, 
planning for as many of them as you can will give the project the greatest 
chance at success. 

Four risk management steps are essential: 

 

 Identify Risks: Before a project even gets started, it is important 
that any potential risks are identified and a strategy for managing 
such risks developed. One of the best ways to do this is by 
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learning from past experience – either your own experiences or 
those of the organization as a whole. (Chapter 3) 

 Analyze & Evaluate Risks: With a list in place that highlights 
which risks you will be taking on during the project, you can start 
looking closely at each of them and deciding what kind of threat 
they actually are. Is the risk something that would do long-term 
damage to the organization if it came to pass? (Chapter 4) 

 Treat Risks: No one likes to have to deal with risk, but it is an 
unavoidable part of doing business. The goal is to make the 
level of risk acceptable to the organization and to take steps that 
minimize the element of risk as much as possible. (Chapter 5) 

 Monitor & Review Risks: Initial risk management plans will 
never be perfect. Risk analysis results and management plans 
should be updated periodically. (Chapter  6) 

Four risk management steps are essential: 

 

 Identify Risks: Before a project even gets started, it is important 
that any potential risks are identified and a strategy for managing 
such risks developed. One of the best ways to do this is by 
learning from past experience – either your own experiences or 
those of the organization as a whole. (Chapter 3) 

 Analyze & Evaluate Risks: With a list in place that highlights 
which risks you will be taking on during the project, you can start 
looking closely at each of them and deciding what kind of threat 
they actually are. Is the risk something that would do long-term 
damage to the organization if it came to pass? (Chapter 4) 

 Treat Risks: No one likes to have to deal with risk, but it is an 
unavoidable part of doing business. The goal is to make the 
level of risk acceptable to the organization and to take steps that 
minimize the element of risk as much as possible. (Chapter 5) 



Project Management Program – ing. Dan RIMNICEANU 

 
51 

 

 Monitor & Review Risks: Initial risk management plans will 
never be perfect. Risk analysis results and management plans 
should be updated periodically. (Chapter  6) 

3. Identify Risks 

 

Even if the type of project you are working on presently is different than 
anything you have done before, it is likely the organization has already 
done something remotely similar. The purpose of this step is to identify 
what could go wrong and what is the consequence of it occurring. 

Identification Methods 

Risks can be identified directly by experts with relevant experience of 
similar projects or business areas. These should be identified by the 
project manager and invited to consider all aspects of the project and 
suggest possible risks based on their previous experience and areas of 
expertise, and there are several techniques that can also be used to 
identify project risk. 

Documentation Reviews 
These are structured reviews of all project documentation up to this point 
in time including plans, assumptions, previous project files, contracts, 
and other information. The quality of the plans, as well as consistency 
between those plans and the project requirements and assumptions, can 
be indicators of risk in the project. 

Assumptions Analysis 
Every identified project risk is based on a set of hypotheses, scenarios, 
or assumptions. Assumptions analysis explores the validity of 
assumptions as they apply to the project. It identifies risks to the project 
from the inaccuracy, inconsistency or incompleteness of assumptions. 

Fishbone Diagrams 
Risk diagramming techniques include cause and effect diagrams, also 
known as Ishikawa diagrams or fishbone diagrams, and are useful for 
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identifying causes of risks. Flow charts can also be used to show how 
various elements of a system interrelate, and the mechanism of 
causation, as can influence diagrams, which show causal influences, 
time ordering of events, and other relationships among variables and 
outcomes. 

For example, the following fishbone diagram shows which factors lead to 
the risk of delayed orders: 

 

SWOT Analysis 
This technique is intended to specify the objectives of the business 
venture or project and identify the internal and external factors that are 
favorable and unfavorable to achieving those objectives. Strengths and 
weakness are frequently internally-related, while opportunities and 
threats commonly focus on the external environment of the company or 
project. The name is an acronym for the four parameters the technique 
examines: 
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Identified risks should be documented in the risk register (see next 
chapter) that consists of the list of all the identified risks, their root 
causes, categories, and responses. This information may be used to 
update the risk breakdown structure. 

Because of risk is an ongoing activity, the risk register will be updated 
continuously throughout the life of the project and it is a key tool to aid in 
the management of risks within a project. The risk register ultimately 
contains the outcomes of the other risk management processes as they 
are conducted, resulting in an increase in the level and type of 
information contained in the risk register over time. 

Risk Register 

Project risks should be documented in the risk register, a list of all of the 
identified risks, their root causes, categories, and responses. Because 
the assessment of risk is an ongoing activity, the risk register will be 
updated continuously throughout the life of the project. 

All project team members should be encouraged to identify risks and this 
is an iterative process because new risks may become known as the 
project progresses. The process of identification should involve the 
project team so they can develop and maintain a sense of ownership and 
responsibility for the risks and associated risk response actions. 

