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HOW TO USE THIS GUIDE 

 

This workbook belongs to you.  It is designed to serve as a guide for the duration of 

your training programme and as a resource for after the time.    It contains readings, 

activities, and application aids that will assist you in developing the knowledge and skills 

stipulated in the specific outcomes and assessment criteria.  Follow along in the guide 

as the facilitator takes you through the material, and feel free to make notes and 

diagrams that will help you to clarify or retain information.  Jot down things that work 

well or ideas that come from the group.  Also, note any points you would like to explore 

further.  Participate actively in the skill practice activities, as they will give you an 

opportunity to gain insights from other people’s experiences and to practice the skills.  

Do not forget to share your own experiences so that others can learn from you too.   

 

ICONS 

 

For ease of reference, an icon will indicate different activities.  The following icons 

indicate different activities in the manual. 

 

 
 

 

Stop and Think! 

Outcomes 

Assessment Criteria 

Course Material 

Notes (Blank) 

Learning Activities 

Take note 
Note! 

Reflection 

References 

Definition Summaries 
 

 

Example  
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PROGRAMME OVERVIEW  

 

PURPOSE 

 

This Unit Standard is intended for managers in all economic sectors. These managers 

would typically be second level managers such as heads of department, section heads 

or divisional heads, who may have more than one team reporting to them.  

 

The qualifying learner is capable of:  

 Applying critical and analytical skills to analyse an issue or problem. 

 Engage with stakeholders in analysing the issue/problem and developing 

solutions. 

 Selecting feasible solutions through a systems approach. 

 Formulating and communicating the decision. .  

 

LEARNING ASSUMPTIONS 

 Communication at NQF Level 4. 

 Mathematical Literacy at NQF Level 4. 

 Computer Literacy at NQF Level 4.  

 

HOW YOU WILL LEARN 

 

The programme methodology includes facilitator presentations, readings, individual 

activities, group discussions, and skill application exercises. 

 

HOW YOU WILL BE ASSESSED 

 

This programme has been aligned to registered unit standards.  You will be assessed 

against the outcomes of the unit standards by completing a knowledge assignment that 

covers the essential embedded knowledge stipulated in the unit standards.  When you 

are assessed as competent against the unit standards, you will receive a certificate of 

competence and be awarded 8 credits towards a National Qualification. 
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FORMATIVE ASSESSMENT  

In each Learner Guide, several activities are spaced within the content to assist you in 

understanding the material through application. Activities in the learner manual are not 

for assessments. Formative assessments are in a separate module written formative 

assessment. Please make sure that you complete ALL activities in the Formative 

Assessment Guide, Formative activities must be completed at the end of each section.  

 
SUMMATIVE ASSESSMENT  

 
You will be required to complete a Portfolio of Evidence for summative assessment 

purposes. A portfolio is a collection of different types of evidence relating to the work 

being assessed. It can include a variety of work samples. 

 

The Portfolio Guide will assist you in identifying the portfolio and evidence requirements 

for final assessment purposes. You will be required to complete Portfolio activities on 

your own time, using real life projects in your workplace environment in preparing 

evidence towards your portfolio. 

Being Declared Competent Entails: 

Competence is the ability to perform whole work roles, to the standards expected in 

employment, in a real working environment. 

There are three levels of competence: 

 Foundational competence: an understanding of what you do and why. 

 Practical competence: the ability to perform a set of tasks in an authentic 

context. 

 Reflexive competence: the ability to adapt to changed circumstances 

appropriately and responsibly, and to explain the reason behind the action. 

To receive a certificate of competence and be awarded credits, you are required to 

provide evidence of your competence by compiling a portfolio of evidence, which will be 

assessed by a Services SETA accredited assessor. 

You Have to Submit a Portfolio of Evidence 

A portfolio of evidence is a structured collection of evidence that reflects your efforts, 

progress and achievement in a specific learning area, and demonstrates your 

competence. 

The Assessment of Your Competence 

Assessment of competence is a process of making judgments about an individual's 

competence through matching evidence collected to the appropriate national standards. 
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The evidence in your portfolio should closely reflect the outcomes and assessment 

criteria of the unit standards of the learning programme for which you are being 

assessed. 

To determine a candidate’s knowledge and ability to apply the skills before and during 

the learning programme, formative assessments are done to determine the learner’s 

progress towards full competence. This normally guides the learner towards a 

successful summative (final) assessment to which both the assessor and the candidate 

only agree when they both feel the candidate is ready. 

Should it happen that a candidate is deemed not yet competent upon a summative 

assessment, that candidate will be allowed to be re-assessed. The candidate can, 

however, only be allowed two reassessments.  

When learners have to undergo re-assessment, the following conditions will apply: 

 Specific feedback will be given so that candidates can concentrate on only those 

areas in which they were assessed as not yet competent. 

 Re-assessment will take place in the same situation or context and under the 

same conditions as the original assessment. 

 Only the specific outcomes that were not achieved will be re-assessed. 

 Candidates who are repeatedly unsuccessful will be given guidance on other 

possible and more suitable learning avenues. 

 In order for your assessor to assess your competence, your portfolio should 

provide evidence of both your knowledge and skills, and of how you applied 

your knowledge and skills in a variety of contexts. 

 This Candidate’s Assessment Portfolio directs you in the activities that need to 

be completed so that your competence can be assessed and so that you can be 

awarded the credits attached to the programme.  

 

NOTE YOUR POE GUIDE HAS MORE INFORMATION ON THE ASSESSMENT 

PROCESS 
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SECTION 1:     SELECT A WORK-BASED 

PROJECT FOR A UNIT   

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Specific Outcome  
 
On completion of this section you will be able to select a work-based 

project for a unit.  

Assessment Criteria  
 

 

On completion of this section you will be able to: 

 Project alternatives are considered in relation to their viability 

in achieving unit objectives.  (SO 1, AC 1) 

 The decision on the preferred alternative is motivated in 

terms of viability, cost and results.  (SO 1, AC 2) 
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1.1 INTRODUCTION 

 
 

In society, almost everything we do can be described as project management. From 

buying our weekly groceries to organising a family get-together, project management 

skills are involved. The government also depends on the success of its projects &/or 

private projects inorder to deliver services to the public. For example, the government 

depends on the success of the Medupi (Eskom) Project, inorder to ensure that the 

country has enough electricity supply. Project management is therefore an essential 

part of our everyday activities in the society and the economy at large.  

 

The idea of project management is not new but it is a skill that we use every day of our 

lives. Project management as a skill and field of study is essential for successful 

completion of projects.  

 

 

NB 

Project management cuts across all the sectors of the economy i.e. from government, 

corporate to self-help schemes. Inorder for us to understand project management, it is 

important to define and understand the following terms, 

 Project 

 Management 

 

 

 

1.1.1 THE TERM “PROJECT” 

The following are some of the popular generic definitions of a project: 

I.      A project is a non-routine, non repetitive, one-off undertaking which is carried 

out within the specified time frame, budget and must meet technical 

specifications. 

 

II.      A project is a predetermined set of tasks, undertaken within specified budget 

and time constraints, with the objective of achieving stated business benefit. 
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III. A project is an endeavour in which human, material and financial resources are 

organised in a novel way, to undertake a unique scope of work so as to achieve 

beneficial change defined by quantitative and qualitative objectives. 

 

 

A project has been defined by PMBOK and PRINCE2 as follows: 

 

PMBOK (2008) A project is a temporary endeavour undertaken to create a 

unique product, service or result. 

PRINCE2 (2009) A project is a finite process with a definite start and end. Prince2 

projects focus on: 

– business justification 

– defined organisational structure 

– the use of product based planning approach 

– divides project into manageable, controllable 

stages 

flexible to be able to be applied to the scale of 

the project / investment  

 

 

1.1.2 CHARACTERISTICS OF PROJECTS 

Projects possess certain features/characteristics that enable us to identify them. Each 

project should: 

 

1. Be unique in terms of their process and product. 

2. Be finite (one-off undertaking/ has a beginning and an end) 

3. Have specified resources (time, cost, human, etc)  

4. Have quantitative and qualitative objective 

5. Have an impact  

6. Be reliant on stakeholder involvement 

7. Have a defined lifecycle. 

8. Have inter-dependent activities. 

9. Create change 
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LEARNING ACTIVITY 

 
I. What is a project in your own words? 

II. How are projects unique? 

III. Identify examples of projects from your community or workplace. Give reasons 

why you regard them as projects. 

 

 

 
1.1.3 THE TERM “MANAGEMENT” 

Before we define project management, we must understand what management is. At 

the centre of management is the utilisation of human and material resources inorder to 

achieve a desired end result. In essence, management is a process that every 

individual or organisation needs to apply inorder to achieve objectives. The process of 

management encompasses involves directing, planning, coordinating, organising, 

motivating and controlling resources inorder to achieve a pre-determined goal.  

 

 

1.1.4 THE TERM “PROJECT MANAGEMENT” 

 

Now that you understand the term “project” and “management”, let’s now define project 

management. The following are the commonly used definitions of project management: 

  

I. Project management is a carefully planned and organized effort to accomplish a 

specific (and usually) one-time objective, for example, construct a building or 

implement a major new computer system. (Vector study 2008) 

 

II.      Project management can be defined as the process of planning, organising, 

directing and controlling resources for the achievement of defined objectives. 

 
Let’s also check how project management is defined according to recognised project 

management bodies. 

 

Recognised project 

management body 

Definitions 

PMBOK (2008)  It is the application of knowledge, skills, tools and 
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techniques to project activities inorder to meet or 

exceed stakeholder needs and expectations from a 

project 

 Project management describes an organisational 

approach to the management of on-going operations. 

Association of project 

management 

Project management is the process by which projects are 

defined, planned, monitored, controlled and delivered 

such that the agreed benefits are realised. 

 

Using the above definitions it can be concluded that, project management is a science 

that provides a set of methods & techniques that are essential in ensuring that project 

objectives are met in a structured and formal manner.  

 
1.1.5 PROJECTS AND NON-PROJECT WORKS 
 

In any organisation there are only two aspects of work that exist i.e. on-going 

operations and projects. Projects and non-project work have similarities and 

differences.  The following table (Table 1) presents the differences between the two; 

 

DIFFERENCES BETWEEN OPERATIONS AND PROJECTS 

 

Operations Projects 

Done to achieve business goals Executed to achieve project objectives. 

Exist to perform repetitive tasks Exist in once-off undertakings 

Create a lasting stable environment Change the status-quo. 

 

Involve a variety of resources. Operates on allocated, planned resources. 

 

Usually carry less risks since the 

manager’s purpose is to maintain 

equilibrium 

Carry considerable risk as the project 

leader deliberately set out to disrupt the 

status quo 

 

Ongoing, and is meant to sustain a 

business.  

Temporary and it ends 

 

According to PMBOK, the similarities between projects and non-project work include: 
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 They are performed by people,  

 They are constrained by limited resources and  

 They are planned, executed and controlled.  
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1.2 IDENTIFYING PROJECT ALTERNATIVES 

 

Before a project team selects a project there are some steps that must be followed. For 

the purposes of this manual we shall concentrate on projects that are identified as a 

problem. The following are the steps to be considered; 

 

a) Define the problem; issue or challenge- This involves an analysis of the 

problem or opportunity at hand. The reason behind problem analysis is to: 

 Understand the causes and symptoms of a problem. 

 Have an insight on the extent of the problem. 

 Know the effect if nothing is done to address the problem. 

 Identify who is affected by the problem. 

Problems can be analyzed using tools like problem-tree diagram and fish-borne 

diagram.   

 

 

UNDERSTANDING THE FISHBONE  

Cause and Effect Analysis was devised by professor Kaoru Ishikawa, a pioneer 

of quality management, in the 1960s. The technique was then published in his 

1990 book, "Introduction to Quality Control." The diagrams that you create with 

are known as Ishikawa Diagrams or Fishbone Diagrams (because a completed 

diagram can look like the skeleton of a fish). 

 

Step 1: Identify the Problem 

First, write down the exact problem you face. Where appropriate, identify who is 

involved, what the problem is, and when and where it occurs. 

Then, write the problem in a box on the left-hand side of a large sheet of paper, 

and draw a line across the paper horizontally from the box. This arrangement, 

looking like the head and spine of a fish, gives you space to develop ideas. 

