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Introduction

Congratulations on your decision to pursue the Project Management Professional (PMP®)
credential, one of the most widely recognized credentials within the project management
industry. The PMP® credential is offered by the Project Management Institute (PMI®), a
not-for-profit organization with thousands of members across the globe. PMI® has been a
long-standing advocate and contributor to the project management industry and offers sev-
eral credentials for those specializing in the field of project management.

This book is meant for anyone preparing to take the PMP® certification exam as well
as individuals who are looking to gain a better understanding of A Guide to the Project
Management Body of Knowledge, Fifth Edition (PMBOK® Guide). If you are studying
for the Certified Associate in Project Management (CAPM®) exam, you may also find
this book useful because the CAPM® exam tests your knowledge of the PMBOK® Guide
contents.

This review guide has been formatted to work hand in hand with PMP®: Project
Management Professional Exam Study Guide, 8th Edition, from Sybex. The Study
Guide provides a more comprehensive review of the concepts included on the exam
along with real-world examples. This review guide will reinforce these concepts and
provide you with further explanation and a handy reference guide to the project man-
agement processes within the PMBOK® Guide. You’ll find references to the Study
Guide throughout this book, guiding you to where you may find additional information
as needed. With all of these great resources at your fingertips, learning and understand-
ing the PMBOK® Guide, along with other project management concepts, has certainly
become easier!

Book Structure

This book has been structured in a way that carefully follows the concepts of the PMBOK®
Guide, allowing you to understand how a project is managed from beginning to end. For
this reason, we will review the processes in the order of the process groups:

= Initiating

=  Planning

=  Executing

*  Monitoring and Controlling

= Closing

We start by covering the project management framework and the PMI® Code of
Ethics and Professional Conduct and then move to a comprehensive review of the
process groups. You’ll find that each chapter offers a concise overview of each project
management process and concept as well as the process inputs, tools and techniques,
and outputs. This structure allows you to go back and reference terms, definitions, and
descriptions at a glance.
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Overview of PMI® Credentials

PMI® offers several credentials within the field of project management, so whether you are an
experienced professional or looking to enter the project management field for the first time, you’ll
find something to meet your needs. You may hold one or multiple credentials concurrently.

Over the years, PMI® has contributed to the project management body of knowledge by
developing global standards used by thousands of project management professionals and
organizations. In total, there are four Foundational standards, 7 Practice Standards, and
four Practice Guides, all grouped within the following categories:

= Projects
=  Programs
»=  Profession
= Organizations
= People
Several credentials offered by PMI® are based on the PMBOK® Guide, which is part of

the Projects category. As of the publication date of this book, PMI® offers eight credentials.
Let’s briefly go through them:

Project Management Professional (PMP)® You are most likely familiar with the PMP®
credential—after all, you purchased this book! But did you know that the PMP® certifica-
tion is the most widely and globally recognized project management certification? The
PMP®, along with several other credentials, validates your experience and knowledge of
project management. This makes obtaining a PMP® in itself a great achievement. The fol-
lowing requirements are necessary to apply for the PMP® exam:

Work Experience The following work experience must have been accrued over the past
eight consecutive years:

= If you have a bachelor’s degree or the global equivalent: three years (36 months) of
non-overlapping project management experience, totaling at least 4,500 hours

»  If you have a high school diploma, associate’s degree, or global equivalent: five years
(60 months) of non-overlapping project management experience, totaling at least
7,500 hours

Contact Hours “Contact hours” refers to the number of qualified formal educa-
tional hours obtained that relate to project management. A total of 35 contact hours is
required and must be completed before you submit your application.

Certified Associate in Project Management (CAPM)® The CAPM® credential is ideal for
someone looking to enter the project management industry. You may meet the requirements
through work experience or through formal project management education. If you do not
currently have project management experience, you may apply if you have accumulated the
requisite number of formal contact hours:

Work Experience 1,500 hours of formal project management experience

Contact Hours 23 contact hours of formal project management education
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Program Management Professional (PgMP)® The PgMP® credential is ideal for those who
specialize in the area of program management or would like to highlight their experience of
program management. A PMP® is not required to obtain this or any other credential. You
must meet the following requirements to apply for the PgMP® exam:

Work Experience The following work experience must have been accrued over the past
15 consecutive years:

= If you have a bachelor’s degree or global equivalent: four years of non-overlapping
project management experience, totaling at least 6,000 hours, and four years of
non-overlapping program management experience, totaling 6,000 hours

= If you have a high school diploma, associate’s degree, or global equivalent: four
years of non-overlapping project management experience, totaling at least 6,000
hours, and seven years of non-overlapping program management experience, total-
ing 10,500 hours

Portfolio Management Professional (PfMP)® The PfMP® is meant for those specializing
in the area of portfolio management. It reflects several years of hands-on portfolio manage-
ment experience, geared toward achieving strategic objectives. You must meet the following
requirements to apply for the PMP® exam:

Work Experience The following work experience must have been accrued over the past
fifteen consecutive years:

= If you have a bachelor’s degree or global equivalent: 6,000 hours of portfolio
management experience, plus eight years (96 months) of professional business
experience

= If you have a high school diploma, associate’s degree, or global equivalent: 10,500

hours of portfolio management experience, plus eight years (96 months) of profes-
sional business experience

PMI Risk Management Professional (PMI-RMP®) The PMI-RMP® credential is ideal
for those who specialize in the area of risk management or would like to highlight their
risk management experience. The following are the requirements to apply for the
PMI-RMP® exam:

Work Experience The following work experience must have been accrued over the past
five consecutive years:

= If you have a bachelor’s degree or global equivalent: 3,000 hours of professional
project risk management experience

= If you have a high school diploma, associate’s degree, or global equivalent: 4,500
hours of professional project risk management experience

Contact Hours

» If you have a bachelor’s degree or global equivalent: 30 contact hours in the area of
risk management

= If you have a high school diploma, associate’s degree, or global equivalent: 40 con-
tact hours in the area of risk management
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PMI Scheduling Professional (PMI-SP®) The PMI-SP® credential is ideal for those who spe-
cialize in the area of project scheduling, or who would like to highlight their project schedul-
ing experience. You must meet the following requirements to apply for the PMI-SP® exam:

Work Experience The following work experience must have been accrued over the past
five consecutive years:

» If you have a bachelor’s degree or global equivalent: 3,500 hours of professional
project scheduling experience

»  If you have a high school diploma, associate’s degree, or global equivalent: 5,000
hours of professional project scheduling experience

Contact Hours

» If you have a bachelor’s degree or global equivalent: 30 contact hours in the area of
project scheduling

= If you have a high school diploma, associate’s degree, or global equivalent: 40 con-
tact hours in the area of project scheduling

PMI Agile Certified Professional (PMI-ACP®) The PMI-ACP® credential is ideal for those
who work with agile teams or practices. The PMI-ACP® covers approaches such as Scrum,
Kanban, Lean, Extreme Programming (XP), and Test-Driven Development (TDD). You
must meet the following requirements to apply for the PMI-ACP® exam:

Work Experience The following work experience must have been accrued:
= 2,000 hours (12 months) working on projects teams—accrued in the last 5 years

= 1,500 hours (8 months) working on project teams using agile methodologies—
achieved in the last 3 years

Contact Hours
= 21 hours of formal Agile training
PMI Professional in Business Analysis (PMI-PBA®) The PMI-PBA® credential is meant for

those specializing in business analysis. This credential is ideal for those managing require-

ments or product development. You must meet the following requirements to apply for the
PMI-PBA® exam:

Work Experience The following work experience must have been accrued over the past
eight consecutive years:

» If you have a bachelor’s degree or global equivalent: 4,500 hours of professional
business analysis experience, and 2,000 hours of general project experience

= If you have a high school diploma, associate’s degree, or global equivalent: 7,500
hours of business analysis experience, and 2,000 hours of general project experience

Contact Hours
= 35 hours of formal training in the area of business analysis practices

For the latest information regarding the PMI® credentials and other exam information,
you can visit PMI®’s website at www.PMI.org.


http://www.PMI.org
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How to Use This Book

We’ve included several learning tools in the book. These tools will help you retain vital
exam content as well as prepare to sit for the actual exams.

Exam Essentials Each chapter includes a number of exam essentials. These are the key
topics that you should take from the chapter in terms of areas on which you should focus
when preparing for the exam.

Chapter Review Questions To test your knowledge as you progress through the book,
there are review questions at the end of each chapter. As you finish each chapter, answer
the review questions and then check your answers—the correct answers appear in the
appendix, “Answers to Review Questions.” You can go back to reread the section that
deals with each question you got wrong to ensure that you answer correctly the next time
you’re tested on the material.

Interactive Online Learning Environment and Test Bank

The interactive online learning environment that accompanies PMP® Project Management
Professional Exam Review Guide, Third Edition, provides a test bank with study tools to
help you prepare for the certification exam—and increase your chances of passing it the
first time! The test bank includes the following:

Sample Tests All the questions in this book are provided, including the Chapter Tests that
include the review questions at the end of each chapter. In addition, there are two Practice
Exams. Use these questions to test your knowledge of the study guide material. The online
test bank runs on multiple devices.

Flashcards One set of questions is provided in digital flashcard format (a question fol-
lowed by a single correct answer). You can use the flashcards to reinforce your learning and
provide last-minute test prep before the exam.

Other Study Tools A glossary of key terms from this book and their definitions are avail-
able as a fully searchable PDF.