Here you can see how individual entries in a risk register could look like. 
Note that mechanisms to control the risks are a vital part of this register. 
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The risk plan defines the level of risk that is considered tolerable for the 
project, how all this will be managed, who will be responsible for them, 
what time and cost are needed for each, and how risk will be 
communicated. 

Risk Breakdown Structure 

A Risk Breakdown Structure (RBS) is an organized way of categorizing 
the risks of a project. It is, in fact, much simpler than the unwieldy name 
suggests. It’s nothing more than a table with risk categories broken down 
into increasingly specific subject matter. 

Instead of going through a big spreadsheet with hundreds of verbose 
entries about risks, RBS provides a pictorial representation of related 
items through tree structure as an excellent way of getting the whole 
picture in a single place for effective communication, management and 
governance. 

For example, a risk breakdown structure for a software project might 
have the following categories: 
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Organizations have common list of risk categories or even template with 
sample risks for each category and type of project. This can be used as 
a starting point for risk identification. By using the RBS, you can also 
identify risk dependencies, understand the risk exposure to a project, 
and determine the root cause of risks. That’s why RBS is such a useful 
tool for project managers. 

4. Analyse & Evaluate Risks 

 

The risk analysis process determines each risk from the risk register in 
terms of its probability and impact on the project if it were to occur. There 
are various qualitative and quantitative techniques that can be used to 
analyze risks. Here, we will introduce the four most important tools: 

Risk Estimation 
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Once you’ve identified the threats you’re facing, you need to calculate 
both the likelihood of these threats being realized and their possible 
impact. One way of doing so is to make your best estimate of 
the probability of the event occurring, and then multiplying it by the 
amount it will cost you to set things right (cost of the event). This gives 
you the risk value: 

 

As a simple example, imagine that you’ve identified a risk that your rent 
may increase substantially: 

You think that there’s an 80 percent chance of this happening within the 
next year because your landlord has recently increased rents for other 
businesses. If this happens, it will cost your business an extra $500,000 
over the next year. So the risk value of the rent increase is: 

0.80 (Probability of Event) x $500,000 (Cost of Event) = $400,000 (Risk 
Value) 

You can also use a Risk Matrix (next page) to assess risk. This will help 
you to identify which risks you need to focus on. 

Risk Matrix 

The Risk Matrix – also called “Probability-Impact Matrix” (PIM) – is one of 
the most important tools for risk evaluation and provides a useful 
framework that helps you decide which risks need your attention. 

The Risk Matrix is based on the principle that a risk has two primary 
dimensions: 

 Probability (Likelihood) – A risk is an event that “may” occur. 
The probability of it occurring can range anywhere from just 
above 0 percent to just below 100 percent. (Note: It can’t be 
exactly 100 percent, because then it would be a certainty, not a 
risk. And it can’t be exactly 0 percent, or it wouldn’t be a risk.) 
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 Impact – A risk, by its very nature, always has a negative 
impact. However, the size of the impact varies in terms of cost 
and impact on health, human life, or some other critical factor. 

The chart allows you to rate potential risks on these two dimensions. The 
probability that a risk will occur is represented on one axis of the chart – 
and the impact of the risk on the other. 

 

The corners of the chart have these characteristics: 

 Low impact/low probability – Risks in the bottom left corner 
are low level, and you can often ignore them. 

 Low impact/high probability – Risks in the top left corner are 
of moderate importance – if these things happen, you can cope 
with them and move on. However, you should try to reduce the 
likelihood that they’ll occur. 

 High impact/low probability – Risks in the bottom right corner 
are of high importance if they do occur, but they’re very unlikely 
to happen. For these, however, you should do what you can to 
reduce the impact they’ll have if they do occur, and you should 
have plans in place just in case they do. 

 High impact/high probability – Risks towards the top right 
corner are of critical importance. These are your top priorities 
and are risks that you must pay close attention to. 

To successfully implement a project, you must identify and focus your 
attention on middle and high-priority risks – otherwise, you risk spreading 
your efforts too thinly, and you’ll waste resources on unnecessary risk 
management. 
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Sensitivity Analysis 

You can use a Sensitivity Analysis to see which risk variables have the 
biggest impact on a project objective. You can develop what-if models or 
simulations to see the impact of a risk on either the budget or the 
schedule. Many times, the outcomes are graphed in a tornado diagram. 

Tornado Diagrams got their names from their shape. These diagrams 
portray the project sensitivity to different risk factors. These risks are 
ranked vertically and represented by a horizontal bar showing plus or 
minus cost impacts. The risk variable with the highest impact will be 
listed at the top of the chart followed by other variables in descending 
impact order. 