 

Step 2: Work Out the Major Factors Involved 

Next, identify the factors that may be part of the problem. These may be 

systems, equipment, materials, external forces, people involved with the 

problem, and so on. Try to draw out as many of these as possible. As a starting 
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point, you can use models such as the McKinsey 7S Framework   (which offers 

you Strategy, Structure, Systems, Shared values, Skills, Style and Staff as 

factors that you can consider) or the 4Ps of Marketing   (which offers Product, 

Place, Price, and Promotion as possible factors). Brainstorm   any other factors 

that may affect the situation. Then draw a line off the "spine" of the diagram for 

each factor, and label each line 

Step 3: Identify Possible Causes 

Now, for each of the factors you considered in step 2, brainstorm possible 

causes of the problem that may be related to the factor. 

Show these possible causes as shorter lines coming off the "bones" of the 

diagram. Where a cause is large or complex, then it may be best to break it 

down into sub-causes. Show these as lines coming off each cause line. 

Step 4: Analyze Your Diagram 

By this stage you should have a diagram showing all of the possible causes of 

the problem that you can think of. 

Depending on the complexity and importance of the problem, you can now 

investigate the most likely causes further. This may involve setting up 

investigations, carrying out surveys, and so on. These will be designed to test 

which of these possible causes is actually contributing to the problem. 

 

 

 

b) Project alternatives- After conducting a problem analysis, strategies or ways of 

addressing the root causes of the problem should be generated. The intention of 

doing this is to ensure that the best project is identified to address the problem. 

Brainstorming, solution-effect analysis and cost-benefit analysis are the main tools 

used during project identification.  
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5 STEPS TO EFFECTIVE BRAINSTORMING 

1. Clearly define the topic to be brainstormed. 

It is important to be precise. The better the question, the better the result. 

Compare the following questions: 

 “What are the challenges and opportunities regarding how we bring our 

next product to market?” 

 “What are the problems with bringing out new product to market?' 

Very similar questions, but the first will elicit both positive and negative responses 

while the later will tend to identify only the negative areas of the issue. Which will 

give you the results you want? 

2. Aim to generate as many ideas as possible in 20-30 minutes. 

Let the process continue a bit longer if the discussion is still lively. Be careful not 

to end prematurely. A short lull very often leads to a new wave of ideas. 

 Set an expectation for the volume of output. “Based on this topic, I think 

we should be able to generate between 40-50 ideas over the next 20 minutes.” 

This sets an expectation that the group will typically fulfil. 

3. Don't change, criticize or evaluate any idea. 

Commenting on ideas is the quickest way to derail or even shut down a dynamic 

brainstorming session. You should however get clarification if people don't 

understand what is meant by an idea. 

4. Encourage each member to present as many ideas as possible. 

 If one or two people are dominating the discussion, it is perfectly 

acceptable to ask others by name if they have any thoughts or ideas. Taking 

some initiative to bring everyone into the discussion is part of the facilitator's role. 

5. Keep going until all ideas have been presented. 

Evaluate Results 

At the end of a successful brainstorming session you will have a long list of ideas. 
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Now you will need to separate the “jewels” from the “junk” and create a 

manageable list of feasible ideas that are worthy of further investigation. Here's 

how: 

 Clarify: Make sure everyone understands what each idea means. 

 Categorize Ideas: Combine related ideas. Re-write your list or rearrange 

post-it notes. TIP: If you want to group the ideas, an affinity diagramming 

process might be the best way to proceed. 

 Rank Order Ideas: Ranking the brainstorming results helps to focus a 

team's efforts to find workable solutions to the issue at hand. 
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1.3 SELECTING A PROJECT (SO 1, AC 2) 

 

The selection of the right project for future investment is crucial for long-term survival of 

the organisation. The selection of a wrong project may well lead to a project failure. 

Some of the well-known project failures include Rolls Royce’s development of the RB11 

carbon fibre turbine blades which resulted in the company facing liquidation. To assist 

in choosing the best project, three basic types of project selection models exist namely; 

1. Numeric model 

This is usually financially based and quantifies the project in terms of either percentage 

return on investment or time to repay the investment. 

2. Non-Numeric model 

These look at a much wider picture of the project considering items from market share 

to environmental issues. 

3. Scoring model 

 

1.3.1 NON-NUMERIC MODELS  

There are a number of non-numeric models but for this module we shall concentrate on 

the following; 

 The Sacred Cow 

 The Operating Necessity 

 The Competitive Necessity 

 Product Line Extension 

 
1. The Sacred Cow: 

In this case the project is suggested by a senior or powerful official in the 

organization. The project is sacred in the sense that it will be maintained until 

successfully concluded, or until the boss, personally, recognizes the idea as a failure 

and terminates it. 
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2. The Operating Necessity:  

If the project is required in order to keeps the system or machine operating and if the 

system/machine is worth saving the estimated cost of the project, project cost will be 

examined to make sure they are kept as low as is consistent with project success, but 

the project will be funded. 

 

3. The Competitive Necessity: 

If an organisation does not invest in new technology your competitors might force you 

out of business. Therefore, the decision to undertake the project is based on a desire to 

maintain the company’s competitive position in the market. 

 

(d) Product Line Extension: 

An expansion project may be to expand or change a production line or product. 

Management may have sensed a gap in the market and increase production or modify 

the production to fill it. Where possible this type of project should be funded from 

production or capital assets budget. 

 

 Within a large organisation the budget allocation determines the financing of an 

investment. If the department believes the funds are there, it may go ahead without 

senior management approval 

 

1.3.2 NUMERIC MODEL 
 
The numeric model can be divided into financial and scoring types. The financial are; 

 Payback period 

 Return on investment 

 Net present value (NPV) 

 Cost benefit analysis 

 
1. Payback period 

The payback period is the time taken to recover the initial investment on a project. The 

time period is usually expressed in years and months. 

Example 1: BD wishes to buy a new machine for a project lasting 4 years. The manager 

has two options either to buy machine A or B. The cost of the two machines is R35 000. 

The following are the estimate cash flows from the two machines. 
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Year Machine A Machine B 

0 (35 000) (35 000) 

1 20 000 10 000 

2 15 000 10 000 

3 15 000 15 000 

4 10 000 20 000 

 

The payback for machine A is 2years; Machine B is 3 years. Therefore, machine A is 

the best option since BD can recover their initial investment faster than machine B. The 

following are the advantages and disadvantages of the payback method. 

Advantages Disadvantages 

 Easy to use 

  Handles investment risk 

effectively. 

 The uncertainty of future cash 

flows is reduced, 

 The payback period quantifies 

the selection criteria in terms that 

of the decision-makers are 

familiar with. 

 Ignores an important concept which is 

time value of money and therefore may 

not present true picture when it comes 

to evaluating cash flows of a project. 

 ignores cash flows beyond the payback 

period and therefore it does not take 

into account the complete return which 

a project can generate and therefore it 

may reject a project which in the long 

term may be beneficial for a company. 

 It ignores the profitability of the 

investment 

 

2. Return on investment 

This method first calculates the average annual profit, which is simply the project outlay 

subtracted from project inflow divided by the number of years the investment will run. 

The profit is then converted into a percentage of the total outlay using the following 

formula; 
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Average Annual profit = Total gains- outlay 

    Number of years 

ROI = Average Annual profit    X 100 

 Original investment 

 

Example 2: 

Assume company A has two options to embark on either project A or Project B. The 

following are the costs and benefits involved.  

 Project A Project B 

Total investment cost 500 000 400 00 

Cash flow in 5 years 600 000 600 000 

 

Average profit A: 600 000-500 000 = 20 000 

   5 

Average profit B : 600 000-400 000 = 40 000 

   5 

 

 ROI (A) =       (20 000)   X 100 = 4% 

   500 000 

 

 ROI (B) =       40 000   X 100= 10% 

  400 000 

 

Project B brings a higher ROI so it must be selected over project A 

Advantages Disadvantages 

 It is a simple technique 

 It considers the cash flow of the 

investment over the whole project 

It averages profits over successive years. 

A project with high initial profits would be 

ranked equally with a project with high late 

profits if the average profit was the same. 

 

 

 



 

DOC NO. AND REVISION DATE CREATED/REVISED RESPONSIBLE DEPARTMENT DOCUMENT NAME PAGES 

ATI_DOC April 2019 Training US 252022 
Learner Guide 

Page 21 of 89 

 

3. Net present value 

The difference between the present value of cash inflows and the present value of cash 

outflows. NPV compares the value of a rand today to the value of that same rand in the 

future, taking inflation and returns into account. If the NPV of a prospective project is 

positive, it should be accepted. Inflows are discounted at the firm’s required rate of 

return, the cost of its capital or the minimum rate acceptable for average risk 

investments.  A project is acceptable if the net present value is equal to or greater than 

zero (a positive value) and rejected if it’s less than zero (a negative value).In mutually 

exclusive investments of the same size, the one with the greatest NPV is selected. The 

formula is; 

Present value= discount factor x cash flow 

Example 3: 

Use information from example 1-BD Company. The discount factor for BD is 20%. 

Calculate the NPV and select the best machine investment 

Machine A 

(1) 
Year 

(2) 
Machine A (cash 
flow) 

(3) 
Discount factor 
20% 

(2) X (3) 
Present value 

0 (35 000) 1.0000 (35 000) 

1 20 000 0.8333 16 666 

2 15 000 0.6944 10 416 

3 15 000 0.5787   5 878 

4 10 000 0.4823   4 823 

NPV     2 783 
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Machine B 

(1) 
Year 

(2) 
Machine A (cash 
flow) 

(3) 
Discount factor 
20% 

(2) X (3) 
Present value 

0 (35 000) 1.0000 (35 000) 

1 10 000 0.8333 8333 

2 10 000 0.6944 6944 

3 15 000 0.5787 8681 

4 20 000 0.4823 9646 

NPV   (1396) 

 

The NPV for machine A is R2783 and for machine B is (R1396). The NPV analysis 

would select machine A compared to machine B because it has a higher NPV. A 

negative NPV shows that the company will lose money if the machine is financed. 

The following are the advantages and disadvantages of the Net Present Value method 

Advantages Disadvantages 

 It introduces the time value of 

money 

 It expresses all cash flows in 

today’s values 

 It allows for inflation  

 It looks at the project from 

beginning to end 

 

 Its accuracy is limited by the 

accuracy of the predicted future cash 

flow and interest rates 

 It uses a fixed interest rate over the 

duration of the project. 

 It is biased towards short run 

projects. 

 It does not include non-financial data  

 

 

4. Cost benefit analysis 

As its name suggests, Cost-Benefit Analysis involves adding up the benefits of a course 

of action, and then comparing these with the costs associated with it. 

 

Follow these steps to do a Cost-Benefit Analysis. 

 

Step One: Brainstorm Costs and Benefits 
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First, take time to brainstorm   all of the costs associated with the project, and make a 

list of these. Then, do the same for all of the benefits of the project. Can you think of 

any unexpected costs? And are there benefits that you may not initially have 

anticipated? 

 

Step Two: Assign a Monetary Value to the Costs 

Costs include the costs of physical resources needed, as well as the cost of the human 

effort involved in all phases of a project. Costs are often relatively easy to estimate 

(compared with revenues). 

 

Step Three: Assign a Monetary Value to the Benefits 

This step is less straightforward than step two! Firstly, it's often very difficult to predict 

revenues accurately, especially for new products. Secondly, along with the financial 

benefits that you anticipate, there are often intangible, or soft, benefits that are 

important outcomes of the project. 

 

Step Four: Compare Costs and Benefits 

Finally, compare the value of your costs to the value of your benefits, and use this 

analysis to decide your course of action. 

To do this, calculate your total costs and your total benefits, and compare the two 

values to determine whether your benefits outweigh your costs. At this stage it's 

important to consider the payback time, to find out how long it will take for you to reach 

the break even point – the point in time at which the benefits have just repaid the costs. 
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1.3.3 SCORING MODEL 

This model broadens the selection criteria by using multiple criterions. A list of desirable 

factors for evaluation is selected with columns for select and not select. Below is an 

example of a profoma scoring sheet 

 Select  Do not select 

Profit >10% X  

Use equipment not utilised  X 

No new technical expertise required X  

Payback period <3 years  X 

No impact on the environment X  

Increase market share X  

 

A weighted column can be added to increase the score of important factors while 

reducing the score of the less important criterions. 

 

Advantages  Disadvantages 

 Uses multiple selection criterion 

 Simple structure, therefore easy to 

use. 

 Easy to change factors. 

 Weighted scoring reflects the 

factor’s differential importance 

 If factors are not weighted they will 

assume equal importance. 

 A simple model that may 

encourage the development of 

long lists which could introduce 

trivial factors. 
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SECTION 2:     SCOPING A PROJECT   

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Specific Outcome  
 
On completion of this section you will be able to Scope a work-

based project for a unit.  

