
MANAGING   
PROJECTS
How to plan, control and  
deliver projects
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This workbook will give you an 
understanding of the principles and 
methods. It will also help you to 
participate in delivering a project 
successfully.

Section one:

What is project 
management?
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Project management
Project management originated in engineering and is now a broadly applied 
management technique involving planning tools and a wide range of people skills. 

Each project has a specific one-off purpose, so it is never ‘business as usual’.  
A project may be intended to cover gaps in what we do, or address some 
failing in our systems or processes or develop new opportunities. 

Features: Unique, temporary, has a beginning-middle-end, involves change, 
and has specific and known outcomes.  

Examples: Building a new factory, designing a marketing campaign, switching 
your supplier, introducing a new IT system, running an event, developing a new 
staff training scheme or restructuring the organisation.

 • Click on the arrow to find out more.

The tangible or intangible  
end result(s) of the project  
to be delivered to an end  
user is called...

PROJECT MANAGEMENT...

ACHIEVES A SPECIFIED OBJECTIVE

IN A STRUCTURED, PREDICTABLE WAY

IN A PLANNED TIME FRAME

WITHIN A GIVEN COST



Project life cycle
There are four stages of the project life cycle.

 • Roll over the circles to find out more.
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Project
life cycle

 • Task one: Outline the stages

Type your answers below.
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 • Ensuring project success

Click on the arrows to show the six interrelated characteristics that are crucial 
in any project.

If you change one of these factors, you may well impact the others. Higher quality 
will require more work to produce the deliverable and cost more money. 

Scope

Quality

Time

Finances

Risk

Resources
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Changing the scope may alter the time and cost 
of the project. For example, you could expand 
the project scope and complete it in the same 
time by spending more money. You could spend 
more money to ensure things happen and 
thereby reduce the risk of running late. 

If there is little that can go wrong it should 
cost less money. More uncertain or more 
risky projects may cost more. Sometimes a 
characteristic is fixed. For example, if your end 
user reduces the time available, you may be 
able to achieve the new deadline by reducing 
the project scope, lowering the quality of 
deliverables or taking a higher-risk approach. 

There is an infinite number of ways to alter or trade off these characteristics.  
You need to consider an optimal combination to achieve the best outcome  
before you start the project. 

This trade-off is known 
as the ‘three-way 
constraint’, where 
faster or better quality 
costs more, better 
quality at the same 
price takes longer and 
cost savings require 
more time or lower 
quality.

1

2

Performance

Required performance

Target

Cost

Budget limit

SOURCE: Meredith and Mantel, 2012

Due date

Time
(‘schedule’)
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 • Task two: Interrelationship of project scope, schedule,  
finance, risk, quality and resources

In your own words, explain ways in which project scope, schedule, finance, risk, 
quality and resources can impact upon each other in a project. Give three examples.

Type your answers below.
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The project business case
The business case is the written justification for the project. 
It needs to answer two questions:  ‘Why are you doing it?’ 
and ‘What will you do?’ 

 • Click on the arrows to find out more.

This will help everyone understand precisely the reason 
for the project and what the deliverable will be. 

A business case contains the executive summary at the start, 
including planned outcomes, the key financial benefits of doing the 
project, the project cost and how it fits within the business generally.

Later, detail is provided on this specific plan and why it is better than 
any other option, all the financial costs and benefits that the project 
outcomes deliver, the duration and cost of the project itself, and 
some consideration of risk or uncertainty.

The business case needs to be agreed with the end user or project 
sponsor and signed off.

‘Start with the end result  
in mind’

Newton, (2006)

WHY ARE YOU  
DOING IT?

WHAT WILL  
YOU DO?
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 •  Task three: Features of a business case for a project

In your own words, explain below the features of a project business case.

Type your answers below.

Who is in the project team? 
Complex projects are delivered by a large number of people in different 
roles. Some look after quality, some monitor costs, some keep track of  
time and others have specific roles. Project teams are multifunctional and 
have temporary lifespans as they are formed to address specific issues.