)/ Go to http://sybextestbanks.wiley.comto register and gain access to
,dyrg this interactive online learning environment and test bank with study tools.

Day of the Exam

After gaining the necessary prerequisites to sit for the exam, the PMP® exam itself serves
as the final measure to earning your certification. You are already well ahead of the game
in preparing for the exam when you purchase this book. The preparation you put forth
will help you show up on the day of the exam in a calm and confident state. Throughout
the course of this book, you will find sections that offer tips of what to do on the day of
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the exam. While you are not allowed to take anything into the exam, you are given scratch
paper to work with during your exam. Using the tips in this book, before you begin the
exam, you can jot down notes that will free your mind to focus fully on the questions. In
the days leading up to the exam, we recommend that you practice creating your reference
sheet by memorizing the mnemonics, formulas, and other information that you will need.

Clearly, standard test taking advice is relevant here, such as getting a good night’s sleep,
eating a good breakfast, and going through relaxation exercises before you are called into
the exam room. In addition, during the exam:

= Take the time to read through each question slowly and completely. Fully understanding
what is being asked in the question can contribute greatly to getting the right answer.

*  You will be given the ability to mark a question if you are unsure of your answer or are
unable to come up with the answer. Take advantage of this feature, so you can move on
to the next question. At the end of the exam, you can come back and review your answers
and take more time to answer questions that escaped your answer earlier in the process.

*  You have four hours to complete an examination of 200 questions. Tell yourself that
it is more important to pass than it is to go home early. If it will help, write that state-
ment at the top of your reference scratch paper so you can remind yourself of this ideal.
In a 4-hour examination, it is possible to get fatigued and just want to be done with it.
Make sure you keep your focus and energy on success.

For more information from PMI® on preparing for the exam, be sure you check out
pmi.org and search for “PMP Exam Guidance” for more valuable resources.

PMP® Exam Objectives

The PMP® exam tests your knowledge of the competencies highlighted in the exam objec-
tives. The following are the official PMP® exam objectives, as specified by PMI®.

Initiating the Project

The following objectives make up the Initiating the Project performance domain and are
covered in Chapter 2 of this book:

=  Perform project assessment based upon available information, lessons learned from
previous projects, and meetings with relevant stakeholders in order to support the
evaluation of the feasibility of new products or services within the given assumptions
and/or constraints.

»  Identify key deliverables based on the business requirements in order to manage cus-
tomer expectations and direct the achievement of project goals.

=  Perform stakeholder analysis using appropriate tools and techniques in order to align
expectations and gain support for the project.

»  Identify high-level risks, assumptions, and constraints based on the current environ-
ment, organizational factors, historical data, and/or expert judgment, in order to pro-
pose an implementation strategy.
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= Participate in the development of the project charter by compiling and analyzing gathered
information in order to ensure project stakeholders are in agreement on its elements.

= Obtain project charter approval from the sponsor in order to formalize the authority
assigned to the project manager and gain commitment and acceptance for the project.

»  Conduct benefit analysis with relevant stakeholders to validate project alignment with
organizational strategy and expected business value.

= Inform stakeholders of the approved project charter to ensure common understanding
of the key deliverables, milestones, and their roles and responsibilities.

Planning the Project

The following objectives make up the Planning the Project performance domain and are
covered in Chapter 3 of this book:

»  Review and assess detailed project requirements, constraints, and assumptions with
stakeholders based on the project charter, lessons learned, and by using gathering
techniques in order to establish detailed project deliverables.

= Develop a scope management plan based on the approved project scope and using
scope management techniques, in order to define, maintain, and manage the scope of
the project.

= Develop the cost management plan based on the project scope, schedule, resources,
approved charter, and other information, using estimating techniques, in order to
manage project costs.

= Develop the project schedule based on the approved project deliverables and mile-
stones, scope, and resource management plans in order to manage timely completion of
the project.

»  Develop the human resource management plan by defining the roles and responsibili-
ties of the project team members in order to create a project organizational structure
and provide guidance regarding how resources will be assigned and managed.

= Develop the communication management plan based on the project organizational
structure and stakeholder requirements in order to manage the flow of project
information.

= Develop the procurement management plan based on the project scope, budget, and
schedule in order to ensure that the required project resources will be available.

= Develop the quality management plan and define the quality standards for the project
and its products based on the project scope, risks, and requirements in order to prevent
the occurrence of defects and control the cost of quality.

=  Develop the change management plan by defining how changes will be addressed and
controlled in order to track and manage change.

»  Plan for risk management by developing a risk management plan; identifying, analyzing,
and prioritizing project risk; creating the risk register; and defining risk response strate-
gies in order to manage uncertainty and opportunity throughout the project life cycle.
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Present the project management plan to the relevant stakeholders according to
applicable policies and procedures in order to obtain approval to proceed with project
execution.

Conduct a kickoff meeting, communicating the start of the project, key milestones,
and other relevant information in order to inform and engage stakeholders and gain
commitment.

Develop the stakeholder management plan by analyzing needs, interests, and potential
impact in order to effectively manage stakeholders’ expectations and engage them in
project decisions.

Executing the Project

The following objectives make up the Executing the Project performance domain and are
covered in Chapter 4 of this book:

Acquire and manage project resources by following the human resource and procure-
ment management plans in order to meet project requirements.

Manage task execution based on the project management plan by leading and develop-
ing the project team in order to achieve project deliverables.

Implement the quality management plan using the appropriate tools and techniques
in order to ensure that work is being performed in accordance with required quality
standards.

Implement approved changes and corrective actions by following the change manage-
ment plan in order to meet project requirements.

Implement approved actions by following the risk management plan in order to mini-
mize the impact of the risks and take advantage of opportunities on the project.
Manage the flow of information by following the communications plan in order to
keep stakeholders engaged and informed.

Maintain stakeholder relationships by following the stakeholder management plan in
order to receive continued support and manage expectations.

Monitoring and Controlling the Project

The following objectives make up the Monitoring and Controlling the Project performance
domain and are covered in Chapter 5 of this book:

Measure project performance using appropriate tools and techniques in order to iden-
tify and quantify any variances and corrective actions.

Manage changes to the project by following the changed management plan in order to
ensure that project goals remain aligned with business needs.

Verify that project deliverables conform to the quality standards established in the
quality management plan by using appropriate tools and techniques to meet project
requirements and business needs.



Introduction XXVii

Monitor and assess risk by determining whether exposure has changed and evaluat-
ing the effectiveness of response strategies in order to manage the impact of risks and
opportunities on the project.

Review the issue log, update if necessary, and determine corrective actions by using
appropriate tools and techniques in order to minimize the impact on the project.

Capture, analyze, and manage lessons learned, using lessons learned management tech-
niques in order to enable continuous improvement.

Monitor procurement activities according to the procurement plan in order to verify
compliance with project objectives.

Closing the Project

The following objectives make up the Closing the Project performance domain and are cov-
ered in Chapter 6 of this book:

Obtain final acceptance of the project deliverables from relevant stakeholders in order
to confirm that project scope and deliverables were achieved.

Transfer the ownership of deliverables to the assigned stakeholders in accordance with
the project plan in order to facilitate project closure.

Obtain financial, legal, and administrative closure using generally accepted practices
and policies in order to communicate formal project closure and ensure transfer of
liability.

Prepare and share the final project report according to the communications manage-
ment plan in order to document and convey project performance and assist in project
evaluation.

Collate lessons learned that were documented throughout the project and conduct a
comprehensive project review in order to update the organization’s knowledge base.

Archive project documents and materials using generally accepted practices in order to
comply with statutory requirements and for potential use in future projects and audits.

Obtain feedback from relevant stakeholders using appropriate tools and techniques and
based on the stakeholder management plan in order to evaluate their satisfaction.
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Much of the focus and content of this book revolves heavily
around the information contained in A Guide to the Project
Management Body of Knowledge, Fifth Edition (PMBOK®
Guide), published by the Project Management Institute (PMI®). Because many exam ques-
tions will relate to the content of the PMBOK® Guide, it will be referenced throughout this
book, and we’ll elaborate further on those areas that appear on the test.

This chapter lays the foundation for building and managing a project. Understanding
project management from a broad and high-level perspective is important and will pre-
pare you to digest the rest of the information in this book. One of the concepts you will
learn is that of progressive elaboration, which the PMBOK® Guide defines as an itera-
tive process where each pass at a topic increases the level of detail in planning a project
when greater amounts of information and accurate estimates become available. In this
context, we want to start with an overview of the general framework that projects
operate in, and then we will get progressively more elaborate with defining what those
steps entail.

Day of the Exam

This book provides targeted content to help you review and prepare to take the Project
Management Professional (PMP®) certification exam (PMP® exam). Through the course of
this book, we will be giving you tips on things you should do the day of the exam to help
you achieve the greatest opportunity to pass and then join the worldwide network of
certified project managers. Look for these tips throughout the book.

Defining a Project

Pop quiz: How do you tell the difference between a project and ongoing operations? Before
delving into the aspects of project management, it’s important to determine whether what
you are dealing with is, in fact, a project. Projects are often confused with ongoing opera-
tions, and it’s therefore important to understand how to define a project and know its
characteristics.

Once you have determined that you are dealing with a project, all stakeholders will need
to be identified. To be considered successful, a project must achieve its objectives and meet
or exceed the expectations of the stakeholders.
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o For more detailed information on projects and stakeholders, see Chapter 1,
TE “What Is a Project?” in PMP®: Project Management Professional Exam
Study Guide, Eighth Edition (Sybex, 2015).