Assessment Criteria  
 

 

On completion of this section you will be able to: 

 The scope of work and deliverables are defined in relation to 

the unit objectives. .  (SO 2, AC 1) 

 The principal work activities are determined that will be 

required to achieve the unit objectives. .  (SO 2, AC 2) 

 The potential risks are identified and analysed in relation to 

the likelihood of risks materialising. (SO 2, AC 3) 

 Change processes that are essential to project success are 

described in terms of their contribution to the project results. 

(SO 2, AC 4)  
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2.1 INTRODUCTION 

 

Before a project is implemented, the project management team must define the scope 

of the project. According to Kim Heldman (2009), if the project plan is the heartbeat of a 

solid project management methodology, the scope statement is the breath.  

Definitions 

Scope Refers to all the work involved in creating the products of the 

project and the processes used to create them. 

Scope 

management 

It is a management processes which involves defining and 

controlling what is or is not included in a project.  

 

Scope management is a very important process in project management but 

unfortunately, many stakeholders have little interest in going through the exercise of 

even writing a scope statement. While some project managers do take the time to 

create a well-rounded scope statement, they often archive it before the signatures are 

dry and never look at it again.  

 

The project scope management knowledge area is defined by the processes that limit 

and control the work included in a project. These processes ensure that all the work of 

the project is included. Processes in this knowledge area include the initiation process 

as well as all the processes related to the scoping of the project. Each process has a 

set of; 

 Inputs 

 tools and techniques and 

 outputs 
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2.1 DEFINING THE SCOPE OF WORK (SO 2, AC 1) 

 

Since projects are dynamic & vast, the scope of the project must be defined. Defining 

the scope of the project means setting parameters or building the box to show what is 

covered or excluded by the project.  

 

For example, the scope of an RDP housing project can cover; 

 Building the structures,  

 road network,  

 supply of water 

But exclude  

 painting of structures and  

 Supply of electricity.  

 

The scope planning process results in the development of the scope statement which 

must be written so that everyone involved in a project can refer throughout the project. 

 

Scope statement 

The scope statement describes the following aspects of a project. 

 The problem or opportunity that the project addresses. 

 The project goal and objectives. 

 The measures of project success. 

 The risks and assumptions that might affect the project outcome. 

 Boundaries of the project such as size, budget constraints, and span of time to 

completion. 

 Expected project deliverables. 

 

 

NB 

An important factor to keep in mind when writing a scope statement is the possibility of 

a scope creep. Scope creep is a common project affliction that results from adding work 

during the life cycle of a project, without handling the changes through scope change 

control procedures. 
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2.1 DETERMINING ACTIVITIES TO ACHIEVE OBJECTIVES (SO 2, AC 2) 

Discuss with your team members all the possible activities it will take to complete the 

project. Use various brainstorm techniques, like mind-mapping or word association, to 

create an alternative list. At this stage of the game, this will only be a rough 

estimate. But, that's to be expected. Furthermore, a number of new tasks will inevitably 

surface as your project continues, so it's a good idea to build in extra time on your 

project timeline. Below are a list of activities that should be completed when building a 

structure? 
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2.2 RISK IDENTIFICATION AND ANALYSED (SO 2, AC 3) 

The project team must study the available documentation, especially the project scope 

statement, WBS, project schedule and stakeholder analysis, SWOT and identify any 

possible future event. Once the risks are identified they must be described.  

 

The following questions must guide risk identification. 

 What can happen? 

 How can it happen? 

 Why could it happen 

 

Table below shows the common types of risks that face projects. 

 

TABLE: COMMON PROJECT RISKS 

 

Strategic/Commercial 

 Under-performance to 

specifications 

 Management will under-

perform against 

expectations 

 Collapse of contractors 

 Insolvency of the promoter 

 Failure of the supplier to 

meet contractual 

commitments 

 Insufficient capital revenues 

 Fraud/theft 

 Lack of availability of capital 

investment 

Legal and regulatory 

 New or changed legislation may invalidate 

assumptions upon which the activity is 

based 

 Failure to obtain appropriate approval 

 Loss of intellectual property rights 

 Unexpected regulatory controls or 

licensing requirements 

 Changes in tax or tariff structure 

 

Organisational/management/human factors 

 Management incompetence 

 Inadequate corporate policies 

 Inadequate adoption 
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Economic/financial /market 

 Exchange rate fluctuation 

 Interest rate instability 

 Inflation 

 Shortage of working capital 

 Failure to meet projected 

revenue targets. 

Political 

 Change of government 

 War and disorder 

 Adverse public 

opinion/media intervention 

 

Environmental 

 Natural disasters 

 Storms, flooding, tempests 

 Pollution incidents 

 Transport problems, 

including aircraft/vehicle 

collisions 

 Poor leadership 

 Poor staff selection procedures 

 Lack of clarity over roles and 

responsibilities 

 Personal clashes 

 Health and safety constraints 

 Inadequate or inaccurate information 

 

Technical/operational/infrastructure 

 Inadequate design 

 Professional negligence 

 Human error/incompetence 

 Operation lifetime lower than expected 

 Residual value of assets lower than 

expected 

 Safety being compromised 

 Performance failure 

 Residual maintenance 

 Unclear expectations 

 
RISK ASSESSMENT 

After the risks have been identified, assessment must be done. Assessment involves 

quantification of the risk in two dimensions.  

a) Impact of the risk 
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Impact is the possible outcomes or consequence of an event in rand value. They can 

be positive or negative in relation to the achievement of objectives.  

b) Probability of the risk 

Is the likelihood of a negative consequence or an opportunity occurring. Likelihood 

relates to how likely an event is to occur and its frequency.  

 

The level of project risk is assessed by combining the consequence/impact and the 

probability of occurrence. 

 

Risk = consequence x likelihood* 

 
Most commonly, the overall level of risk is determined by combining the identified 

consequence level with the likelihood level in a matrix. Fig shows the risk assessment 

matrix. 

 

FIGURE: RISK ASSESSMENT MATRIX 

 

 

 

Note that if probability is high, and impact is low, it is a Medium risk. On the other hand 

if impact is high, and probability low, it is High priority. A remote chance of a 

catastrophe warrants more attention than a high chance of a hiccup. 
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SECTION 3:     DEVELOPING A PROJECT PLAN 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Specific Outcome  
 
On completion of this section you will be able to develop a project 

plan.  

Assessment Criteria  
 

On completion of this section you will be able to: 

 The overall objectives of the plan are described with 

reference to the achievement of unit objectives.  (SO 3, AC 

1) 

 The sponsor, project team and other stakeholders are 

described with their contributions to the project.  (SO 3, AC 

2) 

 A work breakdown structure (WBS) is developed to describe 

the main activities of the project and the interrelationship 

between them.  (SO 3, AC 3) 

 The project activities, required performance levels and 

quality criteria are stipulated and communicated to team 

members and other stakeholders to promote quality and 

effectiveness.  (SO 3, AC 4)  

 The project plan is checked for accuracy, completeness and 

compliance to internal and external requirements. (SO 3, AC 

5)  

 Quality parameters are developed for managing and 

evaluating quality.  (SO 4, AC 3) 
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3.1 INTRODUCTION 

Whether you call it a project plan or a project timeline, it is absolutely imperative that 

you develop and maintain a document that clearly outlines the project milestones and 

major activities required to implement your project. 

This document needs to include the date each milestone or major activity is to be 

completed, and the owner of each. Your project plan also needs to be created at the 

beginning of the project, and a baseline version approved by the team as soon as 

possible. 

Although you will probably not know all of the major activities required to implement 

your project in the beginning, it is important that you create a draft of the activities you 

think may need to be tracked via a formal document. 

Take some time and really think through what you know about the objective of your 

project. Look at some historical data from similar projects. You can even have a few 

informal meetings with knowledgeable individuals you can use as a sounding board to 

make sure you aren't completely off base. You'll be surprised how good a draft you can 

develop if you put in a little effort. 

With this draft you will be able to speak with subject matter experts (SMEs) and 

stakeholders to flesh out the project plan. If you don't make some level of effort to 

develop a rough draft, you may give a bad impression which will make it harder for you 

to obtain the support of the persons you need to implement the project. 

After you have fleshed out your draft with your core team, and some other SMEs that 

may not be a part of your team, you should give the document a baseline status. Your 

timeline / project plan should not undergo many edits, if any, after it achieves baseline 

status. 

You should document the actual date your project activities are completed. If the actual 

completion date differs from your baseline date at anytime, you'll still have documented 

the date it was supposed to be completed for historical purposes. 

It is also a good idea to notate where things are deleted or added, and why. That way 

you aren't standing there looking crazy, trying to go through the crevices of your 

memory, when someone asks you why something you deleted isn't in the 

document...and trust me, someone will ask. 

A few key items to include in your timeline are: 

 A unique ID that your team can reference when giving an update. 

 The name of the task. 
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 When the task should start. 

 When the task should finish. 

 The actual date the task was completed. 

 Any tasks that need to happen before other tasks can begin. 

 The owner of the task. 

 Percent complete of each task. 

You or the Project Sponsor you represent may decide to track or maintain more than 

what has been outlined above in your project plan. This is absolutely fine. These are 

just the items I have found to be vital, and a good foundation to build upon. 

It is completely possible to run a project without a project plan or timeline; it's just not 

very smart. So, do yourself and your project team a favour... document milestones and 

important tasks, keep up with the status, and you'll be that much closer to a well-

managed project. 

 

KEY ELEMENTS OF A PROJECT PLAN 

 Executive summary 

 Goals and objectives 

 Roles and responsibilities 

 Key tasks and deliverables 

 Resources 

 Project schedule 

 Budget 

 Contingency plan 

 Monitoring and evaluation 
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3.2 PROJECT GOALS AND OBJECTIVES (SO 3, AC 1) 

Every project needs objectives and goals that clearly describe what needs to be 

accomplished. The definition of goals and objectives is more of an art than a science, 

and it can be difficult to define them and align them correctly.  

 

PROJECT GOALS 

These are high-level statements that outline what the project is seeking to achieve upon 

completion. Let's look at an example and some of the characteristics of a goal 

statement. One of the goals of a project might be to "reduce the number of people 

leaving in shacks and provide them with decent accommodation and sanitation". 

 

Characteristics of project goals 

The following are the key characteristics of project goals; 

 Since goals are high level statements, they might take more than one project to 

achieve them. For instance, in the above example, the objective of reducing the 

number of people leaving in shacks and provide them with decent 

accommodation and sanitation can be achieved by projects such as building 

RDP houses, electrification, road construction, and other health related projects. 

 The goal should make reference to business benefit in terms of cost, speed and 

/ or quality.  Even if the project is not directly in support of the business, there 

should be an indirect tie. For instance, an IT infrastructure project to install IT 

operating system may ultimately allow faster client response, better price 

performance, or other business benefits. If there is no business value to the 

project, the project should not be started. 

 Objectives are not measurable. If the goal is measurable then most probably it is 

an objective. 

 A goal must be achieved through any combination of projects. If it does not then 

it might be set too high.  

 

It is important to understand business and project goal statements, even though goals 

are not a part of Project Definition. Goals are most important from a business 

perspective. The project manager needs to understand the business goals that the 

project is trying to contribute to. However, you do not need to define specific project 

goals. On the other hand, objectives definitely are important. 
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PROJECT OBJECTIVES 

An objective is a tangible statement that explains what the project is seeking to achieve. 

Objectives must always be written at lower levels so that it can be evaluated at the end 

of a project. Objectives must be SMART i.e. Specific, Measurable, 

Attainable/Achievable, Realistic and Time-bound.  

 

An example of an objective statement might be to "build 300 RDP houses in Soweto by 

the end of 31 December 2014.  

 Note that the objective is much more concrete and specific than the goal 

statement. 

 The objective is measurable in terms of the number of houses that must be build. 

 We must assume that the objective is achievable and realistic i.e do we have 

enough resources to build the 300 houses by 31 December 2014. 

 The objective is time-bound, and should be completed by December 31 2014. 

 

Objectives should refer to the deliverables of the project. In this case, it refers to the 

building of the houses. If you cannot determine what deliverables are being created to 

achieve the objective, then the objective may be written at too high a level. On the other 

hand, if an objective describes the characteristics of the deliverables, they are written at 

too low a level. If they describe the features and functions, they are requirements, not 

objectives. 

 

WAYS OF IDENTIFYING PROJECT GOALS AND OBJECTIVES 

The following are some of the ways of identifying the project goals and objectives; 

 Review background materials describing the context and requirements for the 

project. 

 Meet with stakeholders to establish a clear and unambiguous understanding of 

their goals and aspirations.   

 Identify the key attributes of the project such as: 

  

i. the types of products and services to be delivered (e.g., houses, electricity, 

toilets etc) 

ii. critical constraints, including the expected project duration and budget, 

iii. the kinds of technologies, tools, and techniques to be used, 

iv. the quality requirements to be met, 

v. The benefits to be achieved. 