Click on the arrows to find out about the roles.

PROJECT SPONSOR

TEAM MEMBERS

PROJECT MANAGER

END USERS
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More about the role of Project Managers
This is a challenging leadership role in which you would need to: 

 Focus

 Observe what is happening  

 Make sure the day-to-day work is being   

 carried out as planned

 Keep progress going and take action to keep 

 it going

 Notice things that might get in the way  

 of progress

 Plan action to avoid them

 Find out how people are doing and what 

 needs to be done 

 Deal with delays and conflicts and  

 handle day-to-day delivery issues

 Constantly communicate with  

 everyone involved
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Project Manager’s 
responsibilities  

vary from project  
to project

Project management responsibilities vary from project to project. 

 • Roll over the circles to find out a typical project process.
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Sometimes, complex projects have a 
high degree of uncertainty – or multiple 
stakeholders – such as bringing a 
major change to the organisation. Agile 
Project Management was developed 
to deal with such projects through 
close continuing contact between 
project team and sponsor. The Project 
Manager’s role here is to facilitate rather 
than to control the process.

Compiling a RACI matrix can help you to delegate tasks and make sure the right 
people are given appropriate responsibilities in the project.

 • Roll over the circles to find out the definition of RACI.

Facilitation Control

Role one

R

R

R

A

AI

I C

ATask one

Task two

Task three

Role two Role three
R
A
C
I

Responsible

Accountable

Consulted

Informed



FORMING

STORMING

NORMING

PERFORMING

ADJOURNING

STAGES A PROJECT TEAM 
GOES THROUGH 

CHARACTERISED BY
ACTION REQUIRED  

FROM LEADER
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 • Project stages

A new project team forms for each new project and goes through different stages. 
You can help the team develop more quickly by understanding group dynamics.

Click on the arrows to find out more.
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 • Task four: People and projects

In your own words, explain briefly the roles of people involved in a project.

Type your answers below.
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How do I create a project plan?
A project plan shows how long your project will take and how 
much effort is involved. It can be used to explain your project,  
allocate work to others and manage team members. 

There are six steps.

 • Roll over the circles for an overview of each step.

Creating a
project plan
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Project information,  
monitoring and control
Most project data is either about time or money. For example, what knock-on 
effect does any delay have on other parts of the project and will it cost more?  
Monitoring involves comparing which tasks have been completed with which tasks 
should have been completed, as shown by the plan. In more complex projects 
you also need to monitor costs and compare actual values with budgeted costs. 
Monitoring information indicates the action you need to take to keep up progress, 
thereby controlling the project to meet the deadline.

Gantt charts

Having broken the project into component parts with start and finish times, the 
overall schedule is normally tracked using a Gantt chart and measured against  
the plan. These show tasks in sequence and reveal any delay to later tasks and the 
project as a whole, which would result from any delay to a particular task. They are 
easy to understand and effective at communicating start and finish dates and the 
connection between dependent activities. They are used in project planning since 
activities can be grouped in project phases, and milestones can be added  
at key points to show that an important stage has been completed. Columns can 
also be added for allocation of resources, start and finish dates, the duration of 
activities or who is responsible for each task. 

Gantt charts are a simple, visual way of tracking progress. You can immediately see what should have been 
achieved at any point in time. They are useful for monitoring a project’s progress against the plan and for 
communicating project progress to stakeholders.
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Critical path analysis

Critical path analysis is used to separate subtasks where any delay affects the 
project as a whole from subtasks where small delays have no impact on the overall 
duration. It is also used to identify which subtasks should be targeted for extra 
resources if we need to finish sooner.

This method also allows you to see the minimum 
time needed to complete the project. It is useful 
for assessing the importance of problems faced 
during the project. For example, if tasks are late, 
you can see if they are on the critical path and  
will delay the project. However the relation of 
tasks to time is not so immediately obvious and 
may be difficult to understand for someone who  
is not familiar with them.