Project Characteristics

The characteristics of projects, as shown in Figure 1.1, are as follows:
= They are temporary in nature and have a definite start and finish.

= They produce a unique product, service, or result that didn’t exist before.

FIGURE 1.1 Project

Temporary

; Clear start
Unique l and finish

The unique deliverables from a project might include tangible products (a road or a
building), well-defined and specific services such as consulting or project management, and
business functions that support the organization. Projects might also produce a result or an
outcome, such as a document that details the findings of a research study. The purpose of
a project is to achieve its goals and to conclude. Therefore, a project is considered complete
when one of the following occurs:

= The goals and objectives are accomplished to the satisfaction of the stakeholders.
= It has been determined that the goals and objectives cannot be accomplished.
= The project is canceled.

After its completion, a project’s product, service, or result may become part of an ongo-
ing operation.

Operations

Operations are ongoing and repetitive, involving work that is continuous and without an

end date. Often, operations involve repeating the same processes and producing the same
results. Figure 1.2 shows the characteristics of operations. The purpose of operations is to
keep the organization functioning.
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FIGURE 1.2 Operations

Ongoing
Keeps
organization l Repetitive
functioning
Operation

Unsure whether it is a project or an ongoing operation? Put it through the following test
to make a determination:

= Isit unique?

= Does the work effort have a limited time frame?

Remember that according to the PMBOK® Guide, the temporary nature of a
ITE project does not necessarily mean the duration of the project is short.

= Is there a way to determine when the project is completed?
= Is there a way to determine stakeholder satisfaction?

If you answered yes to each question, then it is a project.

Progressive Elaboration

Progressive elaboration means the characteristics of the product, service, or result of the
project are determined incrementally and are continually refined and worked out in detail
as the project progresses. Product characteristics typically start out broad-based at the
beginning of the project and are iterated into more and more detail over time until they are
complete and finalized.

Stakeholders

A stakeholder is any person or group, including formal organizations, who are impacted
by the project or who can impact the project. The following are characteristics of various
stakeholders:

= They are individuals, groups, or organizations with a vested interest in the project.
= They are actively involved with the work of the project.

= They have something to either gain or lose as a result of the project.



Defining a Project 5

Identifying who these stakeholders are is not a onetime process, and it’s important to
identify stakeholders at the onset of the project. Here are some examples of project stake-
holders, as shown in Figure 1.3.

= Customer

= Sponsor

= Contractors

= Suppliers

= Project manager

= Project team members

L Department managers

FIGURE 1.3 Stakeholders

* Portfolio/Program Managers
Project : (P)MO tions/Functional M
Stakeholders perations/Functional Managers
* Sellers/Business Partners
» Customers/Users

Project Sponsor

* Project Management Team
Project Team * Project Manager
e QOther Project Members

The Project

It’s also important to note that stakeholders may have conflicting interests and that it
is the project manager’s responsibility to manage stakeholder expectations. And when in
doubt, stakeholder conflicts should always be resolved in favor of the customer.

The project sponsor, who is also a stakeholder, is generally an executive in the organiza-
tion with the authority to assign resources and enforce decisions regarding the project. The
project sponsor typically serves as the tiebreaker decision maker and is one of the people on
the project’s escalation path.

Stakeholders are identified early on within the life of the project and may change as the
project evolves. Failure to identify stakeholders may result in failure of the project itself
because unidentified stakeholders may not have their expectations satisfied if you do not
give them a way to voice what they expect. Understanding the level of influence of each
stakeholder is also critical to the success of the project.
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Exam Essentials

Be able to describe the difference between projects and operations. A project is
temporary in nature with a definite beginning and ending date. Projects produce unique
products, services, or results. Operations are ongoing and use repetitive processes that
typically produce the same result over and over.

Defining Project Management

A project management framework provides the tools and techniques necessary for the
successful initiation, planning, and execution of a project. Project management is the
application of that framework to consistently deliver products and services to a stake-
holder’s satisfaction. Project management may involve more than a single project. In the
bigger picture, a project may be part of a program, a portfolio, and/or a project man-
agement office.

)/ For more detailed information on project management basics, see
drz Chapter 1 of PMP®: Project Management Professional Exam Study

Guide, Eighth Edition.

Project Management

According to the PMBOK® Guide, project management is “the application of
knowledge, skills, tools, and techniques to project activities to meet the project
requirements.”

Project managers are the people responsible for managing the project processes and
applying the tools and techniques used to carry out the project activities. It is the responsi-
bility of the project manager to ensure that project management techniques are applied and
followed. In addition to this, project management is a process that includes initiating a new
project, planning, putting the project plan into action, and measuring and reporting on per-
formance. It involves identifying the project requirements, establishing project objectives,
balancing constraints, and taking the needs and expectations of the key stakeholders into
consideration.

Project management itself can exist beyond the management of a single project.

In some organizations, programs and portfolios are also managed. Figure 1.4 shows
the characteristics of a project, program, portfolio, as well as a project management

office (PMO).
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FIGURE 1.4 Project management overview

Project Management
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Programs

According to the PMBOK® Guide, programs are groups of related projects, subprograms,
and program activities that are managed in a coordinated fashion, allowing them to capi-
talize on benefits that wouldn’t be achievable otherwise.

Each subproject within a program has its own project manager, who reports to the pro-
gram manager. All the projects are related and are managed together so that collective ben-
efits are realized and controls are implemented and managed in a coordinated fashion. The
management of this collection of projects—determining their interdependencies, managing
their constraints, and resolving issues among them—is called program management.

-
-

Portfolios

PMI® offers a certification for program management in addition to its
project management certification. For more detailed information on pro-
gram management skills, see The Standard for Program Management,
Third Edition (PMI®, 2013).

Portfolios are collections of programs and projects that support a specific business goal or
objective. Programs and projects included as part of a portfolio may not necessarily relate
to one another in a direct way.

Portfolio management encompasses managing the collection of programs, projects,
other work, and sometimes other portfolios. It also concerns monitoring active projects for
adherence to objectives, balancing the portfolio among the other investments of the organi-
zation, and assuring the efficient use of resources.

=

PMI® also offers a credential for portfolio management called the Portfolio
Management Professional (PfMP). For more detailed information on port-
folio management skills, see The Standard for Portfolio Management, Third
Edition (PMI®, 2013).
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Project Management Office

The project management office (PMO) is a centralized organizational unit that oversees the
management of projects and programs throughout the organization.
The PMO is responsible for the following;:

=  Managing the objectives of a collective set of projects

»  Managing resources across the projects

»  Managing the interdependencies of all the projects within its authority

*»  Maintaining and archiving project documentation for future reference

=  Measuring project performance of active projects and suggesting corrective actions
»  Evaluating completed projects for their adherence to the project plan

= Suggesting corrective actions pertaining to projects and programs as needed

The most common reason a company starts a project management office is to establish
and maintain procedures and standards for project management methodologies and to man-
age resources assigned to the projects in the PMO. Project managers and team members may
report directly to the PMO, or the PMO may provide support functions for projects and
project management training or simply have experts available to provide assistance.

The overall purpose of a project manager and PMO differ to a certain extent. A project
manager is focused on the project at hand, whereas the PMO takes more of an organiza-
tional approach to project management. The project manager is concerned with the project’s
objectives; the PMO is concerned with the organizational objectives. Table 1.1 outlines the
differences between the overall objectives and perspectives of a project manager and PMO.

TABLE 1.1 Project manager vs. PMO

Project manager PMO
Overall goal Achieve the project Achieve goals from an enterprise-
requirements wide perspective
Objective Deliver project objectives Deliver organizational objectives
Resources Manage project resources Optimize shared resources
Reporting Project reporting Consolidated reporting

PMOs can exist in any type of organizational structure. A major benefit for project man-
agers working in an organization that has an existing PMO is the room for advancement
that a PMO provides.

Although PMOs are common in organizations today, they are not required in order to
apply good project management practices.
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Exam Essentials

Be able to differentiate between project management, program management, port-
folio management, and a project management office. Project management brings
together a set of tools and techniques to describe, organize, and monitor the work of
project activities; program management refers to the management of groups of related
projects; portfolio management refers to the management of a collection of programs
and projects that support a specific business goal or objective; and the project man-
agement office oversees the management of projects and programs throughout the
organization.

Identifying Project Management Skills

To be successful, a project manager must possess general management skills that span every
area of management—from accounting and strategic planning to supervision, personnel
administration, and so forth. Some projects also require specific skills in certain application
areas, such as within an industry group, within a department, or by technical specialty.
These skills prepare the project manager to communicate, solve problems, lead, and negoti-
ate through a project.

)’ For more detailed information on project management skills, see Chapter 1 of
@TE PMP®: Project Management Professional Exam Study Guide, Eighth Edition.

As shown in Figure 1.5, seven general management skills make up the foundation of
good project management practices.

FIGURE 1.5 General management skills

General Management Skills

* Communications

* Qrganization and planning

* Budgeting

« Conflict management

» Negotiation and influencing

* Leadership

* Team building and
motivating
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Communication Skills Many forms of communication exist within a project and are
critical to its success. It is the job of the project manager to ensure that the information is
explicit, clear, and complete. Once the information has been distributed, it is the responsi-
bility of the recipient to confirm that the information has been understood. Good project
managers spend up to 90 percent of their time communicating. This makes communication
skills a critical asset for a project manager.