 

DOC NO. AND REVISION DATE CREATED/REVISED RESPONSIBLE DEPARTMENT DOCUMENT NAME PAGES 

ATI_DOC April 2019 Training US 252022 
Learner Guide 

Page 37 of 89 

 

 

WRITING GOALS AND OBJECTIVES 

The following checklist can be used when setting project goals and objectives; 

CHECKLIST FOR IDENTIFYING GOALS AND OBJECTIVES 

  Yes No Comments 

Have all of the background materials been reviewed, such 

as the organisation’s strategic business plan (which should 

include the organisation's mission, business strategy, and 

critical success factors), the Request for Proposal (if one 

exists), requirements documentation, and concept papers? 

      

Has the project team met with customer executives and 

other stakeholders to establish a clear and unambiguous 

understanding of their goals and aspirations? 

      

Is it clear how the goals and objectives of this project fit 

within the overall goals and objectives of the organisation 

(i.e., the bigger picture)? 

      

Have the critical constraints been identified (e.g., the 

customer’s expectations for such things as effort, duration, 

and cost)? 

      

Has the business value of achieving the goals and objectives 

been identified? 

      

Have the goals and objectives been documented in a clear 

and unambiguous way (e.g., specific not general)? 

      

Have the goals and objectives been documented in a way 

that will serve to challenge and motivate the project team 

(e.g., sufficiently difficult but also realistic and attainable)? 

      

Are the goals and objectives measurable, tangible, and 

verifiable? 

      

Is it clear how the achievement of the goals and objectives 

will be measured? 

      

Is there consensus on the goals and objectives, as defined?       

 

Source: http://it.toolbox.com/blogs/enterprise-solutions/identifying-goals-objectives-

checklist-25013 

 

http://it.toolbox.com/blogs/enterprise-solutions/identifying-goals-objectives-checklist-25013
http://it.toolbox.com/blogs/enterprise-solutions/identifying-goals-objectives-checklist-25013
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SMART OBJECTIVES 

Specific 

 Well defined. 

 Clear to anyone that has a basic knowledge of the project. 

 

Measurable 

 Know if the goal is obtainable and how far away completion is. 

 Know when it has been achieved. 

 

Agreed Upon 

 Agreement with all the stakeholders what the goals should be. 

 

Realistic 

 Within the availability of resources, knowledge and time. 

 

Time-Based 

 Enough time to achieve the goal. 

 Not too much time, which can affect project performance. 
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3.4 PROJECT ROLES AND RESPONSIBILITIES (SO 3, AC 2) 

The project plan must include the roles and responsibilities of project stakeholders. A 

stakeholder is anyone who has an interest in your project or will be affected by its 

deliverables or output. It is important to understand the values and issues that 

stakeholders have in order to address them and keep everyone on board for the 

duration of the project. 

Every project needs a team which will be directly responsible for the outcome of the 

project. The following are some of the key project stakeholders; 

 Project originator 

 The champion 

 Project sponsor 

 Project team members 

 Project manager 

 Project board/steering committee. 

 

1. The Originator 

In certain cases this may be the person who will not lead nor champion the project.  

This is the person who: 

 Conceived an idea for the project, and 

 Published the idea. 

 

2. The Champion 

Quite often the project requires high-level championship therefore it is important that 

someone is delegated to champion the project.  A project champion is someone who is 

deeply committed to the project and persuades the different levels of the organisation to 

support the project. 

 

3. The Project Sponsor  

This is the person or group which has ultimate authority over the project. The Executive 

Sponsor provides project funding, resolves issues and scope changes, approves major 

deliverables and provides high-level direction.  The project sponsor can delegate some 

of its responsibilities to the project board or steering committee. 
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4. Project board/ Steering committee 

A Steering Committee is a group of high-level stakeholders who are responsible for 

providing guidance on overall strategic direction. They do not take the place of a 

Sponsor, but help to spread the strategic input and buy-in to a larger portion of the 

organisation. The Steering Committee is usually made up of organisational peers, and 

is a combination of direct clients and indirect stakeholders. The members on the 

Steering Committee may also sit on the Change Control Board, although in many cases 

the Change Board is made up of representatives of the Steering Committee.  

 

5. The Project Team Members 

Team members are the ‘doers’ and are accountable to the project leader.  Project 

teams often comprise of the Core Team that is full-time on the project and reports 

directly to the project leader.  The second part is the Extended Team that reports to the 

core team.  The responsibilities of the project teams are: 

 

 To be accountable for such deliverables as delegated to them. 

 To meet regularly and work with other team members. 

 To manage and monitor progress on their delegated work. 

 To manage the resolution of issues. 

 To monitor changes in their work scope and inform project leader of any 

changes. 

 To advice appropriate teams and/or project leader. 

 Provide concise written progress reports in every designated report period and 

submit to Project Leader. 

 To refer issues that cannot be resolved to the Project Leader 

 

 

6. The Project Manager 

This is the person with authority to manage a project. The key roles are: 

 To manage the project on a day-to-day basis. 

 To advice stakeholders, especially customers and managers of the impact and 

benefit of the project. 

 To plan, organise, co-ordinate, control & lead the project. 

 To ensure that the culture is conducive for project implementation. 

 To assemble groups and turn them into teams. 
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 Be responsible for regular feedback to Project Sponsor and as well as 

communicating and resolving issues, timeously. 

 Refer issues that cannot be resolved to the Project Sponsor. 

 To assist with the development of project plans for the sub-projects. 

 To consolidate project leaders reports and report progress to Project leader. 

 To deliver the project deliverables on time and to budget. 

 Refer issues that cannot be resolved to the Project leader. 
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3.5 PROJECT DELIVERABLES (SO 3, AC 3) 

The project plan must include project deliverables. The WBS is a useful tool that can be 

used to present project deliverables. 

The WBS involves subdividing the major project deliverables into smaller more 

manageable components (PMBOK, 1996:52). A work breakdown structure which is in a 

tree format may be a product, data, a service, or any combination. 

 

 A well-designed WBS describes planned outcomes instead of planned actions. 

Outcomes are the desired ends of the project, such as a product, result, or service, and 

can be predicted accurately. Actions, on the other hand, may be difficult to predict 

accurately. Below is an example of a WBS format. 

 
DIAGRAM 3: WBS EXAMPLE 

 
 

SOURCE:  James R. Chapman (2004) http://www.hyperthot.com/pm_wbs.htm 

(accessed 10 May 2011) 

http://en.wikipedia.org/wiki/Product_(business)
http://en.wikipedia.org/wiki/Data
http://en.wikipedia.org/wiki/Service_(economics)
http://www.hyperthot.com/pm_wbs.htm
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TOOLS TO CREATE A WORK BREAKDOWN STRUCTURE 

 
Creating a WBS is a team effort bases on multiple inputs and perspectives for the 

given project. One effective technique is to organize a brainstorming session with the 

various departments that will be involved with the project. Project teams can use low-

technology tools like a white board, note cards, or sticky note pads to identify major 

deliverables, sub-deliverables, and specific work packages.  

 

WBS DESIGN PRINCIPLES 

Principle Explanation 

100% rule  States that the WBS includes 100% of the work defined by the 

project scope and captures ALL deliverables internal, external, 

and interim in terms of the work to be completed, including 

project management. 

 the sum of the work at the “child” level must equal 100% of the 

work represented by the “parent” 

Planned 

Outcomes, Not 

Planned Actions 

 

 If the WBS designer attempts to capture any action-oriented 

details in the WBS, he/she will likely include either too many 

actions or too few actions. Too many actions will exceed 100% 

of the parent's scope and too few will fall short of 100% of the 

parent's scope. The best way to adhere to the 100% Rule is to 

define WBS elements in terms of outcomes or results. 

 Most common technique to assure an outcome-oriented WBS 

is to use a product breakdown structure (PBS). 

Level 2 is the 

Most Important 

 Of all the levels on a WBS, Level-2 is often the most important 

because it determines how actual costs and schedule data are 

grouped for future project cost and schedule estimating. 

Mutually-

exclusive 

Elements 

 It is important that there is no overlap in scope definition 

between two elements of a WBS. 

How Far Down? 

 

 An effective limit of WBS granularity may be reached when it is 

no longer possible to define planned outcomes, and the only 

details remaining are actions 

The 40-Hour Rule  Generally, when a project has been decomposed down to an 
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of Decomposition element that has about 40 hours of allocated direct labor, there 

is no need to decompose further. 

Top-down & 

Bottom-up 

approach 

 

 The WBS can be created using a top-down or bottom-up 

approach. We recommend the top-down approach, especially 

for complex projects, because it reduces the chance of 

forgetting to include an important element of work. It usually 

involves a brainstorming technique so that the project team 

can list as many activities, deliverables, components, and 

elements of work as possible. 

 

WBS CHECKLIST  

 The top element of the WBS is the overall deliverable of the project, and all 

stakeholders agree with it.  

 The first two levels of the WBS (the root node and Level 2) define a set of planned 

outcomes that collectively and exclusively represent 100% of the project scope.  

 The WBS elements are defined in terms of outcomes or results. (Outcomes are the 

desired ends of the project, and can be predicted accurately). 

 Each WBS element has an identification number assigned which identifies its 

relative position within the structure. 

 The WBS encompasses everything that will ultimately comprise the project 

deliverable, and all deliverables in the project are included. 

 The WBS is not a project plan or a project schedule, and it is not a chronological 

listing.  

 In the judgment of all parties involved, the WBS has been decomposed and it is no 

longer possible to define planned outcomes--the only details remaining are actions.  

 The WBS is not an exhaustive list of work. It is instead a comprehensive 

classification of project scope.  

 The WBS is not an organisational hierarchy. 
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IMPORTANCE OF A WORK BREAK DOWN STRUCTURE 

The following are some of the benefits of a WBS; 

 It helps to accurately define and organise the scope of the total project. The most 

common way this is done is by using a hierarchical tree structure. Each level of this 

structure breaks the project deliverables or objectives down to more specific and 

measurable chunks.  

 It helps with assigning responsibilities, resource allocation, monitoring the project, 

and controlling the project.  

 The WBS makes the deliverables more precise and concrete so that the project 

team knows exactly what has to be accomplished within each deliverable. This 

also allows for better estimating of cost, risk, and time because you can work from 

the smaller tasks back up to the level of the entire project.  

 It allows the project team to double check all the deliverables' specifics with the 

stakeholders and make sure there is nothing missing or overlapping 
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3.5 PROJECT SCHEDULE DEVELOPMENT 

All activities must be arranged in a logical order so as to better manage time and 

resources. A PERT chart and Gantt chart are the outputs of activity sequencing. The 

diagram below shows a PERT chart. 

 

 

It is important to note that there are different types of activities when sequencing. These 

include; 

I. Predecessor & successor activities 

Predecessor activities are those activities that must be completed before other 

activities can start. On the other hand, successor activities are those activities 

that follow predecessor activities.  

 

II. Concurrent /Parallel activities 

Activities that can be undertaken simultaneously are called concurrent activities.  

When scheduling makes sure the resources are enough to complete them. 

 

III. Dummy activities 

These are used to demonstrate how concurrent activities relate to one another 

and they can be used to improve the layout of your project schedule. Dummy 

activities neither expend resources nor require time to complete. 

 

IV. Lag activities 

These are activities that occur during waiting periods or lag time. As a result 

they do not use any resources.   
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V. Milestones 

These are activities that do not require work, use time or expend resources. 

They are used in scheduling to indicate that a series of activities is complete, to 

represent progress points, or to denote when a meeting should be held 

 

There are four types of dependencies or precedence relationships: 

 Finish-to-Start. The initiation of the successor activity depends upon the 

completion of the predecessor activity. In this relationship, Activity X must finish 

before Activity Y can start. For example, if you are installing the LAN at your 

office, you would need to purchase cables before you could install them. 

 Finish-to-Finish. The completion of the successor activity depends upon the 

completion of the predecessor activity. In this relationship, Activity X must finish 

before Activity Y can finish. For example, for a LAN instillation project, you could 

begin connecting computers to the network before all computers are wired. By 

making the office wiring finish-to-finish dependent on connecting computers to 

the network, you allow work to begin sooner than if the activities were finish-to-

start dependent. 

 Start-to-Start. The initiation of the successor activity depends upon the initiation 

of the predecessor activity. In this relationship, Activity X must start before 

Activity Y can start. In the LAN project, you could make developing training 

sessions start-to start dependent on creating manuals since you could begin 

setting times for training sessions before al the training materials have been 

produced. 