1 2 4

3

Most of the calculations 
today are done by 
software.
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Comparing this feedback  

with the project plan is a 

useful way to monitor the 

progress of your project.

 • What tasks did you complete in the  
previous period (week)?

 • Was this in the plan?
 • What did you achieve or produce?
 • What tasks should have been completed?
 • What do you plan to do next period (week)?
 • How does this compare with the plan?
 • Have you identified any new issues, problems,  

risks or need for changes? 
 • What progress have you made on new issues,  

problems, risks or changes you are working on?

Project meetings

A regular (say weekly) formal update meeting can 
be used to collect information on work done. Either 
people have completed a task or they have not. 

You could ask the following:
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 • Task five: Using project-related information

A great deal of information is generated during a project.  
How can this be used best?

Identify five examples of project-related information.  
List the item then describe how it can be used.

Type your answers below.

1.

3.

4.

2.

5.
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 • Task six: Project monitoring techniques

In your own words, explain the advantages and disadvantages  
of 3 different project monitoring techniques.

Type your answers below.

Issues, risks and changes
Issues get in the way of progress. Encourage team members 
to report them to you. Issues commonly occur in projects and 
you need to resolve them by:

 •  Identifying, understanding and communicating the issue  
and its impact

 • Developing an action plan to address (‘open’ issue)

 • Delegating responsibility for action (‘issue owner’)

 • Setting a date for completion

 • Following up completion and rate issue (‘closed’)

Organisations often keep an issue log to document, rate (open 
or closed) and check progress in resolving with the owner. 

Regularly review  
your issues log.
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 • Managing risks

You can eliminate many major issues by managing risks. These are  
potential future issues. Below you can find some common risks.

Roll over the icons to find out more.

You need to identify 
the risks, prioritise 
them and plan an 
appropriate strategy 
to address them.

Click on the arrows  
to find out more. 

For each risk identify

A. How likely is it to 
happen?

B. If it happens, what 
will be its probable 
impact on the project?

BRAINSTORM YOUR RISKS PRIORITISE YOUR RISKS

Assess the priority  
of risks

Develop a risk strategy 
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Organisations often keep a Risks Log to document risks, their 
likelihood, probable impact and priority, person responsible for risk 
strategy, what/when the next action will be and current status.  
The log needs to be regularly reviewed.

End users may ask for unplanned changes to deliverables once the 
project is in progress. You must control such changes so that the 
project remains within its agreed limits. Some organisations use a 
Change Control Form to document:

 • Details of the change, its reason and when it needs to be 
accepted/implemented

 • Assessment of the impact of the change on the project  
(time, cost, resources, risk)

 • End user’s sign off, as having understood impact of the  
change, is required for acceptance
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In this section you’ll find out  
how to deal with information  
and communicate with others.

Section two:

Participating  
in project work
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Participating in  
project work
To participate in project work you  
need to be able to: 

 • Collect relevant and useful  
project-related information

 • Analyse information to draw 
useful conclusions and/or make 
recommendations

 •  Organise and present information 
appropriately in written form for  
others to use

 • Task seven: Gathering 
my project-related 
information in 
accordance with  
the project plan

Gather project-related information 
that conforms to the project plan. 
Consider the usefulness of your 
information. Choose five items that 
you feel are particularly useful. List 
them in row A. Then in row B, in 
your own words, explain briefly how 
the information is in accordance 
with the project plan.

Type your answers in the boxes.

A

A

A

A

A

B

B

B

B

B
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Make sure the information you collect is:

Analysing information
A table, spreadsheet or computer software is normally used to arrange information 
for analysis so you can easily identify trends, patterns, gaps or dependencies. Your 
conclusions should be based on them.

 • Click on the arrows to find out more.

UNAMBIGUOUS

COMPARISONS

FREQUENCIES

NUMBERS

INDICATORS

VERBAL MEASURES

SUBJECTIVE RATINGS

VARIABLE EXAMPLES

ACCURATE

SPECIFIC CONCISE

COMPLETE

PURPOSEFUL



Tool used:

Tool used:

Use:

Use:

Type your answers below.