Organization and Planning Skills Organization and planning skills are closely related
and an important skill set that a project manager should possess. Project managers must
track and locate many documents, meetings, contracts, and schedules. Doing so requires
time management skills, which is why this skill set is tied closely to organizational skills.
Because there isn’t any aspect of project management that doesn’t first involve planning, it
will be an area discussed extensively throughout this book.

Budgeting Skills Project managers establish and manage budgets and are therefore
expected to have some knowledge of finance and accounting principles. Cost estimates are
an example of when budgeting skills are put to use. Other examples include project spend-
ing, reading and understanding vendor quotes, preparing or overseeing purchase orders,
and reconciling invoices.

Conflict Management Skills Conflict management involves problem solving, first
by defining the causes of the problem and then by making a decision to solve it. After
examining and analyzing the problem, the situation causing it, and the available
alternatives, determine the best course of action. The timing of the decision is also
important.

Negotiation and Influencing Skills Both negotiation and influencing skills are necessary
in effective problem solving and are used in all areas of project management. The following
terms are related to this skill set:

Negotiation Whether one on one or with teams of people, negotiation involves work-
ing with others to come to an agreement and is necessary in almost every area of the
project.

Influencing Influencing requires an understanding of the organization’s structure and
involves convincing the other party to consider the choice you think is the better one
even if it is not what they want.

Power Power is a technique used to influence people and is the ability to get people to
do things they wouldn’t otherwise do.

Politics Politics involves getting groups of people with different interests to cooperate
creatively even in the midst of conflict and disorder.

Leadership Skills Leadership involves exhibiting characteristics of both a leader and a
manager and knowing when to switch from one to the other throughout the project. A
leader imparts vision, gains consensus for strategic goals, establishes direction, and inspires
and motivates others. Managers focus on results and are concerned with getting the job
done according to requirements.
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Team Building and Motivating Skills The project manager sets the tone for the project
team and walks the team members through various stages of team development to become
fully functional. This can involve team-building groundwork and motivating the team even
when team members are not direct reports.

Exam Essentials

Be able to list some of the skills every good project manager should possess.
Communication, budgeting, organization, problem solving, negotiation and influencing,
leading, and team building are skills a project manager should possess.

Understanding Organizational
Structures

Like projects, organizations are unique, each with its own style and culture, which both
have an influence on how projects are performed. Organizations in general can be struc-
tured in one of three ways:

=  Functional
=  Matrix
= Projectized

Within these structures, variations and combinations exist. Figure 1.6 shows where
these structures fall in relation to one another, including the variations that exist in matrix
organizations. Knowing the type of structure that an organization operates within is
important and impacts how a project manager may proceed. The organizational structure
is part of the project environment, which influences how the project is managed. One of
the biggest determining factors of an organization’s structure is the authority that a project
manager holds.

FIGURE 1.6 Spectrum of organizational types

Functional Weak Balanced Strong Projectized
matrix matrix matrix

Since functional and projectized are the two extreme types of organizational structures,
we’ll cover them first.
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TE nizations, including sample charts, see Chapter 1 of PMP®: Project Manage-
ment Professional Exam Study Guide, Eighth Edition.

%{ For more detailed information on functional, projectized, and matrix orga-

Functional Organizations

Functional organizations are the oldest style of organization; the functional style is known
as the traditional approach to organizing businesses. These types of organizations have the
following characteristics:

= They center on specialties.
= They are grouped by function.
= They are displayed as a hierarchy.

Importantly, workers within a functional organization specialize in an area of exper-
tise, allowing them to become very good at their specialty (such as Accounting, Human
Resources, or Engineering).

Within this hierarchical structure, a chain of command exists in which employees
report to one manager and one person is ultimately in charge at the top. Each department
or group is managed independently and has a limited span of control, therefore requiring
that the chain of command be followed when input from another department on a project
is needed. The mind-set behind this type of structure is that people with similar skills and
experiences are easier to manage as a group, allowing for work assignments to be distrib-
uted and managed easily, and supervisors are experienced in the area they supervise.

Table 1.2 highlights the advantages and disadvantages of a functional organization.

TABLE 1.2 Functional organizations

Advantages Disadvantages
There is an enduring organizational structure. Project managers have little to no formal
authority.

There is a clear career path with separation of Multiple projects compete for limited

functions, allowing specialty skills to flourish. resources and priority.
Employees have one supervisor with a clear Project team members are loyal to the
chain of command. functional manager.

Projectized Organizations

Projectized organizations are nearly the opposite of functional organizations, focusing on the
project itself and therefore developing loyalties to the project and not to a functional manager.
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Project managers have high to ultimate authority within this type of organization and
typically report directly to the CEO. The project manager makes decisions regarding the
project, including dealing with constraints. As a side note, project managers in all organiza-
tional structures must balance competing project constraints such as these:

= Scope

*  Quality
= Schedule
=  Budget

= Resources
= Risk

Within a projectized organization, teams are often co-located, meaning that team mem-
bers physically work at the same location and report to the project manager. Once the proj-
ect is completed, the team is often dissolved and members are either put on the bench or let
go. Resource utilization can be inefficient if a highly specialized skill is needed only at given
times throughout the project and sits idle during other times.

Table 1.3 highlights the advantages and disadvantages of a projectized organization.

TABLE 1.3 Projectized organizations

Advantages Disadvantages

Project managers have high to ultimate Project team members may find themselves
authority. out of work after project completion.
Project team members are loyal to the There can be inefficiency with resource
project. utilization.

Matrix Organizations

Matrix organizations are a blend of functional and projectized organizations, taking
advantage of the strengths of both and combining them into one. Employees report to a
functional manager and to at least one project manager.

Functional managers assign employees to projects and handle administrative duties,
whereas project managers execute the project and assign project activities to employees.
Both share the responsibility of performance reviews.

Within matrix organizations exists a balance of power ranging from that of a functional
organization to that of a projectized organization:

Strong Matrix A strong matrix organization has characteristics of a projectized
organization, where the project manager has a high level of authority and can dictate
resources.



14 Chapter 1 = Project Foundation

Weak Matrix On the other end of the spectrum is the weak matrix, which holds a resem-
blance to a functional organization in that the functional managers have a greater level of
power and tend to dictate work assignments.

Balanced Matrix In between a strong matrix and weak matrix is the balanced matrix,
where the power is balanced between the project managers and functional managers.

Table 1.4 shows the subtle differences between the three types of matrix organizations.
The majority of organizations today are a composite of functional, projectized, and matrix

structures.

TABLE 1.4 Comparing matrix structures

Weak matrix

Balanced matrix

Strong matrix

Project manager’s
title

Project manager’s
focus

Project manager’s
power

Project manager’s
time

Organization style

Project manager
reports to

Project coordinator,
project leader, or
project expeditor

Split focus between
project and func-
tional responsibilities

Minimal authority
and power

Part-time on projects

Most like functional
organization

Functional manager

Project manager

Projects and
project work

Balance of authority
and power

Full-time on projects

Blend of both weak
and strong matrix

Functional manager,
but shares authority
and power

Project manager

Projects and
project work

Significant authority
and power

Full-time on projects

Most like a projec-
tized organization

Manager of project
managers

Exam Essentials

Be able to differentiate between the organizational structures and the project man-
ager’s authority in each. Organizations are usually structured in some combination of
the following: functional, projectized, and matrix (including weak matrix, balanced matrix,
and strong matrix). Project managers have the most authority in a projectized organiza-
tion and the least authority in a functional organization.
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Understanding the Project Environment

The project environment is made up of internal and external factors that influence a
project. When managing a project, the project manager must consider more than just the
project itself. Proactively managing a project involves understanding the environment in
which the project must function.

The following are some examples of the elements that make up the project environment:

Organizational Structure The organizational structure itself plays a large role in how a
project is managed and is a major influential factor within the project environment. This is
intermingled with the company culture.

Physical Environment The physical environment includes considerations such as the
following:

=  Local ecology

=  Physical geography

»  Environmental restrictions, such as protected areas or protected wildlife

»  Amount of dedicated office and conference room space

Cultural and Social Environment When referencing the cultural environment, consider
these various layers:

= Corporate culture, including external stakeholders and vendors. This is intermingled
with organizational structures but can take on a life of its own

= Ethnic culture
= Religious culture

=  Organizational risk tolerance

To communicate effectively with customers, stakeholders, and project team members, it
becomes necessary to understand cultural and social factors and how they may impact
a project. In particular, cultural differences pose a common communication obstacle
within projects. As virtual and global projects become a more common scenario, under-
standing how to function within this type of environment becomes critical.

A project manager should also understand how the project impacts individuals and how
individuals impact the project.

International and Political Environment The international and political environment
involves considering the following:

» International, national, regional, and local laws and regulations

» Norms and customs

= Political climate

»  Time zone and local holidays
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It is important for a project manager to know, from the onset of the project, whether any of
the items listed affect their particular project. Something as minor as a time zone difference
or as large as the political climate can have a huge impact on a project.

There are other influential factors far beyond those listed here, and the list can become
quite extensive. On a basic level, these factors provide you with an overview of a project
from a broader perspective.