 Start-to-Finish. The completion of the successor activity depends upon the 

initiation of the predecessor activity. In this relationship, Activity X must start 

before Activity Y can finish. 
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3.6 QUALITY AND PERFORMANCE PLANNING (SO 3, AC 2; SO 4, AC 3) 

The process of managing quality must be defined in the project plan. The following 

questions must be addressed when preparing a quality plan 

 What needs to go through a quality check? 

 What is the most appropriate way to check the quality? 

 When should it be carried out? 

 Who should be involved? 

 What "Quality Materials" should be used? 

 How should non-conformance be handled 

  
1. What needs to be checked? 

The project deliverables must be quality checked. That is, any significant deliverable 

from a project should have some form of quality check carried out. A requirements 

document can be considered significant. A memo or weekly report may not be 

significant. 

2. What is the most appropriate way to check? 

To answer this question requires thinking backwards. If the end result is that a particular 

deliverable should meet a standard, then part of the quality checking should focus on 

compliance with the standard. This would indicate a "Standard Audit" could be the best 

approach. 

3. When should it be carried out? 

Most "Quality Events" are held just prior to the completion of the delivery. If however 

there are long development lead times for a deliverable, it might be sensible to hold 

earlier "Quality Events”. For example, if development of code for a particular module will 

take 10 weeks, it may be worth holding a code inspection after 4 weeks to identify any 

problems early and reduce rework. 

4. Who should be involved? 

Obviously, the producers, and quality reviewers of the deliverable should be involved. 

The others involved will be dependent on the type of quality event.  
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5. What Quality Materials should be used? 

The materials used should ensure there are no gaps, easy to use and understand. It 

may be useful to reduce things like standards to checklists in order to make them more 

manageable. 

5. How should non-conformance be handled and corrected? 

Procedures to handle and correct any type of non-conformance work must be defined. 

The procedures can include defining responsibilities, defining conditions and availability 

of required documentation in such cases. 

 

The section on quality planning in the project plan must include; 

1.  Deliverables and Acceptance Criteria 

List project deliverables, including contract deliverables and milestone checklist.  For each 
deliverable, describe the acceptance criteria that will be used in product acceptance testing.  
List relevant quality standards where applicable.  (Add rows as needed.) 

Deliverables Acceptance Criteria / Applicable Standards 

1.    

2.    

3.    

 
2.  Quality Assurance Activities 

Define Quality Assurance (QA) activities for the project.  Include at least the items listed below:  

 Describe Test and Acceptance processes: 

 

 List Test Team staff and specify responsibilities: 

 

 Milestone checklist (or provide Link_To_Project_Milestone_Schedule ): 

 

 Describe the Requirements Verification process: 

 

 Describe the Requirements to Specification Verification process: 

 

 Describe how Requirement – Specification – Test Plan traceability is managed (or provide 
Link_To_ Requirements_Traceability_Matrix ):   

 

 List communication activities (or provide Link_To_ Project_Communication_Plan ):   
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2.  Quality Assurance Activities 

 Describe Continuous Improvement processes: 

 

 
3.  Project Monitoring and Control 

Define the following: 

 What audits and reviews are required and when they will be held: 

 

 How variance to acceptable criteria will be reported and resolved: 

 

 In-process control plans which address quality assurance activity areas: 

 

 How control information will be collected: 

 

 How information will be used to control processes and deliverables: 

 

 
4.  Project Team Quality Responsibilities 

Describe quality-related responsibilities of the Project Team including specific tasks such as 
acceptance test, audit, review and checklist responsibility assignments: 

 

 
 



 

DOC NO. AND REVISION DATE CREATED/REVISED RESPONSIBLE DEPARTMENT DOCUMENT NAME PAGES 

ATI_DOC April 2019 Training US 252022 
Learner Guide 

Page 51 of 89 

 

3.6 CHECKING THE ACCURACY, COMPLETENESS OF THE PROJECT PLAN (SO 

3, AC 5) 

 

Once the draft project plan has been completed, the following must be 
checked; 
 

 Punctuation: Project plans tend to rely heavily on punctuation and the author 

needs to be fully conversant with the use of colons, semicolons and bullet 

points etc.  

 

 Jargon: Authors should avoid the use of jargon; however this will need to be 

balanced with the requirements for accuracy and precision when describing 

various technical aspects of the work.  

 

 Sentences: The sentences should be short, not more than 25 words long is 

a good rule of thumb. Short sentences produce a clear, easily-read style for 

factual material, although an occasional long sentence may also be needed 

at times.  

 

 Word Choice: Authors should choose words carefully to try and avoid 

ambiguity that may give the wrong impression and draw incorrect 

conclusions.  

 

 Paragraphs: Paragraphs should also be kept relatively short and contain 

unity of content i.e. they should be pertinent to one aspect of the plan. 

Several short paragraphs, rather than long, rambling ones, will help to retain 

the interest and understanding of the reader. They will also help to ensure 

that the information contained in the short paragraphs is relevant to the 

subject(s) being reported and/or discussed. 

 

 Acronyms: Acronyms and other abbreviations can be used provided that 

they are defined the first time they are used in the text. In longer reports, 

they should be included in a glossary.  

 Accuracy: the project plan must be based on verified facts and research 

findings. 
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SECTION 4:     DEVELOPING TOOLS TO 

MEASURE KEY PERFORMANCE 

PARAMETERS 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Specific Outcome  
 
On completion of this section you will be able to develop tools to 

measure key performance parameters.  

 
Assessment Criteria  
 

On completion of this section you will be able to: 

 A Gantt chart is developed for managing and evaluating the 

time dimension.  (SO 4, AC 1) 

 A budget is developed for managing and evaluating the cost 

dimension.  (SO 4, AC 2) 

 The measurement tools are communicated to team 

members to promote a common understanding of 

requirements.  (SO 4, AC 4)  
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4.1 INTRODUCTION  

 

Project planning is a pointless exercise unless the execution of the plans are tracked 

and controlled by obtaining accurate feedback on performance.  A structured approach 

to planning and control is recommended by experienced project management 

practitioners, because though this disciplined system all parties will know; what is 

expected of them, their required performance and the reports they must generate. 

 

The term control has several meanings. Those new to project management are initially 

dismayed by the use of the term “control,” because they mistakenly equate it with the 

concept of authority. In the world of project management, control has very little to do 

with telling people what to do, dictating their actions or thoughts, or trying to force them 

to behave in a certain way all of which are common interpretations of control. 

 

As highlighted by Brad Egeland (2009) project controlling can be likened to steering a 

ship. That is, it’s about continually making course adjustments with one main objective 

in mind bringing the ship into safe harbour, as promised at the start of the voyage. And 

the successful project voyage includes identifying a specific destination, carefully 

charting a course to get there, evaluating your location throughout the voyage, and 

keeping a watchful eye on what lies ahead. 

 

Project Control involves the regular review of metrics and reports that will identify 

variances from the project baseline. The variances are determined by comparing the 

actual performance metrics in the Execution Phase against the baseline metrics 

assigned during the Planning Phase. These variances are incorporated into control 

processes to evaluate their meaning. If significant variances are discovered (variances 

that place the completion of the project in jeopardy) adjustments are made to the 

project plan. A significant variance does not explicitly require a change to the project 

plan but these variances should be reviewed to determine if preventative action is 

necessary. Controlling also includes taking preventative action in anticipation of 

possible problems. 

 

Every project has 5 main parameters:  

 Time (schedule), as prescribed by the start and completion dates;  

 cost, as allowed by the project budget; and  

 Quality, as dictated by the customer, classification society, or legal statute. 

http://pmtips.net/?author=7
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 Risk  

 Scope 

The project manager uses control measures to ensure that the project remains within 

these bounds, which Burke (1993) refers to as "the triangle of objectives”. During the 

project, as a result of either external forces or problems encountered during execution, 

the project manager may choose (or be forced) to adjust the project's parameters. 

However, adjusting one dimension of a project will usually affect one or both of the 

remaining dimensions. For example, or maintain quality it may be necessary to 

lengthen the schedule, which, in turn, will require additional labor and increase the cost 

of the project. 
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4.2 DEVELOPING A GANTT CHART (SO 4, AC 1) 

 

Gantt chart is a horizontal bar chart developed as a production control tool in 1917 by 

Henry L. Gantt, an American engineer and social scientist. Frequently used in project 

management, a Gantt chart provides a graphical illustration of a schedule that helps to 

plan, coordinate, and track specific tasks in a project.  The strength of the Gantt chart is 

its ability to display the status of each activity at a glance. 

 

GANTT CHART HISTORY 

The first Gantt chart was devised in the mid 1890s by Karol Adamiecki, a Polish 

engineer who ran a steelworks in southern Poland and had become interested in 

management ideas and techniques. Some 15 years after Adamiecki, Henry Gantt, an 

American engineer and management consultant, devised his own version of the chart 

and it was this that became widely known and popular in western countries. 

Consequently it was Henry Gantt whose name was to become associated with charts of 

this type. 

 

Karol Adamiecki 

  

 

Henry Gantt 

Originally Gantt charts were prepared laboriously by hand; each time a project changed 

it was necessary to amend or redraw the chart and this limited their usefulness, 

continual change being a feature of most projects. Nowadays, however, with the advent 

of computers and project management software, Gantt charts can be created, updated 

and printed easily. 

Today, Gantt charts are most commonly used for tracking project schedules. For this it 

is useful to be able to show additional information about the various tasks or phases of 

the project, for example how the tasks relate to each other, how far each task has 

progressed, what resources are being used for each task and so on. 
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STEPS IN DEVELOPING A GANTT 

 

The following steps of using a Gantt chart were proposed by Henry L. Gantt 

 

Step 1: Identify Essential Tasks 

Gantt charts don't give useful information unless they include all of the activities needed 

for a project or project phase to be completed. So, to start, list all of these activities. Use 

a work breakdown structure if you need to establish what the tasks are. Then, for each 

task, note its earliest start date and its estimated duration. 

 

Example 

Your organization has won a tender to create a new "Software as a Service" product, 

and you're in charge of the project. You decide to use a Gantt chart to organize all of 

the necessary tasks, and to calculate the likely overall timescale for delivery. You start 

by listing all of the activities that have to take place, and you estimate how long each 

task should take to complete. Your list looks as follows: 

Task Length 

A. High level analysis 1 week 

B. Selection of server hosting 1 day 

C. Configuration of server 2 weeks 

D. Detailed analysis of core modules 2 weeks 

E. Detailed analysis of supporting modules 2 weeks 

F. Development of core modules 3 weeks 

G. Development of supporting modules 3 weeks 

H. Quality assurance of core modules 1 week 

I. Quality assurance of supporting modules 1 week 

J. Initial client internal training 1 day 

K. Development and QA of accounting reporting 1 week 

L. Development and QA of management reporting 1 week 

M. Development of management information system 1 week 

N. Client internal user training 1 week 
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Step 2: Identify Task Relationships 

Gantt charts show the relationship between the tasks in a project. Some tasks will need 

to be completed before you can start the next one, and others can't end until preceding 

ones have ended. For example, if you're creating a brochure, you need to finish the 

design before you can send it to print. 

These dependent activities are called "sequential" or "linear" tasks. 

Other tasks will be "parallel" – i.e. they can be done at the same time as other tasks. 

You don't have to do these in sequence, but you may sometimes need other tasks to be 

finished first. So, for example, the design of your brochure could begin before the text 

has been edited (although you won't be able to finalize the design until the text is 

perfect.) 

Identify which of your project's tasks are parallel, and which are sequential. Where 

tasks are dependent on others, note down the relationship between them. This will give 

you a deeper understanding of how to organize your project, and it will help when you 

start scheduling activities on the Gantt chart. 

 

Tip 1: 

Tasks can be sequential and parallel at the same time – for example, two tasks (B and 

D) may be dependent on another one (A), and may be completed at the same time. 

Task B is sequential in that it follows on from A, and it is parallel, with respect to D. 

Tip 2: 

To minimize delivery times, you'll need to do as much work in parallel as you sensibly 

can. You also need to keep the scope of the project as small as possible. 
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Example 

 

Task Length Type* Dependent on... 