 

A tornado diagram is applicable to a wide range of project domains – 
Financial, Constructions, Software, Sales, Services, etc. A tornado 
diagram can also be used for analyzing sensitivity in other project 
constraint objectives (cost, time, quality, and risk). 

A tornado diagram has the following characteristics: 

 The longer the bar, the more sensitive the project objective is to 
the risk. 

 The risks are presented in descending order, with the largest 
impact on the top and the least impact on the bottom. 

 It allows the team to focus on those risks with the greatest 
impact on a project objective. 
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Monte Carlo Analysis 

While managing a project, you would have faced numerous situations 
where you have a list of potential risks for the project, but you have no 
clue of their possible impact on the project. To solve this problem, you 
can consider the worst-case scenario by summing up the maximum 
expected values for all the variables. Similarly, you can calculate 
the best-case scenario. You can now use the Monte Carlo analysis and 
run simulations to generate the most-likely scenario for the event. In 
most situations, you will come across a bell-shaped normal distribution 
pattern for the possible outcomes. 

Let us try to understand this with the help of an example. Suppose you 
are managing a project involving creation of a webpage. The creation of 
the webpage comprises of three tasks: writing content, creating graphics, 
and integrating the multimedia elements. Based on prior experience or 
other expert knowledge, you determine the best case, most-likely, and 
worst-case estimates for each of these activities as given below: 

 

The Monte Carlo simulation randomly selects the input values for the 
different tasks to generate the possible outcomes. Let us assume that 
the simulation is run 500 times. From the above table, we can see that 
the project can be completed anywhere between 11 to 23 days. When 
the Monte Carlo simulation runs are performed, we can analyse the 
percentage of times each duration outcome between 11 and 23 is 
obtained. The following table depicts the outcome of a possible Monte 
Carlo simulation: 
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This can be shown graphically in the following manner: 

 

What the above table and chart suggest is, for example, that the 
likelihood of completing the project in 17 days or less is 33%. Similarly, 
the likelihood of completing the project in 19 days or less is 88%, etc. 
Note the importance of verifying the possibility of completing the project 
in 17 days, as this, according to the Most Likely estimates, was the time 
you would expect the project to take. Given the above analysis, it looks 
much more likely that the project will end up taking anywhere between 
19 – 20 days. 
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5. Treat Risks 

 

Every risk needs to be eliminated or contained as soon as possible. It is 
important that responses are appropriate to the significance of the risk, 
cost effective in meeting the challenge, realistic within the project 
context, agreed upon by all parties involved, and owned by a responsible 
person. 

Dealing with Threats 

There are four possible strategies for dealing with risks that may 
have negative impacts on the project: 

 

1. Avoid 

This involves taking action to either reduce the probability of the risk 
and/or its impact to zero. In either case, this response enables the risk to 
be circumvented entirely. For example, using a certain supplier might 
carry the risk of them going out of business during the course of the 
project. This risk could be avoided by using a supplier who was bigger, 
better established and more financially secure. 

2. Transfer 
This involves transferring the risk to a third party so that they are 
responsible for its management and impact. It does not eliminate the risk 
it simply transfers the liability to someone else. This can be done by 
either taking out insurance (the insurance company is now liable) or 
having the work done under a fixed-price contract (the contractor is now 
liable). Risk transference nearly always involves payment of a risk 
premium to the party taking on the risk and may introduce new risks. For 
example, an insurance company may contest the claim or a contractor 
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might dispute the terms and conditions of the contract if they are having 
problems delivering. 

3. Mitigate 

Taking early action to reduce the probability and/or impact of a risk 
occurring is often more effective than trying to repair the damage after it 
has occurred. Adopting less complex processes, conducting more tests, 
or choosing a more stable supplier are examples of mitigation actions. 

 Preventative action involves aiming to prevent a high-risk 
situation from happening. It includes health and safety training, 
firewall protection on corporate servers, and cross-training your 
team. 

 Corrective action involves identifying the points in a process 
where something could go wrong, and then putting steps in 
place to fix the problems promptly if they occur. Detective 
actions include double-checking finance reports, conducting 
safety testing before a product is released, or installing sensors 
to detect product defects. 

4. Accept 
The most common acceptance strategy is to establish a contingency 
reserve, including amounts of time, money, or resources to handle the 
risks. It is usually chosen either because the risk is low in terms of impact 
or probability, or the cost and effort of taking a different action are out of 
proportion to the risk itself. 

Avoiding, transferring, migrating, and ignoring can be effective strategies 
to deal with risks that lead to negative impacts. 

Dealing with Opportunities 

There are four possible strategies for dealing with risks that may 
have positive impacts on the project: 

 

1. Exploit 
Examples of directly exploiting responses include assigning an 
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organization’s most talented resources to the project to reduce the time 
to completion or to provide lower cost than originally planned. 