Understanding Project Life Cycles
and Project Management Processes

Most projects begin with an idea. After soliciting support and obtaining approval, a project
progresses through the intermediate phases to the ending phase, where it is completed and
closed out. As a project passes through this life cycle, it is carried out through a set of proj-
ect management processes. According to the PMBOK® Guide, these processes are interre-
lated and dependent on one another; they are divided into five project management process
groups:

= Initiating

»=  Planning

=  Executing

=  Monitoring and Controlling
= Closing

Each of these process groups displays characteristics that reflect the level of a project’s costs,
staffing, chances for successful completion, stakeholder influence, and probability of risk.

Figure 1.7 shows the project management process groups and represents the life cycle of
a project or project phase.

FIGURE 1.7 Project management process groups
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TE processes, see Chapter 1 of PMP®: Project Management Professional Exam

5’ For more detailed information on the project management life cycle and
Study Guide, Eighth Edition.

Project Phases and Project Life Cycles

Most projects are divided into phases. Project phases consist of segments of work, and a
project may have one or many phases, depending on the project complexity and industry.
The phases that a project progresses through are collectively called the project life cycle.
Project life cycles are similar for all projects, and the phases that occur within the project
life cycle are sequential and sometimes overlap.

According to the PMBOK® Guide, all projects follow the same life-cycle structure:
= Starting the project, or initiating
= Organizing and preparing, or planning the work of the project
= Carrying out (or performing) the work of the project, or executing

= Closing out the project

Exam Essentials

The PMBOK® Guide emphasizes that you should not confuse this generic life-cycle struc-
ture with the project management process groups because the processes in a process
group will consist of activities that may be performed and recur within each phase of a
project as well as for the project as a whole.

At the beginning of a phase, a feasibility study may be carried out. At the end of a phase,
a phase-end review of the accomplished deliverables may be performed before handoff to
the next phase can occur. The following list expands further on several key terms used
within this description of what occurs within a phase:

Handoffs For the project to progress from one phase to the next, the phase deliverables
should be reviewed for accuracy and approved. As each phase is completed, it’s handed off
to the next phase. Handoffs, or technical transfers, are phase sequences that signal the end
of one phase and typically mark the beginning of the next.

Feasibility Studies Some projects incorporate feasibility studies in the beginning phase.
They are completed prior to the beginning of the next phase. A feasibility study determines
whether the project is worth undertaking, or worth continuing if it is at a project check-
point, and whether it will be profitable to the organization.

Deliverables Each phase has at least one deliverable that marks the phase completion. A
deliverable is a tangible output that can be measured and must be produced, reviewed, and
approved to bring the phase or project to completion.



18 Chapter 1 = Project Foundation

Phase-End Reviews At the end of a phase, a phase-end review may take place so that
those involved with the work may determine whether the project should continue on to the
next phase. Phase-end reviews, also known as phase exits, phase gates, milestones, stage
gates, decision gates, and kill points, give the project manager the ability to identify and
address errors discovered during the phase.

Phase-to-Phase Relationships As previously indicated, a project may consist of one or
more phases. The PMBOK® Guide defines three types of phase-to-phase relationships:

= Sequential relationships, where one phase must finish before the next phase can begin
= Overlapping relationships, where one phase starts before the prior phase completes

= [Iterative relationships, where work for subsequent phases is planned as the work of
the previous phase is performed

Organizations will differ in terms of size, maturity, and complexity. In terms
TE of the application of project management practices, some organizations

will have established policies that standardize all projects. Other organi-

zations will allow the project team great flexibility in selecting the most

appropriate approach for their project. Remember, project management is
not a “one size fits all” model.

The act of overlapping phases to shorten or compress the project schedule is called fast-
tracking. This means that a later phase is started prior to completing and approving the
phase or phases that come before it.

Project Management Process Groups

Project management processes organize and describe the work of the project. As mentioned
earlier, the following are the five process groups described in the PMBOK® Guide:

= Initiating process group

= Planning process group

= Executing process group

= Monitoring and Controlling process group
= Closing process group

These processes are performed by people; they are interrelated and dependent on one
another and include individual processes that collectively make up the group. The five pro-
cess groups are iterative and might be revisited and revised throughout the project’s life as
the project is refined.

The project manager and the project team are responsible for tailoring, which involves
determining which processes within each process group are appropriate for the project.
When the project is tailored, its size and complexity and various inputs and outputs are
taken into consideration. The conclusion of each process group allows the project manager
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and stakeholders to reexamine the business needs of the project and determine whether the
project is satisfying those needs.

Initiating Process Group The processes within the Initiating process group occur at the
beginning of the project and at the beginning of each project phase for large projects. This
process group grants the approval to commit the organization’s resources to working on the
project or phase and authorizes the project manager to begin working on the project.

According to the PMBOK® Guide, the Initiating process group contains the following
actions:

»  Developing the project charter, which formally authorizes the project
» Identifying project stakeholders

Planning Process Group The Planning process group includes processes that formulate and
revises project goals and objectives. It is also where the project management plan that will be
used to achieve the goals the project was undertaken to address is created. Within this pro-
cess group, project requirements are fleshed out and additional stakeholders are identified.
Because projects are unique, planning must encompass all areas of project management.

According to the PMBOK® Guide, the Planning process group contains the following
actions:

= Developing the project management plan

The project management plan itself contains several subsidiary plans and base-
lines. This collection of plans defines how the project will be planned, carried out,
and closed.

»  Planning and creating the scope management plan

The component of the project management plan is the process that documents the
method that will be used to define, control, and validate project scope.

= Collecting project requirements

The project requirements define and document the needs of the stakeholders.
= Developing the project and product’s scope
= Creating the work breakdown structure (WBS)

The WBS contains a decomposition of the project work, from the major deliver-
ables down to the work packages.

» Planning and creating the schedule management plan

Another component of the project plan, the schedule management plan creates
documentation and policies/procedures for development of the project schedule as
well as the managing, executing, and controlling of its elements.

» Identifying the project activities necessary to carry out the project work
»  Developing the order and duration of project activities

»  Calculating the number of resources needed to carry out the project activities
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Creating the project schedule
Planning and creating the cost management plan

The cost management plan documents and describes how projects costs will be
managed through the entire project life cycle.

Identifying the cost of all of the activities needed for project success
Developing the project’s budget

Estimating the cost of each project activity

Planning and creating the quality management plan

The quality management plan sets the standards for the project and also defines
the quality requirements.

Creating the human resource plan
This plan outlines how human resources will be identified and managed.
Creating the communications management plan

This plan defines how communications will be carried out throughout the course
of the project, including identifying and meeting the communication needs of
stakeholders.

Creating the risk management plan

This plan outlines how risk management will be conducted. It also provides the
necessary information to consistently identify and measure project risk.

Identifying project risks

This process also results in the creation of the risk register, where information
about the identified risks will be documented.

Assessing and prioritizing project risks that require further analysis or action, as
well as the numerical analysis of risk on the overall project objectives

Developing risk responses
Creating the procurement management plan

The procurement management plan documents and describes how external prod-
ucts or services will be acquired.

Planning and creating the plan for stakeholder engagement

Stakeholder engagement focuses on the continuous activities needed to keep stake-
holders informed, gain their feedback, and ensure their expectations are met.

Executing Process Group The Executing process group involves putting the project man-
agement plan into action, keeping the project plan on track, and implementing approved

changes.

The project manager coordinates and directs project resources, and costs are high-
est here since greater amounts of time and resources are utilized during the Executing
processes.
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According to the PMBOK® Guide, the Executing process group contains the following
actions:

s Performing the work defined in the project management plan

»  Ensuring that the quality standards and operational definitions outlined in the
Planning process group are followed according to the quality management plan

»  Auditing the quality requirements
»  Obtaining the human resources needed to complete the project work

»  Enhancing the skills and interactions of the project team as well as the overall
team environment

»  Managing the project team and enhancing its performance

»  Distributing the necessary information throughout the course of the project, as
outlined within the communications management plan

= Selecting the external vendors used and awarding the necessary procurement contracts
»  Managing the expectations of the stakeholders

Monitoring and Controlling Process Group The Monitoring and Controlling process
group is where project performance measurements are taken and analyzed to determine
whether the project is staying in line with the project plan. This process group tracks the
progress of work being performed and identifies problems and variances within a process
group and the project as a whole.

According to the PMBOK® Guide, processes from within the Monitoring and
Controlling process group contain the following actions:

=  Monitoring and controlling the work of the project, such as making sure the actual
work performed is in line with the project management plan

»  Using the integrated change control system to review, approve or deny, and man-
age all changes within the project

= Accepting the completed project deliverables
= Controlling the project and product scope

This helps prevent scope creep and makes sure the project accomplishes what it set
out to do.

= Controlling the project schedule to make sure the project is completed on time

= Controlling the project costs to make sure the project is completed within the
allotted budget

»  Monitoring the results of conducting quality activities
This allows for an assessment of performance.
= Reporting the project performance through planned reports
This also involves forecasting and measuring project performance.

» Implementing risk response plans
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*  Monitoring and controlling risks
This includes monitoring the project for any new risks and evaluating the effective-
ness of risk responses and risk management processes.

»  Managing vendor relationships and vendor contracts

=  Monitoring the relationships with project stakeholders and adjusting approaches as
warranted

Closing Process Group The Closing process group includes processes that bring a for-
mal, orderly end to the activities of a project phase or to the project itself. Once the project
objectives have been met, all the project information is gathered and stored for future refer-
ence. Contract closeout also occurs within this process group, and formal acceptance and
approval are obtained from project stakeholders.