A. High level analysis 1 week S 

 
B. Selection of server hosting 1 day S A 

C. Configuration of server 2 weeks S B 

D. Detailed analysis of core modules 2 weeks S, P to B, C A 

E. Detailed analysis of supporting 

modules 2 weeks S, P to F D 

F. Development of core modules 3 weeks S, P to E D 

G. Development of supporting 

modules 3 weeks S, P to H, J E 

H. Quality assurance of core 

modules 1 week S, P to G F 

I. Quality assurance of supporting 

modules 1 week S G 

J. Initial client internal training 1 day S, P to G C,H 

K. Development and QA of 

accounting reporting 1 week S E 

L. Development and QA of 

management reporting 1 week S E 

M. Development of Management 

Information System 1 week S L 

N. Client internal user training 1 week S I, J, K, M 

* P: Parallel, S: Sequential 

 
Step 3: Input Activities into Software or a Template 

You can draw Gantt charts by hand or use specialist software, such 

as Gantto, Matchware, or Microsoft Project. Some of these tools are cloud-based, 

meaning that you and your team can access the document simultaneously, from any 

location. (This helps a lot when you're discussing, optimizing, and reporting on a 

project.) 

 

http://gantto.com/
http://www.matchware.com/en/products/mindview/mindview2_be/gantt.htm
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Several Gantt chart templates have been created for Microsoft Excel, and you can 

also find free Gantt chart templates with a quick search online. 

 
 
 

Step 4: Chart Progress 

As your project moves along, it will evolve. For example, in our scenario, if quality 

assurance of core modules revealed a problem, then you may need to delay training, 

and halt development of the management information system until the issue is resolved. 

Update the Gantt chart to reflect changes as soon as they occur. This will help you to 

keep your plans, your team, and your sponsors up to date. 
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ADVANTAGES 

The following are advantages of a Gantt chart; 

 It creates a picture of complexity. I am quite a fan of diagrams and charts. We 

think in pictures. Therefore, if we can see complex ideas as a picture, this will 

help our understanding. 

 It organises your thoughts. I am also a big fan of the concept of dividing and 

conquering. A big problem is conquered by dividing it into component parts. A 

Gantt chart will force you to do this. 

 It demonstrates that you know what you’re doing. When you produce a nicely 

presented Gantt chart with high level tasks properly organised and resources 

allocated to those tasks, it speaks volumes about whether you are on top of the 

needs of the project and whether the project will be successful. 

 It (should) help you to set realistic time frames. The bars on the chart indicate in 

which period a particular task or set of tasks will be completed. This can help 

you to get things in perspective properly. And when you do this, make sure that 

you think about events in your organisation that have nothing to do with this 

project that might consume resources and time. 

 It can be highly visible. It can be useful to place the chart, or a large version of it, 

where everyone can see it. This helps to remind people of the objectives and 

when certain things are going to happen. It is useful if everyone in your 

enterprise can have a basic level of understanding of what is happening with the 

project even if they may not be directly involved with it. 

 

LIMITATIONS 

The following are limitations of the Gantt chart; 

 They can become extraordinarily complex. Except for the most simple projects, 

there will be large numbers of tasks undertaken and resources employed to 

complete the project. There are some very good software programs that can 

cope with all this complexity (e.g. Microsoft Project). However, when the project 

gets to this level, it must be managed by a small number of people (perhaps 

one) who manages all of the details. Sometimes this does not work so well in a 

business that is not used to this type of management. Big businesses will 

frequently employ one or more project managers who are very skilled in this. For 

a range of reasons, this may not work so well in a smaller enterprise. 
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 The size of the bar does not indicate the amount of work. Each bar on the chart 

indicates the time period over which a particular set of tasks will be completed. 

However, by looking at the bar for a particular set of tasks, you cannot tell what 

level of resources are required to achieve those tasks. So, a short bar might 

take 500 man hours while a longer bar may only take 20 man hours. The longer 

bar may indicate to the uninformed that it is a bigger task, when in fact it is not. 

 They need to be constantly updated. As you get into a project, things will 

change. If you’re going to use a Gantt chart you must have the ability to change 

the chart easily and frequently. If you don’t do this, it will be ignored. Again, you 

will probably need software to do this unless you’re keeping your project 

management at a high level. 

 They are not very good at representing inter-dependencies and so are not 

suitable for planning projects with many inter-dependencies. 

 Only represents part of the triple constraints of projects i.e. time but leaves out 

cost, quality etc. 
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4.3 DEVELOPING A PROJECT BUDGET (SO 4, AC 2) 

The process of determining budget for a project is an activity of aggregating the cost 

estimates of individual activities, or a work package, to develop the total cost estimate 

that allows setting a formal cost baseline. This baseline is used to state the budget. 

However, the budget may differ from the formal cost baseline and constitute the funds 

authorized to perform the project and its activities.  The project budgeting process is 

conducted at the initial steps of project planning, and typically it is performed in parallel 

with the project scheduling process. The steps of the process are highly dependent 

upon the cost estimations, task durations and allocated resources. 

 

The project manager should use the Work Break Down Structure (WBS) of the project, 

the costs estimates, historical data and records, resource information, and policies in 

order to identify the monetary resources required for the project. This statement refers 

to the steps of the project budget determining process. The steps are listed below:  

1. Using the WBS. The project manager should investigate the project work 

decomposition to see the dependencies between the work items, as well as use 

WBS dictionary to get the identification of the project deliverables and the 

description of each WBS component that are approved to produce the 

deliverables. Then the project manager needs to work with the cost estimating 

team to receive cost estimates per work package of the WBS. The obtained 

information will then be used for aggregating cost estimates and setting the cost 

baseline. 

2. Reviewing Historical Data and Lessons Learned. The project manager needs 

to review records and historical data of the previous successful projects and look 

for tools, methods and techniques that have made these projects succeeding. 

Cost estimates, WBS examples, resource allocation, estimating methods, 

members of the estimating team, budget control tools, etc. obtained from 

successfully completed projects  all this valuable information should be collected 

and examined, then sorted and filtered, and finally specific solutions and ideas 

for managing budgeting activities should be generated, considering the critical 

success criteria and factors. 

3. Investigating Resource Information. At this step, the project manager in 

collaboration with the estimating team should collect and investigate information 

on available resources, including human resource, equipment and materials. 

After the investigation of the resources a description of resource availability is to 

be created and then used for estimating costs. 
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4. Following Project Policies. The project manager should review existing 

standards and requirements stated in project policies. Project policies may cover 

the inflation rate that must be factored during project budgeting. 

 

STEPS IN CREATING A BUDGET 

The following are recommended steps in creating a project budget; 
 

1. Draw OR review the WBS of the project. 

2. List or review all the activities and sub activities of the products to be produced. 

Below is an example of project activities for a year end function. 

No:  Activities  

A  Booking the venue  

B  Booking audio system  

C  Appointing the transporter  

D  Transporting the employees to the venue  

E  Phoning possible venues  

F  Appointing the caterer  

 

3. Identify resources (costs) required to execute the activities. Below is an 

example; 

No:  Activities  resource 

A  Booking the venue  phone 

B  Booking audio system  Phone  

C  Appointing the transporter  Phone 

D  Transporting the employees to the venue  Vehicle 

E  Phoning possible venues  Phone 

F  Appointing the caterer  phone 

 

 

4. Estimate the cost of each resource per sub activity and main activity. Below is 

an example 
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No:  Activities  resource Costs  

A  Booking the venue  phone Advertising: R200  
Telephone costs; R100 
paying for the venue R10 000  

B  Booking audio 
system  

Phone  Advertising: R200 
Telephone costs R100;costs hiring of the 
audio system R5 000  

C  Appointing the 
transporter  

Phone Advertising: R100 
telephone costs: R100  

D  Transporting the 
employees to the 
venue  

Vehicle Paying the transporter for hiring: R6 000  

E  Phoning possible 
venues  

Phone Telephone costs R100 

F  Appointing the 
caterer  

phone Advertising : R100  
Telephone costs: R100 
Cost of hiring: R10 000 

 

5. Combine similar costs & have the total per expense. Below is an example 

EXPENDITURE  TOTAL COST (R)  

Advertising       500  

Telephone costs       400  

Hiring venue  10 000  

Hiring the audio system    5 000  

Hiring transporter    6 000  

Hiring the caterer  10 000  

Contingency     1 000  

TOTAL COSTS  32 900  
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4.4 COMMUNICATING PERFORMANCE PARAMETERS WITH THE TEAM (SO 4, 

AC 4) 

All performance parameters must be communicated to the team members. When 

communicating a message, expect to be misinterpreted and make adjustments to your 

message to account for potential areas of misunderstanding. 

 Seek feedback. As misinterpretations are common in communication, it is often 

advisable that you continually seek feedback to ensure that your messages 

have been received accurately. 

 Make it your priority to express rather than impress. The aim of communication 

is to express an opinion, idea or to transfer knowledge.  It is important to 

remember that your primary aim is to get your message across, try not to 

obstruct it by being focused on sounding impressive or knowledgeable. 

 Choose the right medium. Effective communication means choosing the 

appropriate medium for your message. Some information is best conveyed in a 

team meeting, whilst other information may be received more appropriately in an 

email or memo, other information should be communicated face to face. Select 

the medium to suit the message and the person you are communicating with. 

 Be conscious of your non-verbal communication. Be conscious of what you are 

conveying non-verbally. Avoid diluting the impact of your message with 

mismatched or incongruent body language. Where possible, adjust your body 

language to align with your message. 

 

4.4.1 WHAT MAKES A COMMUNICATION PROCESS EFFECTIVE? 

Effective communication processes are: 

 Regular. Regular communication within, and between teams helps members to 

maintain focus, allows all members to keep up to date with team progress and 

ensures that difficulties or setbacks can be dealt with promptly and 

collaboratively. 

 Transparent. Transparent communication processes provide all team members 

with the same information where possible and keep all members adequately 

informed. 

 Transparent processes maximise the likelihood that team members will be 

aligned in their concept of where they are going and how they are going to get 

there. Failing to adequately inform all team members, equally, may greatly 

compromise their ability to contribute equally to team processes and decision 

making. 



 

DOC NO. AND REVISION DATE CREATED/REVISED RESPONSIBLE DEPARTMENT DOCUMENT NAME PAGES 

ATI_DOC April 2019 Training US 252022 
Learner Guide 

Page 66 of 89 

 

Focused and related to team goals. Communication processes that are focused and 

related to team goals encourage team members to similarly remain goal focused and 

outcome directed. 

 

4.4.2 MODES OF COMMUNICATION 

Within the work environment, communication can occur through a variety of modes 

depending on personal preference. Some of the more popular modes for team 

communication are: 

 Team meetings 

 Newsletters 

 Email updates 

 
When using these modes it is important to remain mindful of the 3 characteristics that 

make communication processes effective (i.e. should be regular, transparent and goal 

focused). 

1. Team meetings 

One of the primary forums for team communication is the team meeting. When 

conducted with structure and purpose, regular team meetings can be an effective and 

productive means of team communication. 

 

However, team meetings can evolve into a drawn-out procedure that fritters away 

valuable time and results in decreasing motivation, frustration and productivity. To 

conduct an effective team meeting the following principles should be considered: 

What is the purpose of the meeting? Prior to the commencement of the meeting, all 

team members should be aware of the meeting’s purpose. Set an agenda and stick to 

it. The meeting should remain focused on team goals and objectives. It may be 

necessary to note down some of the areas of discussion that arise as side issues or 

tangents to the purpose at hand. These issues may need to be addressed in a later 

forum. 

 

Are members aware of what they may be asked to contribute to the meeting? It is 

helpful for team members to have a clear idea of the kind of information they may be 

asked to contribute. Contributing facts, knowledge or recommendations may require 

different preparation than contributing opinions or brainstorming. 
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Team members, who are provided with an idea of what they may be asked to 

contribute, are thus provided with an opportunity to prepare accordingly. If you put team 

members on the spot – it can decrease their commitment. 

 

Has a meeting agenda been distributed to all members prior to the meeting? In addition 

to understanding the purpose of the meeting and their likely contribution, team 

members should all be furnished with an agenda prior to commencement of the 

meeting. A meeting agenda will state the purpose and focus of the meeting as well as 

outline the proposed topics and areas for discussion. 

 

Has a time-frame been established prior to the commencement of the meeting? Team 

meetings should commence and finish on time. When members are aware of a finishing 

time from the outset they are better equipped to budget time accordingly. 

Finish the meeting on a note of accomplishment. The completion of a meeting should 

be a reflection of what has been accomplished within the meeting’s time-frame. The 

original goal or objective should be revisited and comment should be made on its 

achievement (whether the achievement was partial or full). 

 

2. Newsletters 

Newsletters can be a creative and effective method of regularly conveying information 

to fellow team members. Newsletters may also serve as a useful mode for distributing 

information from your team to other teams. 

 

Constructing an effective newsletter 

In the process of constructing an effective team newsletter, consider the following 

points. Decide on the basics early on: 

 What is the purpose of the newsletter? 

 Who are its intended audience? 

 How frequently will it be circulated? 

 How will it be circulated? 

Clear concise information. Effective newsletters are concise and easily understood. 