Arrange your project-related information for analysis. Using two 
appropriate tools, analyse your information. List the tools you 
used. In your own words, briefly explain how you used these tools.
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 • Task eight: Analysing my project-related information

1.

2.



  A summary of project’s overall status - is it on 
track compared with the planned time and cost? 

  Key issues including number of days behind  
or ahead against the plan 

   Actual costs to date and budgeted cost

   Identified issues and risks

  Action to be taken to keep the project on plan

  Decisions required, if any

  Key future dates with estimate of the   
probable outcome of the project
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A project manager should compile regular progress reports to keep project 
stakeholders informed. This should be brief and concise so the reader can 
grasp its meaning quickly. This will help keep them involved and connected 
to the project.

The report would normally cover:

A report should always give 

the project name, date, whom 

it is addressed to and the 

name of the author.

Any variances to the project 

objectives in terms of time, 

cost or quality are crucial. 

Reporting should be done 

in a timely manner without 

unnecessary delay.
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 • Task nine: Communicating my information analysis

You need to find out the appropriate format and timescale for reporting in 
your organisation. You also need to compile your written report, including your 
information analysis. Using the questions below, explain your information reporting.

Type your answers below.

Briefly explain the  
agreed format you used:

What timescale  
did you use?

In your own words, briefly 
describe the information 
analysis you reported:Why?
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 • Task 10: Draw issues, anomalies and potential  
problems to the attention of project managers

What issues, anomalies or potential problems (such as changes or risks)  
arose on the project you supported?

Identify two and list them in row A. In row B, briefly explain in your own  
words how you drew the project manager’s attention to them.

Type your answers below.

Organisational, legal and ethical requirements during projects

You may well have a handbook containing all the organisational policies and 
procedures that apply to your work – these describe how your organisation 
complies with the law. You need to be aware of and adhere to them. Ethical aspects 
relate to moral judgment and so may be referred to in your organisation’s statement 
of values or their policies. You could carry out an ethical risk assessment for your 
project. You should not do or accept anything that could be construed as bribery, 
favouritism or inequality.

A. Issues, anomalies  
or potential problems

B. How did you 
draw the manager’s 
attention these?

1. 2.
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 • Task 11: Adhering to our policies and 
procedures, and legal and ethical 
requirements during a project

Explore your organisation’s policies and procedures relevant to 
supporting delivery of a project.

In your own words, describe how you ensure that you adhere 
to these policies and procedures as well as legal and ethical 
requirements when you support the delivery of a project.

Type your answer below.
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 • Task 12: Supporting the delivery of  
a project in accordance with a plan

The final task is about how you supported a project. 

Use the instructions below to fill in the table.

Identify the responsibilities  
given to you in the project

Explain how these are in line  
with the project plan

RATING:

4 = COMPLETELY FULFILLED

3 = LARGELY FULFILLED

2 = PARTLY FULFILLED

1 = MINIMALLY FULFILLED

0 = UNFULFILLED

TOTAL

Rate the extent  
to which you 
fulfilled these 
responsibilities

The maximum score is 20.  
What does your score say about your performance on the project?
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 • Task checklist
Below is a list of all the practical exercises in this workbook 
to help you record your activity. Completing these will give 
you the practical skills you need to participate in delivering a 
project successfully. 

  Outline the stages

  Interrelationship of project scope, schedule,  
finance, risk, quality and resources

  Features of a business case for a project

  People and projects

  Using project-related information

  Project monitoring techniques

   Gathering my project-related information  
in accordance with the project plan

  Analysing my project-related information

  Communicating my information analysis

  Draw issues, anomalies and potential  
 problems to the attention of project managers

  Adhering to our policies and procedures,  
 and legal and ethical requirements during a project

  Supporting the delivery of a project in  
 accordance with a plan
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