According to the PMBOK® Guide, the closing process group contains the following
actions:

»  Finalizing the project work to formally complete the project or project phase
=  Completing and then closing out all vendor contracts

The progression through the project management process groups exhibits the same char-
acteristics as progression through the project phases. Table 1.5 shows the characteristics of
the process groups.

TABLE 1.5 Characteristics of the project process groups

Monitoring

Initiating Planning Executing and Controlling Closing
Costs Low Low Highest Lower Lowest
Staffing levels Low Lower High High Low
Chance for suc- Lowest Low Medium High Highest
cessful completion
Stakeholder Highest High Medium Low Lowest
influence
Risk probability Highest High Medium Low Lowest

Plan-Do-Check-Act Cycle

As the project progresses and more information becomes known, the project management
processes might be revisited and revised to update the project management plan. Underlying
the concept that process groups are iterative is a cycle called the Plan-Do-Check-Act cycle,
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which was originally defined by Walter Shewhart and later modified by Edward Deming.
The idea behind this concept is that each element in the cycle is results oriented and
becomes input into the next cycle. The cycle interactions can be mapped to work in con-
junction with the five project management process groups.

Exam Essentials

Be able to name the five project management process groups. The five project manage-
ment process groups are Initiating, Planning, Executing, Monitoring and Controlling, and
Closing.

Day of the Exam

You are not allowed to bring anything into the testing room when you take the exam.
However, you will be given scratch paper as an aid. An excellent approach to take the test
is to memorize formulas, acronyms, and mnemonics before you begin taking the test, and
then write these all out on the sheet of blank scratch paper provided. This will allow you
to focus exclusively on what is being asked on the test instead of taking brain power to
try to remember these elements while answering a question.

PMP® Project Management Professional Exam Study Guide, Eighth Edition mentions an
acronym for the process groups that is helpful: it sounds like IPECC (Initiating, Planning,
Executing, Monitoring and Controlling, and Closing), where you think of Monitoring and
Controlling simply as “Controlling.” Give it a try and see if it helps.

Recognizing Professional and Social
Responsibility

A PMP® credential comes with several responsibilities that involve decisions and actions
you make. When submitting your PMP® application, you are agreeing to abide by the PMI®
Code of Ethics and Professional Conduct. This oath touches on several elements within
your personal and professional life and includes actions that are mandatory as well as
actions and ideals to which we aspire.

Maintaining ethical and professional conduct applies to day-to-day activities and is
therefore applicable to everything discussed earlier in this chapter and throughout the rest
of the book. Meeting ethical and professional standards is an essential part of building a
solid project management foundation. For the exam, you will be expected to be familiar
with the code and answer questions based on its contents.
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PMI® Core Values

The PMI® Code of Ethics and Professional Conduct addresses the following four elements:
responsibility, respect, fairness, and honesty.

Responsibility

Responsibility is a major part of upholding integrity. It involves taking ownership for your
actions, being proactive in doing the right thing, and doing what is necessary to resolve a
situation that results from an initial lack of responsibility.

As shown in Figure 1.8, a variety of elements touch on the concept of responsibility:

=  Ensuring a high level of integrity

= Accepting only those assignments for which you are qualified
= Following rules, regulations, laws, and policies

= Respecting confidential information

= Upholding the PMI® Code of Ethics and holding fellow project managers
accountable

FIGURE 1.8 Elements of responsibility
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‘) Responsibility involves making decisions that are for the good of the orga-

TE nization rather than for yourself. It also involves admitting your mistakes
and being accountable for the decisions you make and the consequences
that result from those decisions and actions.



Recognizing Professional and Social Responsibility 25

Ensuring Integrity

As a project manager, one of your professional responsibilities is to ensure integrity of the
project management processes, the product, and your own personal conduct. This can
entail the following:

= Applying the project management processes correctly to ensure integrity of the product
= Executing the process groups effectively to ensure the quality of the product

= Obtaining formal acceptance of the project and product

Accepting Assignments

Accepting appropriate assignments is tied to responsibility and honesty. This involves doing
the following:

= Accurately and truthfully reporting your qualifications, experience, and past perfor-
mance of services to potential employers, customers, PMI®, and others

= Declining assignments beyond your capabilities or experience

= Emphasizing your knowledge and how you’ve used it in your specific industry as
opposed to making others believe that you have experience using certain processes and
tools if, in reality, you don’t

= Accurately representing yourself, your qualifications, and your estimates in your adver-
tising and in person

= Completing the commitments that you undertake and ensuring that you do what it is
you say you will do

Following the Rules

It is imperative that you follow all applicable laws, rules, and regulations, including these:

= Industry regulations

= Organization rules

= Project rules

= PMI® organizational rules and policies

= Intellectual property and other ethical standards and principles governing your industry

= Local, national, and international law governing your location, processes, and product

)’ Rules or regulations that apply in one country may or may not apply in

‘drz other countries.

Respecting Confidential Information

Whether you are a direct employee, a consultant, or a contractor, it is likely that during the
course of your project management career you will come across some form of sensitive infor-
mation. You may collect or be exposed to sensitive information as part of a project. You may
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be required to provide such information to a contractor. You may have access to this type
of information as part of your role. Whatever the situation, it is important that you comply
with the PMI® Code of Ethics and Professional Conduct, which states that you agree not to
disclose sensitive or confidential information or use it in any way for personal gain.
Handling company data, trade secrets, data from governmental agencies, and intellec-
tual property are typical cases in which you will come across sensitive or confidential infor-
mation. Don’t forget to ask yourself the key questions shown in Figure 1.9 whenever you
handle information. If you are unsure of the answer to any of the questions, find out before
you share the information.

FIGURE 1.9 Handling information
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Trade Secrets An organization’s trade secrets or private information should not be used
for personal gain. Understanding what information may be shared with vendors, other
organizations, or even coworkers is important. In practice, there are often gray areas where
the breach of information is not as obvious. Being conscious and sensitive about your orga-
nization’s information can make a big difference. If ever in doubt, always ask.

Restricted Access Working with the government is a great example of when data shar-
ing can be sensitive. One governmental agency does not always have access to data from
another, separate governmental agency. Depending on the data, others may have restricted
access or no access at all. Restricted access isn’t limited to governmental data; similar
restrictions occur in the private sector as well. One department within an organization may
not always have access to data from another department. Think of the sensitive nature of
information housed within the human resources department. An employee’s file may not
always be accessible to department heads or others. It is a mistake to assume that others
should have access to data because you believe it is logical that they do.

Nondisclosure Agreements It is your responsibility to make sure vendors or organizations
that will have access to sensitive data sign and understand the appropriate nondisclosure
agreements before you release the data. Clearly, make sure there is key stakeholder support,
including from the legal department, in the release of sensitive information.

Intellectual Property

You are likely at some point to come into contact with intellectual property. The busi-
ness or person who created the protected material or item owns the intellectual property.
Intellectual property typically includes the following items:

» Items developed by an organization that have commercial value but are not tangible

= Copyrighted or trademarked material, such as books, software, and artistic works
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=  Ideas or processes that are patented

»  An industrial process, a business process, or a manufacturing process developed by the
organization for a specific purpose

You might have to pay royalties or request written permission to use the property.
Intellectual property should be protected just like sensitive or confidential data.

Respect

Demonstrating respect involves how you conduct yourself, the way you treat others and the
resources around you, and listening to the viewpoints of others. Respect is something that
should be exhibited on a personal and professional level. Among other things, the level of
respect you earn will be based on how well you do the following:

=  Exhibit a professional demeanor
=  Handle ethics violations
=  Demonstrate a sense of cultural awareness

= Interpret experiences

Exhibiting Professional Demeanor
Exhibiting a professional demeanor is an important part of business. You are responsible

for your own actions and reactions. Here are some examples of maintaining a professional
demeanor and encouraging professional demeanor within others:

= Controlling your emotions and your reactions in questionable situations.

=  Notifying the project team during the kickoff meeting where they can find a copy of
organizational policies regarding conflict of interest, cultural diversity, standards and
regulations, customer service, and standards of performance.

=  Coaching and influencing team members who exhibit nonprofessional attitudes or
behaviors to conform to the standards of conduct expected by you and your organiza-
tion. As the project manager, it is your job to ensure that team members act profession-
ally because they represent you and the project.

Reporting Ethics Violations

One of the responsibilities that falls to you as a project manager is the responsibility to
report violations of the PMP® code of conduct. To maintain integrity of the profession,
PMP® credential holders must adhere to the code of conduct that makes all of us account-
able to one another. This includes notifying PMI® when you know a violation has occurred
and you’ve verified the facts. The PMI® Code of Ethics and Professional Conduct includes
the following violations:

»  Conlflicts of interest

»  Untruthful advertising

»  Falsely claiming PMP® experience and credentials

»  Appearances of impropriety
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Demonstrating Cultural Awareness

As project teams and organizations become increasingly more diverse, the need for a height-
ened awareness of cultural influences and customary practices becomes critical. Today, it’s
common for project teams to be spread out globally. It is rare zot to come into contact with
someone from another culture. For example, you may encounter some or all of the following;:

= Virtual project teams with team members based in different physical locations
= Internal project stakeholders spread among offices globally

= Offshore vendors or suppliers

= Offshore partners

= Project team members who, while physically located in the same office, are from differ-
ent cultures

It is important not to attempt to force your own culture or customs on others. When in
a different country, you will need to respect the local customs. At the same time, it is not
acceptable to do something that violates your ethics and the ethics of your company.