They should provide relevant information that is both up to date and useful. 

Informal and humorous. Newsletters do not necessarily need to be formal documents. A 

light, humorous tone may encourage regular readers and consequently increase the 

newsletter’s effectiveness. 
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It may be helpful to remember that newsletters are an ideal tool for highlighting team 

achievements and recognising individual accomplishments. 

 

3. Email updates 

Email has fast become the one of the most widely used mediums for business 

communication. Mastering email correspondence is one of the simplest and most 

effective ways of ensuring that your messages are not only read but followed up 

accordingly. 

 

Inboxes are often overloaded with numerous messages of varying importance. If you 

are sending emails as a means of communicating with your fellow team members you 

will want to ensure that your message gets read and is clearly understood. 

 

Constructing an effective email 

 To construct an effective email it may be helpful to remember the following key 

points 

 Make use of the subject line. The subject line provides an opportunity to inform 

the receiver of the purpose of the email. A subject line ideally should describe 

exactly what the email is about. An appropriate subject line will maximise the 

possibility of your message being read. 

 Use concise language. Like any written business correspondence it’s important 

to keep business emails concise and to the point. Often the viewing area for 

emails is limited, so if possible limit messages to a few short paragraphs. 

Everyone is busy – don’t waste their time – be clear and concise. 

 Make any required follow up clear. If your email is a request for action or follow 

up from a team member make this clear in your message. Remember to include 

any contact details (such as phone or fax numbers and addresses for snail mail) 

that the receiver may require. 

 Respond to emails in a timely manner. Prompt responses to emails not only 

promotes efficiency but often encourages team members to respond in a similar 

timely manner. 
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SECTION 5:     IMPLEMENT AND EVALUATE 

PROJECT PROGRESS 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Specific Outcome  
 
On completion of this section you will be able to Implement the plan 

and evaluate project progress.  

 
Assessment Criteria  
 

On completion of this section you will be able to: 

 Project implementation is monitored and evaluated against 

the plan, the stipulated performance criteria and quality 

requirements.  (SO 5, AC 1) 

 Project results are monitored to establish progress and 

effectiveness.  (SO 5, AC 2) 

 Deviations from the project plan are identified and analysed 

in order to take corrective action.  (SO 5, AC 4)  

 Corrective actions are implemented to ensure the 

achievement of project objectives. (SO 5, AC 5) 

 Results are evaluated against the scope and objectives of 

the project. (SO 5, AC 6) 
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5.1 INTRODUCTION 

 

Monitoring, evaluation and control is a stage of the project life cycle. Monitoring occurs 

throughout the implementation stage with the aim of checking the extent to which the 

project plan has been achieved. Evaluation usually occurs at the end of the project and 

it entails an independent inquiry into the project.  

 

The diagram below shows how monitoring, evaluation and control fit into the project life 

cycle. 

 

DIAGRAM: PROJECT LIFE-CYCLE 

 

 

 

 

 

Define 
(1. Initiation) 

 

2. PLAN 

 

IMPLEMENT  

(3. Executing) 

 

MONITOR  CONTROL 

 (4. Controlling) 

 

EVALUATE 
( closing & execution) 
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5.2 MONITORING PROJECT RESULTS (SO 5, AC 1, AC 2) 

 

This is an internal process required during project implementation to ensure success. 

Project monitoring is essentially about measuring actual progress against the project 

plan or indicators, detecting variance, and taking corrective action.  

 

It is mainly concerned with measuring the following: 

 physical and financial resources 

 Time management 

 Information management 

 Quality control 

 Human resource performance 

 Achievement of project objectives. 

 

Answering the following questions can assist a project team to monitor and control a 

project. 

 

Question Answer 

Which tasks are on track and their progress against the plan?  

What is the rate of resource useage especially financial 

resources and physical resources? How did the useage assist 

the project to meet its objectives? 

 

Is the project achieving its desired results basing on completed 

tasks? 

 

To what extent are current results furthering the project 

objectives? 

 

How is quality of the project to date?  

 

Monitoring of project performance can be done formally or informally. 

 

5.2.1 Formal monitoring 

Formal monitoring includes the use of; 

 Progress reports  

 Audits  

 Project review meetings  
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a) Progress reporting 

Reports are an important source of information on the progress of a project. They 

should be linked to the indicators, milestones and targets developed during project 

planning. The following are the key contents of a progress report; 

 Information about planned achievements; 

 Information on actual achievements; 

 major deviation from plans; 

 List of problems and opportunities to date; 

 Recommended corrective action and alternatives; 

 Data on upcoming activities. 

 

PRINCE2 Identifies the following reports as a means of monitoring project progress: 

 

1. Checkpoint report 

It is a report that is prepared at defined time intervals i.e. it is a time-driven control 

measure. This report can be presented either informally or formally and the frequency 

must be defined in the work package. It is prepared by the team manager (leader) to 

the project manager reporting on current stage performance. 

 

2. Highlight reports 

A highlight report is also a time-driven control report which is written by the project 

manager to the project board or steering committee. This report must contain the 

following; 

 Achievement in the current period 

 Achievements expected in the next period 

 Issues and new risks and suggestions concerning their resolution. 

The highlight report enables the project to manage by exception and those with project 

responsibilities may choose to review the content before it is presented to the project 

board. 

Source: Prince2 manual (2011) 
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b) Project review meetings 

The progress of a project can be monitored using project review meetings. The four 

main types of meetings used in projects are; 

 Progress meetings - Focus on comparing actual progress against planned 

progress as per the project plan 

 Vendor meetings - Should take place regularly and concentrate on contractual 

issues. 

 Project board or Project steering committee - Concentrate on updating the 

steering committee on project progress and resolving issues that need the 

Steering committee. 

 Ad hoc meetings - These are schedules as required for discussion of a specific 

topic that cannot wait for the next formal meeting. 

 

c) Project auditing 

Project auditing can also be used as an instrument to monitor a project. It involves an 

independent analysis of certain aspects of the project by a project auditor. These 

aspects are linked to the health of the project. The audit compares current progress 

against international standards, best project management practises and set project 

goals. A project audit is usually commissioned by the project board to answer some of 

the following questions. 

 Is the project team telling the truth about the current state of the project? 

 What is the probability of the project achieving set requirements? 

 Are the technical stages being implemented correctly used appropriate? 

 Is the project plan correct? 

 Are project processes being followed correctly? 

 Are industry best practices being followed? 

 Which areas should be improved to change things? 

 Which areas are excellent or are above standard? 

 Is the project organised appropriately, and are the project processes being 

followed optimal? 

 Is the project following industry best practices? 

 What should be changed to improve things? 

Let’s look at the project auditing areas according to Royston (2011) 
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KEY AUDITING AREAS 

1. Project management 

 Does the project communicate effectively with its sponsors and other 

stakeholders? 

 Are decisions taken rationally and quickly? 

 Do the management team have appropriate skills and experience? 

2. Project organisation and staffing 

 Is the project divided into effective work units (teams)? 

 Are the teams located appropriately? 

 Are responsibilities clear? 

 Is internal and external communication effective? 

 Does the staff have appropriate skills and experience? 

 Is staff working in a suitable physical environment? 

3. Project processes 

 How are tasks identified and allocated? 

 How is progress measured? 

 How is change handled? 

 Is there proper version and configuration management? 

4. Project planning and reporting 

 What kind of plan is there? 

 Is the level of detail appropriate? 

 How is the plan validated? 

 How is progress against plan reported? 

 Is the project actually at the point where progress reports say it is? 

 How feasible is achieving the future goals in the plan? 

5. Technology choice and usage 

 What tools and technologies are being used? 

 Why were these tools and technologies selected? 
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 Is the selection in line with industry best practice? 

6. System architecture 

 How do the pieces that make up the solution fit together? 

 Can the solution meet the quality requirements (speed, load, reliability, etc.)? 

 How are technical decisions made? Is there a design authority? 

 How are technical decisions recorded? 

 How is technical feasibility demonstrated? 

7. Functional requirements 

 What is the requirements analysis process? 

 Do users feel involved in the process? 

 Are the requirements clear, complete and consistent?  

 What kinds of design documents are produced? 

8. Code quality 

 Are coding standards in place and followed? 

 Is the code clear, efficient and well-organised? 

9. Testing 

 What kinds of testing are carried out? 

 Is there a "test first" or "test driven" philosophy? 

 Is testing automated? 

 How are test cases identified? 

 What kinds of test tools are used? 

Source: http://roymogg.com/2011/01/11/the-project-audit-check-list/ 
 
 
5.2.2  Informal monitoring 
 
 Informal monitoring includes: 

- General conversations with the team 

- Ongoing interaction with stakeholders 

http://roymogg.com/2011/01/11/the-project-audit-check-list/
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5.3 IDENTIFYING PROJECT DEVIATIONS (SO 5, AC 3) 

 

Research on deviations in projects has shown that deviations are prevalent and 

unavoidable (Lindahl, 2003).Even the best project managers will face unexpected 

occurrences (Pavlak, 2004), and deviations, contrary to common perceptions, can in 

fact be quite positive for the project (Alsakini, Wikström, & Kiiras, 2004).  

 

However, mostly they are seen as negative as they may cause changes to project plans 

and goals (Dvir & Lechler, 2004). Due to these negative impacts, different control 

methods are emphasized in the project management literature (e.g., Nicholas, 2001). 

 

 

NB 

A Deviation is, recognized as “a situation, regardless of consequence—positive 

or negative, large or small— that deviates from any plan in the project. 

 

 

The difference between risk, change, and deviation is that the first two only recognize 

major happenings and leave out situations with presumably less consequence on the 

iron triangle of cost, time and scope(Barkley, 2004), including a majority of the 

situations in a project.  

 

Thus, an analysis of deviations recognizes a larger amount of situations than a nor-mal 

risk or change analysis would do. However, changes and deviations share at least one 

characteristic—they are both identified in relation to a plan.  

 

While a change focuses on the major project plan, deviations recognize the importance 

of all plans in the project, from operational day-to-day plans to the main project plan. 
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5.4 IMPLEMENTING CORRECTIVE ACTIONS (SO 5, AC 4) 

To resolve deviations, different information, knowledge and interpretation are needed. 

This knowledge needs to be shared and created while working through 

the uncertainties and ambiguities of the project.  

 

Interactions and communication between the project team and its context contributes to 

the possibility to share knowledge and enhances the understanding about the 

phenomenon, hence disseminating and acquiring knowledge internally and externally to 

the project. 

In the deviation-solving process, matters are discussed in a context that is relevant for 

the involved parties, creating a knowledge-sharing arena. In this knowledge-sharing 

arena, different interpretations of the situation are created, and new solutions 

emerge, which, if the project allows, may create a better solution than was 

originally conceived. 

 

Below is an example of corrective actions that can be implemented to deal with project 

deviations. 
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5.5 CHANGE CONTROL 

Any project must have a formalised system of handling and managing changes 

requested by stakeholders. This system is called the change control system or process. 

The Change Control process ensures that each change introduced to the project 

environment is appropriately defined, evaluated and approved prior to implementation. 

Change Control will be introduced to the project, through the implementation of five key 

processes: 

 A formal process for the submission and receipt of change requests 

 A formal process for the review and logging of change requests 

 A formal process for the determination of the feasibility of change 

requests 

 A formal process for the approval of change requests 

 A formal process for the implementation and closure of change 

requests 

 

1. Submit change request 

This process provides the ability for any member of the project team to submit a 

request for change to the project. The following is the standard procedure. 

 Change Requestor identifies a requirement for change to any aspect of the 

project (e.g. scope, deliverables, schedules, budget, expenditure, organisation, 

etc.). 

 Change Requestor completes a Change Request (CR) and distributes the form 

to the Change Manager. The CR provides a summary of the change required, 

including the: 

  Change description 

  Reasons for change (including business drivers) 

 Benefits of change 

 Costs of change 

 Impacts of change 

 Supporting documentation 

 

3. Review change request 

This process allows the Change Manager to review the CR and determine whether 

or not a full feasibility study is required in order for the Change Control Board 
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(CCB) to assess the full impact of the change. The decision will be based primarily 

on the: 

 Number of change options presented 

 Complexity of the change options requested 

 Scale of the change solutions proposed 

The Change Manager will open a ‘Change Request’ in the Change Log and record 

whether or not a change feasibility study is required. 

 

3. Identify change feasibility 

This process involves the completion of a full change feasibility study, in order to 

ensure that all change options have been investigated and presented accordingly. 

The change feasibility study will involve definition of the: 

 Change requirements 

 Change options 

 Change costs and benefits 

 Change risks and issues 

 Change impact 

 Change recommendations & plan 

A quality review of the feasibility study is then performed in order to ensure that it has 

been conducted as requested and the final deliverable is approved ready for release 

to the CCB. 