2. Share 

Sharing a positive risk involves allocating some or all of the ownership of 
the opportunity to a third party who is best able to capture the opportunity 
for the benefit of the project. Examples of sharing actions include forming 
risk-sharing: Partnerships, Teams, Special-purpose companies, or Joint 
ventures (JVs).  These can be established with the express purpose of 
taking advantage of the opportunity so that all parties gain from their 
actions. 

3. Enhance 

Examples of enhancing opportunities include adding more resources to 
an activity to finish early. 

4. Accept 
Accepting an opportunity is all about being willed to take advantage of it 
if it comes along, but not actively pursuing it. 

Exploiting, sharing, enhancing, and accepting can be effective strategies 
to deal with risk and often lead to positive impacts. 

6. Monitor & Review Risks 

 

Not all risks can be eliminated – some risks are always present. Risk 
management is an ongoing process of identifying, treating, and then 
managing risks. Clear communication among your team and 
stakeholders is essential when it comes to ongoing monitoring of 
potential threats. 

Continuous Improvement 

Monitoring and review should be a planned part of the risk management 
process and involve regular checking or surveillance. The results should 
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be recorded and reported externally and internally, as appropriate. Also, 
all responsibilities for monitoring and review should be clearly defined. 

The firm’s monitoring and review processes should encompass all 
aspects of the risk management process for the purposes of: 

 Ensuring that controls are effective and efficient in both design 
and operation. 

 Obtaining further information to improve risk assessment. 
 Analyzing and learning lessons from risk events, including near-

misses, changes, trends, successes and failures. 
 Detecting changes in the external and internal context, including 

changes to risk criteria and to the risks. 
 Identifying emerging risks. 

If an organization gradually formalizes its risk management process and 
develops a risk culture, it will become more resilient and adaptable in 
the face of change. This will also mean making more informed decisions 
based on a complete picture of the organization’s operating environment 
and creating a stronger bottom line over the long-term. 

Communication 

Effective communication and consultation are essential to ensure that 
those responsible for implementing risk management, and those with a 
vested interest, understand the basis on which decisions are made and 
the reasons why particular treatment options are selected. 

Communicate and consult with internal and external stakeholders during 
any and all stages of the risk management process, particularly when 
plans are being first considered and when significant decisions need to 
be made. 

Risk management is enhanced when all parties understand each other’s 
perspectives and, where appropriate, are actively involved in decision-
making. Methods of communication and consultation may include 
personal meetings, reports, learning packages, newsletters, and staff 
training. 

A collaborative and consultative team approach – through co-creation – 
is more likely to: 

 Ensure that risks are adequately identified; 
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 Bring together different areas of expertise when assessing or 
analyzing risks; 

 Ensure that different, and sometimes opposing, views are 
appropriately considered when defining risk criteria and in 
evaluating risks; 

 Help secure endorsement and support for a treatment plan; and 

 Enhance any change management processes associated with 
the risk. 

The critical role performed by the risk manager is to effectively 
communicate the risk to the management and other stakeholders. Even 
if the firm has the best risk management systems and policies in place, if 
the risk managers don’t communicate these risks effectively, then there 
could be more harm than good. 

7. Conclusion 

 

Project management is a complex activity that requires a structure, 
procedures, and processes that are appropriate for your project. This will 
enable you to manage the inevitable changes that occur throughout a 
project’s lifespan in a professional manner to ensure success. 

A risk is a future event that may or may not happen but if it does occur it 
will have an effect on project scope, schedule, cost, or quality. Risks 
include both threats and opportunities because both have uncertainty 
associated with them. A project manager needs to know the likelihood 
that a risk will occur and its potential impact on the project. 

All risk management processes follow the same basic steps, although 
sometimes different jargon is used to describe these steps. Together 
these four risk management process steps combine to deliver a simple 
and effective risk management process. 
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The risk register is a list of all of the identified risks, their root causes, 
categories, and responses. All project team members should be 
encouraged to identify risks and this is an iterative process because new 
risks may become known as the project progresses. 

Risk analysis uses the risk matrix to rank and prioritize risks. It should 
be performed as soon as possible after risks have been identified so that 
appropriate time and resources can be allocated to the more serious 
risks. Planned responses to risks should be appropriate to the 
significance of the risk, cost-effective in meeting it, realistic within the 
project context, agreed upon by all parties involved, and owned by a 
responsible person. 

So much work is now run as projects and so few people have the 
necessary skills to manage them properly that there is a huge demand 
for good project managers and that demand is increasing all the time. 

Thank you for taking this course and good luck with the quiz! 
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