)/ Do not forget that cultural awareness is an important component in your
‘dnz own country as well. Citizens of the same country can often have differ-
ent cultural influences and customs, which should be recognized and
respected.

As part of cultural awareness, you will need to be proactive in protecting yourself and
your staff from experiencing culture shock. In order to do this, it becomes important to
devote time to diversity training as needed, and to always demonstrate respect for your
neighbors, as follows:

Culture Shock Working in a foreign country can bring about an experience called culture
shock. Culture shock involves a separation from what you would normally expect. This can
cause disorientation, frustration, breakdown of communication, and confusion. Here are
some ways to prepare yourself and protect against culture shock (Figure 1.10):

= Read about the country you’re going to work in before you go.

= Become familiar with customs and acceptable practices in foreign countries where
you have dealings or will be visiting.

= When in doubt about a custom or situation, ask your hosts or a trusted contact
from the company for guidance.

Diversity Training Project team members may be from different countries or cultures.
Providing your team members with training helps to prevent cultural or ethical differences
from impacting the project.

Diversity training makes people aware of differences between cultures and ethnic groups
and helps them gain respect and trust. Training involving the company culture should also
be provided so that project team members understand how the organization functions.
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FIGURE 1.10 Avoiding culture shock
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Building Relationships Some cultures require that a relationship be established before busi-
ness can be conducted. Building that relationship may take days, depending on the culture.

Building relationships is valuable, regardless of whether or not a culture requires it. On
the flip side, as you are building relationships, remember that you should not impose your
beliefs on others because that is not the purpose of building relationships. Instead, building
a relationship with others creates an atmosphere of mutual trust and cooperation. In this
environment, all aspects of project planning and management, including negotiating and
problem solving, become easier and smoother to navigate.

Interpreting Experiences

As part of exhibiting respect, it’s important to be conscious of how experiences are inter-
preted and perceived. This is relevant on both ends of the communication spectrum. Others
may interpret your actions in a way that you did not intend. Likewise, you may misinter-
pret the actions of others. Remember the following:

= Each member of your team brings a unique set of experiences to the project. Those
experiences influence perception, behavior, and decisions.

»  Your perception of a situation is influenced by your experiences and might be very dif-
ferent from the perceptions of others.

= Always give others the benefit of the doubt and ask for clarification if you think there
is a problem.

= Avoid allowing feelings or emotions to get in the way of how you interpret a situation.
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Fairness

As part of the PMI® Code of Ethics and Professional Conduct, you have a responsibility to
report to the stakeholders, customers, or others any actions or circumstances that could be
construed as a conflict of interest. Avoiding conflicts of interest is a part of exhibiting fair-
ness. Fairness includes the following;:

»  Treating everyone equally, without favoritism or discrimination

= Appropriately representing yourself and your organization to avoid conflict-of-interest
situations, and quickly reporting any situation if conflict of interest occurs

=  Maintaining impartiality in your decision-making process

A conflict of interest involves putting your personal interests above the interests of the
project or using your influence to cause others to make decisions in your favor without
regard for the project outcome. As Figure 1.11 illustrates, any of the following could be
construed as conflicts of interest and compromise fairness:

= Not revealing your active associations and affiliations
= Accepting vendor gifts
»  Using stakeholder influence for personal reasons

»  Participating in discrimination

FIGURE 1.11 Elementsto consider in exhibiting fairness
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Associations and Affiliations

In maintaining associations and affiliations, it’s important to consider whether any con-
flicts of interest exist as a result. For instance, sitting on the decision-making committee
of a company that wins a bid for a contract relating to your project constitutes a conflict
of interest. Even if you do not influence the decision in any way, others will assume that a
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conflict of interest occurred. This is also the case in personal associations—for instance,
awarding a project to a relative, spouse, and so forth.
When these types of situations occur, do the following:

= Inform the project sponsor and the decision committee of the association or affiliation.
= Refrain from participating in the award decision committee.

= In cases of a contract with a personal association, appoint someone else in your organi-
zation to administer the contract and make the payments for the work performed.

= Document all of the decisions you make regarding the activities performed by the asso-
ciation and keep them with the project files.

Vendor Gifts

Vendor gifts are not uncommon. Vendors and suppliers often provide their customers and
potential customers with lunches, gifts, ballgame tickets, and the like. However, some
professionals are not allowed to accept gifts in excess of a certain dollar amount. This
might be driven by company policy or the department manager’s policy. Accepting ven-
dor gifts may be construed as a conflict of interest, no matter how small the gift is. It is
your responsibility to know the policy on accepting gifts and inform the vendor if they go
beyond the acceptable limits. Likewise, do not give inappropriate gifts to others or attempt
to influence a decision for personal gain.

)/ Don’'t accept gifts that might be construed as a conflict of interest. If your
Aérz organization does not have a policy regarding vendor gifts, set limits for
yourself.

Stakeholder Influence

Some stakeholders have a large amount of authority. It is important not to put your own
personal interests above the interests of the project or organization when dealing with pow-
erful stakeholders. This is another potential area for conflict of interest. Keep in mind these
guidelines:

= Weigh your decisions with the objectives of the project and the organization in mind—
not your own personal gain.

= Do not use stakeholder influence for personal gain, such as receiving a promotion,
bonus, or similar reward.

Discrimination

Maintaining a strong level of fairness is important on many levels, as you have seen so far.
In practice, we sometimes fall prey to favoritism without realizing it. When issuing assign-
ments, promotions, and the like, always use strong professional reasoning when making
decisions. Choosing someone simply because you enjoy working with them is poor judg-
ment and represents a conflict of interest.
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It is also important to be conscious of discriminating against others. Whether based on
age, disability, religion, sexual orientation, or personality, discrimination on any level is
not acceptable. Remember that the PMI® Code of Ethics and Professional Conduct also
requires you to report this type of behavior exhibited by someone else.

Honesty

You should be aware of several aspects of honesty that you must uphold (as shown in
Figure 1.12):

= Reporting the truth regarding project status and circumstances
*  Avoiding deception
=  Making only truthful statements

»  Being honest about your own experience

FIGURE 1.12 Elements of honesty
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Reporting Truthfully

Honesty involves information regarding your own background and experience as well as
information about the project circumstances. Benefit to the project, and not your personal
gain, should be the influencing factor when billing a customer or working on a project.
Experiencing a personal gain as a result of your work is positive, but making a project
decision simply to result in a personal gain is not.

As a project manager, you are responsible for truthfully reporting all information
in your possession to stakeholders, customers, the project sponsor, and the public
when required. This includes situations where personal gain is at stake. Always being
truthful about the situation and also being up front regarding the project’s progress is
important.
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Avoiding Deception

At times, being honest can feel difficult. In some cases, it may result in the end of a project,
losing a job, missing out on a bonus, or other consequences that impact you and your team
personally. Deceiving others and making false statements to prevent unfavorable conse-
quences are not acceptable ways of handling situations. In terms of a project, being up front
and telling the truth are necessities.

Making Truthful Statements

Part of managing a good team involves leading by example. This includes making truth-

ful statements, not just on your PMP® application, but in the day-to-day management of a
project. In some cases, delicate situations may present themselves, which is where your gen-
eral management skills come into play. Being truthful doesn’t mean being disrespectful, and
a project manager must understand how to balance both.

Representing Personal Experience

Being honest about your personal experience is just as important as not deceiving others.
You may have heard that enhancing a résumé is a standard practice in business. While cre-
ating a résumé that greatly highlights your experiences and credentials is recommended,
exaggerating experience or clearly embellishing credentials is unacceptable. This is equiva-
lent to making false statements.

Correctly representing yourself naturally applies to your PMP® application. Accurately
stating your work experience, credentials, and background is an important part of main-
taining high integrity.

The project management community has put together a variety of resources for you
to help communicate the values of the PMI® Code of Ethics, including video tutorials
describing ethical conduction. Additionally, tools are available to help you work through a
dilemma if you find yourself unsure of what to do in a certain situation. For more informa-
tion, please visit the PMI® website at www.pmi.org/en/About-Us/Ethics.aspx.

Advancing the Industry

Promoting good project management and advancing the industry are part of your role as a
project management professional. Professional knowledge involves the knowledge of project
management practices as well as specific industry or technical knowledge required to complete
an assignment. As part of maintaining your credential, you have the following responsibilities:

= To apply project management knowledge to all your projects

»  To educate others regarding project management practices by keeping them up-to-date
on best practices, training your team members to use the correct techniques, informing
stakeholders of correct processes, and then sticking to those processes throughout the
course of the project

= To promote interaction among stakeholders
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Becoming knowledgeable in project management best practices and staying abreast of
the industry are important. Figure 1.13 touches on these responsibilities.

FIGURE 1.13 Elements of industry advancement
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)’ While the PMP® exam is not expected to test your knowledge of this topic,
‘dﬂa the continuing credential requirements will become important to maintain-
ing your credential.

Enhancing Your Industry Knowledge

Furthering knowledge in the field of project management (your own and others) is a part
of your responsibility as a project manager. Project management is a growing field, which
makes staying abreast of project management practices, theories, and techniques an ongo-
ing process. For this reason, PMI® requires that, once you achieve your PMP® certification,
you maintain the credential by earning a given number of professional development units
(PDUs) every three years. PDUs ensure that your knowledge of the industry and project
management practices remains current. There are several ways of earning PDUs, such as
taking project management classes, reading industry books and magazines, speaking on the
subject of project management, and so forth. You can find additional details on the PMI®
website (www.PMI.org).