All change documentation is then collated by the change manager and submitted to 

the CCB for final review. This documentation includes: 

 The original Change Request 

 The approved Change Feasibility Study report 

 Any supporting documentation 

 

4. Approve change request 

This process involves the formal review of the change request, by the CCB. The CCB 

will choose one of the following outcomes regarding the change proposed: 

 Reject the change 

 Request more information related to the change 

 Approve the change as requested 
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 Approve the change subject to specified conditions 

The change decision will be primarily based on the following criteria: 

 Risk to the project in implementing the change 

 Risk to the project in NOT implementing the change 

 Impact to the project in implementing the change (time, resources, 

finance, quality) 

 

5.  Implement change request 

This process involves the complete implementation of the change. This includes: 

 Identifying the change schedule (i.e. date for implementation of the 

change) 

 Testing the change prior to implementation 

 Implementing the change 

 Reviewing the success of the change implementation 

 Communicating the success of the change implementation 

 Closing the change in the change log 

 

CASE OF SMALL, MEDIUM AND LARGE PROJECTS 

 
Scope control process depends on the size of the project. We shall discuss the scope 

control process for small, medium and large projects. 

 

Small projects  

Since small projects are much easier to define and they are usually completed very 

quickly, they typically do not have major scope change requests. If they occur, they are 

typically also small in nature. The following process should be able to be performed 

quickly. 

1. Scope changes can be surfaced by anyone on the project team. They should be 

sent in writing to the project manager by paper, email, etc. No formal form is 

needed. 

2. The project manager validates that the request is, in fact, a scope change. If so, the 

rest of this process is executed. 

3. The project manager determines the impact of the scope change to the project in 
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terms of cost, effort and duration. If there are multiple viable options, the project 

manager determines their impact as well. 

4. (Optional) If the change request can be accommodated within the original project 

cost, effort and duration, the project manager and client manager have the flexibility 

to make the decision on whether the change should be approved. However, the 

sponsor must have agreed to delegate this responsibility – usually up to a certain 

threshold of dollars or effort. 

5. The appropriate analysis, impact and alternatives are taken to the Project Sponsor 

for resolution (if the request was not already approved in step 4 above.) If the 

sponsor does not approve the request and the corresponding impact, the scope 

request is not pursued. 

6. If the scope change request is approved, the appropriate activities are added to the 

work plan to ensure the change is implemented. 

7. The request, current status and resolution should be documented in the project 

Status Report. 

 

Medium projects  

Solicit potential scope changes from any project stakeholders, including the project 

team, clients, sponsors, etc. Potential scope changes should be documented in writing 

to the project manager through a short Scope Change Request Form (optional) or 

email. 

1. Enter the item into the Scope Change Log for tracking purposes. 

2. The person making the scope change request should define the business value to 

the project. The sponsor will need this information to make a final decision. 

3. Assign the scope change to a project team member for investigation. (The project 

manager could assign it to himself or herself.) 

4. The team member will first determine how much time it will take to investigate the 

scope change request. If the time required to perform the analysis will cause 

deliverable dates to slip, the request must first be taken to the Project Sponsor to 

determine whether the request itself should even be investigated. If the sponsor 

gives the initial approval to proceed, the work plan and budget may need to be 

updated to reflect this new scope change investigation. If the Sponsor does not 

agree to investigate the change request, then the request should be closed as 'not 

approved' on the Scope Change Log. 

5. (Optional). If the impact on project cost, effort and duration falls below a threshold 

(say less than 20 hours) and the project will still be completed within the agreed 
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upon cost, effort and duration, the project manager and client manager may 

approve the scope change request. This threshold needs to be identified and 

approved in advance. The purpose is to keep from surfacing many small changes to 

the sponsor for approval. However, the sponsor must have agreed to delegate this 

responsibility – usually up to a certain threshold of dollars or effort. 

6. Take the scope change, alternatives, business value and project impact to the 

Project Sponsor for a resolution (if the project manager and client manager did not 

approve, as above). 

7. Document the resolution or course of action on the Scope Change Log. If the 

Sponsor does not agree to the change request, then the request should be closed 

as 'not approved' on the Scope Change Log. 

8. If the scope change request is approved, the appropriate activities are added to the 

work plan to ensure the change is implemented. The project budget should also be 

updated, if necessary.  

 

9. The current Project Definition should be updated if an approved scope change 

results in a substantial change to the project. 

10. Communicate scope change status and resolution to project team members and 

other appropriate stakeholders through the Manage Communication process, 

including the project Status Report. 

 

Large projects 

1. Solicit potential scope change requests from any project stakeholders, including the 

project team, clients, sponsors, etc. 

2. The scope change can be surfaced through verbal or written means, but it will be 

formally documented using a Scope Change Request Form. 

3. Enter the request into the Scope Change Log for tracking purposes. 

4. The person making the scope change request should define the business value to 

the project. The sponsor will need this information to make a final decision. 

5. The team member will first determine how much time it will take to investigate the 

scope change request. If the time required to perform the analysis will cause 

deliverable dates to slip, the request must first be taken to the Project Sponsor to 

determine whether the request should be investigated or not. If the sponsor gives 

the initial approval to proceed, the work plan and budget may need to be updated to 

reflect this new work. The options are documented on the Scope Change Request 
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Form. If the Sponsor does not agree to investigate the change request, then the 

request should be placed closed as 'not approved' on the Scope Change Log. 

6. (Optional). If the impact on project cost, effort and duration falls below a threshold 

(say less than 20 hours) and the project will still be completed within the agreed 

upon cost, effort and duration, the project manager and client manager may 

approve the scope change request. This threshold needs to be identified and 

approved in advance by the Project Sponsor. The purpose is to keep from surfacing 

many small changes to the Sponsor for approval. However, the sponsor must have 

agreed to delegate this responsibility – usually up to a certain threshold of dollars or 

effort. 

7. Take the scope change request, alternatives, business value and project impact on 

the Scope Change Request Form to the Project Sponsor for a resolution. 

8. Document the resolution or course of action on the Scope Change Request Form. 

9. Document the resolution briefly on the Scope Change Log. If the Sponsor does not 

agree to the change request, then the request should be closed as 'not approved' 

on the Scope Change Log. 

10. If the scope change request is approved, the appropriate activities are added to the 

work plan to ensure the change is implemented. The project budget should also be 

updated, if necessary. 

11. The current Project Definition should be updated if an approved scope change 

results in a substantial change to the project. 

12. Communicate scope change status and resolution to project team members and 

other appropriate stakeholders through the Manage Communication process, 

including the project Status Report. 

 

 

5.5.1 CHANGE CONTROL TOOLS 

The following are the tools used in change control; 

 

1. The change log 

The change log is a simple project change management spreadsheet used to track 

updates to the product and any change requests that come in. The project change 

management process should update this log file whenever updates of meeting made 

the changes whether through approvals are being declined. It is invaluable for 
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formulating your product release notes at the end of the production cycle. It should 

include columns for the following: 

 Change request ID 

 Description 

 Request originator 

 Date raised 

 Impact assessment completed by (person) 

 Approval by 

 Approved (Y/N) 

 Authorised by (for financial costs) 

 Date approved 

 Comments 

 

2. The change request form 

You can use a change request form sample in the majority of cases as the basic data 

required applies no matter what industry or company you’re in. Here’s a basic structure 

you can use: 

Section 1:  Details of the proposed change 

 Description of the change request 

 Goals, benefits or reasons behind the change 

Section 2: Impact assessment 

 Identifiable benefits 

 Cost of change (in man days or financial cost) 

 Impact on time-lines 

 Resourcing impact 

 Effect on dependent projects 

Section 3:  Change decision 

 Approved/approved subject to alterations/approved but deferred until 

(date)/rejected 

 Name of approver/decliner 

 Date 

 

5.5.2 ROLE PLAYERS IN PROJECT CHANGE 

The following are role players common involved in project change. It must be noted 

that the roles differ from one project to the other depending on the size and 

complexity. 
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1. Change Requestor 

The Change Requestor initially recognises a need for change to the project and 

formally communicates this requirement to the Change Manager. The Change 

Requestor is formally responsible for: 

• The early identification of a need to make a change to the project 

• The formal documentation of that need, through the completion of a Change 

Request Form 

• The submission of the Change Request to the Change Manager for review 

 

2. Change Manager 

The Change Manager receives, logs, monitors and controls the progress of all 

changes within a project. The Change Manager is formally responsible for: 

 Receiving all change requests and logging those requests in the Change Log 

 Categorising and prioritising all change requests 

 Reviewing all change requests in order to determine is additional information is 

required in order to present the submission to the CCB 

 Determining whether or not a formal Change Feasibility Study is required in 

order to complete a change request submission 

 Initiating the Change Feasibility Study 

 Monitoring the progress of all change requests in order to ensure process 

timeliness 

 Escalating all change request issues and risks to the CCB 

 Reporting and communicating all decisions made by the CCB 

 

3. Change Feasibility Group 

The Change Feasibility Group complete formal feasibility studies for change requests 

issued by the Change Manager. The Change Feasibility Group is formally responsible 

for: 

 Performing a research exercise in order to determine the likely options for 

change, costs, benefits and impacts of change 

 Documenting all findings within a Change Feasibility Study Report 

 Performing a quality review of the report and approving the report for 

submission 
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 Forwarding the report to the Change Manager for CCB submission 

 

4. Change Control Board (CCB) 

The CCB determines the authorisation of all change requests forwarded by the 

Change Manager. The CCB is formally responsible for: 

 The review of all change requests forwarded by the Change Manager 

 The consideration of all supporting change documentation 

 Approving / rejecting each change request based on its relevant merits 

 Resolving change conflict (where 2 or more changes overlap) 

 Resolving change issues 

 Determining the change implementation timetable (for approved 

changes) 

 

5. Change Implementation Group 

The Change Implementation Group schedule, carry out and review the 

implementation of all changes within a project. The Change Implementation Group is 

formally responsible for: 

 The scheduling of all changes (subject to the general timeframes provided 

by the CCB) 

 The testing of all changes, prior to implementation 

 The implementation of all changes within the project 

 The review of the success of a change, following implementation 

 The request for closure of a change within the change log 
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5.6 EVALUATION OF PROJECT RESULTS (SO 5, AC 5) 

Project evaluation is a research-based process of analysing the success of a project. It 

is undertaken by an independent person/organisation to ensure impartiality. It is useful 

in identifying problems encountered at all stages of the project life cycle. To this end, it 

provides lessons learned for the benefit of future projects. Projects are evaluated 

against: 

 Objectives/verifiable indicators 

 Time 

 Quality 

 Resources (financial, material, human) and  

 Information 

 

Let’s look at the definition of project evaluation according to OECD 

 

Project 

evaluation 

Evaluation is an assessment, as systematic and objective as possible, of 

an ongoing or completed project, programme or policy, its design, 

implementation and results. The aim is to determine the relevance and 

fulfillment of objectives, developmental efficiency, effectiveness, impact 

and sustainability. (OECD, 1991, 5) 

 

Diagram shows the role of monitoring and evaluation in a project. 

 
 
 
DIAGRAM: ROLE OF MONITORING & EVALUTAION IN A PROJECT 

 

SOURCE: ILO Technical Cooperation Manual (2007) 
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Reasons for project evaluation 

A project evaluation assists the project in answering questions like; 

 What progress was made? 

 Are the desired goals being achieved? Why? 

 How can the project be changed to achieve better outcomes? 

 Is the project plan capable of delivering the targeted results? 

 Does the project outcome validate the project inputs?  

5.6.1 TIMING OF PROJECT EVALUATION 

Evaluation can be done, 

 During implementation- say, mid-term (to review progress and propose 

alterations to project design). 

 At the end a project (to document resources used, results and progress towards 

objectives. The objective is to record lessons learned which can be used to 

improve future project design). 

 Afterwards-usually a few months, sometimes a few years, after completion (ex-

post evaluation.  

 

5.6.2 PRINCIPLES OF PROJECT EVALUATION 

Evaluation should be; 

Impartial 

and 

independent 

There should be a separation of evaluation from responsibility of 

the project. That is, the person(s) who evaluates a project must not 

be part of the project. 

Credible Evaluators must be persons who have the skill, expertise, and 

experience in the project. This ensures that the results are credible. 

Useful Evaluations must produce information that can be used by the 

current project or by future projects. That is, it must be relevant and 

clearly presented. 

Involve 

stakeholders 

Different stakeholders directly involved in the project must be given 

enough time to air their views during the evaluation process. 
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