Here are some ways that you can further and enhance your project management
education:

= Join a local PMI® chapter.
= Join a PMI® Community of Practice (CoP).
=  Read the PMI® monthly magazine.

= Take educational courses offered through PMI® chapters or other project management
training companies.


http://www.PMI.org
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Remember that as a project manager, you should be proactive in looking for ways to fur-
ther enhance your skills and knowledge of the industry.

Contributing to the Industry

As a project manager you have the responsibility of not only furthering your own level of
knowledge and skill set, but also contributing to the knowledge base itself. This includes
actions such as the following:

»  Coaching and mentoring others within the field

= Contributing to the knowledge base itself, such as through volunteer efforts, writ-
ing articles relating to project management, and conducting research and studies that
enhance or add to the industry

»  Supporting other project managers

Promoting Stakeholder Interaction

Within a project, there can be a small handful to dozens of stakeholders. The greater the
number of stakeholders, the more complex project communication and control become.
Throughout this book, we review how stakeholders tend to have varying interests.
Although everyone wants the project to succeed, the agendas may vary. Ways to promote
interaction among stakeholders include the following:

»  Working toward balancing their interests, requirements, and expectations
= Reducing the amount of conflict within the project
»  Encouraging collaboration among the departments

Be sure to apply all of the stakeholder management techniques that we will cover later in
this book from within the Project Communications Management Knowledge Area.
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Review Questions

The following are characteristics of a project, except:
A. [Itis temporary in nature.

B. It is continuous.

C. Itis unique.

D. It has a definitive end.

When is a project considered successful?

A. All deliverables have been completed.

B. The phase completion has been approved.

C. Stakeholder expectations have been met.

D. The customer has provided final payment.

You are currently managing multiple projects relating to a high-profile build-out of a major
retail center. The project is extensive, with a two-year timeline. Bob is the project manager
responsible for the east block of the build-out, and Sally is the project manager responsible

for the north block of the build-out. Both Bob and Sally report to you. Your role can best
be described as:

A. Lead project manager
B. Department manager
C. Program manager

D. Portfolio manager

Which of the following organizational types is the oldest style of organization?
A. Functional organization

B. Projectized organization

C. Matrix organization

D. Balanced matrix organization

A project management office (PMO) is responsible for the following activities, except:
A. Measuring project performance and suggesting corrective action

B. Assuring efficient use of resources toward a specific business goal

C. Evaluating completed project for adherence to project plan

D. Maintaining and archiving project documentation for future use

During a planning meeting, a discussion takes place to decide which resource will be

assigned to perform an activity that will be fast-tracked. As the project manager, you uni-
laterally decide to assign Fred to the activity. What type of organizational structure is this?

A. Functional organization

B. Projectized organization
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Matrix organization

Balanced matrix organization

All of the following are process groups, except:

A. Integration

B. Planning

C. Executing

D. Closing

During which process group are costs the highest?
A. Planning

B. Executing

C. Monitoring and Controlling

D. Closing

The concept that each element within a cycle is results oriented and becomes an input into
the next cycle describes which of the following?

A.
B.
C.
D.

Project management processes
Phases

Project life cycle
Plan-Do-Check-Act cycle

All of the following statements are true, except:

A.

B.

C.

D.

It is the job of the project manager to ensure that information is explicit, clear, and
complete.

A project manager must possess a strong knowledge of finance and accounting
principles.

Organizational and planning skills are an important skill set for a project manager to
possess.

Power is a technique that the project manager may use to influence people.

Which of the following best describes the level of authority that a project manager has
within a functional organization?

A.
B.
C.
D.

High to ultimate authority
Authority to assign resources
Minimal to no authority

Authority to recommend resources

The PMBOK® Guide suggests that all projects follow these phases of the project life cycle.
Which answer represents the phases of the project life cycle?

A.
B.

Planning, Acting, Doing, and Checking

Initiating, Planning, Executing, Monitoring and Controlling, and Closing
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Discovery, Designing, Execution, and Finishing

Initiating, Planning, Performing, and Closing Out

13. General management skills are necessary foundation for the work of a project manager.
Which of the following are not general management skills a project manager would need?

14.

15.

A.
B.
C.
D.

Data management skills
Communication skills
Conflict management skills

Budgeting skills

What two actions are performed as a part of the Initiating process group?

A.
B.
C.
D.

Hold the Project Kickoff Meeting and Perform Stakeholder Identification
Develop the Project Charter and Project Kickoff meeting

Create the Project Plan and Develop the Project Charter

Develop the Project Charter and Stakeholder Identification

What two actions are performed as a part of the Closing process group?

A.

B.
C.
D

Managing Stakeholder Expectations and Accepting Project Deliverables
Managing Stakeholder Expectations and Closing Out All Vendor Contracts
Finalizing Project Work and Closing Out All Vendor Contracts

Finalizing Project Work and Accepting Project Deliverables



Initiating the Project

THE PMP® EXAM CONTENT FROM THE
INITIATING THE PROJECT PERFORMANCE
DOMAIN COVERED IN THIS CHAPTER
INCLUDES THE FOLLOWING:

v Task 1: Perform project assessment based upon available
information, lessons learned from previous projects, and
meetings with relevant stakeholders in order to support
the evaluation of the feasibility of new products or ser-
vices within the given assumptions and/or constraints.

v Task 2: Identify key deliverables based on the business
requirements in order to manage customer expectations
and direct the achievement of project goals.

v Task 3: Participate in the development of the project char-
ter by compiling and analyzing gathered information in
order to ensure project stakeholders are in agreement on
its elements.

v Task 4: Identify high-level risks, assumptions, and con-
straints based on the current environment, organizational
factors, historical data, and expert judgment, in order to
propose an implementation strategy.

v Task 5: Obtain project charter approval from the sponsor,
in order to formalize the authority assigned to the project
manager and gain commitment and acceptance for the
project.

v Task 6: Perform stakeholder analysis using appropriate
tools and techniques in order to align expectations and
gain support for the project.

v Task 7: Conduct benefit analysis with relevant stakehold-
ers to validate project alignment with organizational
strategy and expected business value.

v Task 8: Inform stakeholders of the approved project char-
ter to ensure common understanding of the key deliver-
ables, milestones, and their roles and responsibilities.




Initiating is the first of the five project management process
groups as defined by the Project Management Institute (PMI®).
Initiating acknowledges that a new project (or the next phase
within a project) should begin. This process group culminates in the publication of a proj-
ect charter and a stakeholder register.

Before diving into the Initiating process group, we’ll provide a high-level review of the
ten Project Management Knowledge Areas, which is another way of classifying the project
management processes. This review offers a high-level look at the Knowledge Areas and
insight as to how they are tied into the five process groups.

The Initiating process group accounts for 13 percent of the questions on the Project
Management Professional (PMP®) exam.

) The process names, inputs, tools and techniques, outputs, and descriptions
TE of the project management process groups and related materials and fig-
ures in this chapter are based on content from A Guide to the Project Man-
agement Body of Knowledge (PMBOK® Guide), Fifth Edition (PMI®, 2013).

Understanding the Project Management
Knowledge Areas

Throughout the project life cycle, a project utilizes a collection of processes that can be
classified by the five process groups mentioned in Chapter 1, “Project Foundation.” They
are Initiating, Planning, Executing, Monitoring and Controlling, and Closing. Processes
can also be classified into 10 categories called the Project Management Knowledge Areas,
which bring together processes that have characteristics in common. According to the
PMBOK® Guide, the 10 Knowledge Areas are as follows:

= Project Integration Management

= Project Scope Management

= Project Time Management

= Project Cost Management

= Project Quality Management

= Project Human Resource Management

= Project Communications Management
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= Project Risk Management
= Project Procurement Management
= Project Stakeholder Management

Processes within the Knowledge Areas are grouped by commonalities, whereas processes
within the project management process groups are grouped in more or less the order in
which you perform them. Once again, these are two ways of classifying the same set of
project management processes. Processes interact with other processes outside of their own
Knowledge Area and, in many cases, are repeated multiple times as needed.

)’ For more detailed information on the Project Management Knowledge
AdTE Areas, see Chapter 2, “Creating the Project Charter,” of PMP®: Project Man-
agement Professional Exam Study Guide, Eighth Edition (Sybex, 2016).

Day of the Exam

For the 10 Project Management Knowledge Areas, think of a phrase where each word
begins with the first letter of each Knowledge Area, such as:
I (Integration)

Saw (Scope)

Two (Time)

Cool (Cost)

Quails (Quality)

Hanging (Human Resources)

Closely (Communications)

Pruning (Procurement)

Sails (Stakeholder)

Using mnemonics is a great way of memorizing key information, and it makes preparing
for the exam fun!

Project Integration Management

The Project Integration Management Knowledge Area consists of six processes. Table 2.1
lists the processes and the process group for each. The Project Integration Management
Knowledge Area involves identifying and defining the work of the project and combining,
unifying, and integrating the appropriate processes. This is the only Knowledge Area that
contains processes across all five of the project management process groups. The processes
within Project Integration are tightly linked because they occur continually throughout the
project, meaning that they are iterative in nature.
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TABLE 2.1 ProjectIntegration Management Kn