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Course Description 
Project Management Learning Lab 

 
While you may not be an “official” Project Manager by title, most modern professionals 

assume these responsibilities on an ad-hoc basis. Unfortunately, projects can easily go 

awry and those who lack experience and/or training can quickly become overwhelmed, 

resulting in costly setbacks and potentially damaging career consequences. 

 

This session will help those who are not professional Project Managers to effectively 

oversee the various steps involved in projects from simple to complex; manage the 

people, tasks and timelines involved; and ensure exceptional results that meet the defined 

specifications. 

 

In this Learning Lab, participants will learn: 

 

• The step-by-step process for organizing and guiding a project from concept to 

completion 

 

• The top reasons for project failure and how to prevent them 
 

• Strategies to handle the inevitable unexpected surprises and mitigate their impact 
 

• How to minimize risk and set yourself up for success from the beginning 

 

As a participant, you will be working on a project of your choice during the 

structured activities. You will also have access to a sample project if you’d prefer 
to work on that. 
 

 



PROJECT MANAGEMENT LEARNING LAB 
By Chrissy Scivicque, PMP, PCM 

©2022 CCS Ventures, LLC (Chrissy Scivicque) 
Do not print, copy or distribute without express permission from author 

6 

Program Pre-Work 
 

Prior to our live event, please take a few moments to complete the following activities.  

 

£ Please join our PRIVATE group on LinkedIn. This is for Learning Lab participants 

only.  

 

o Access the group here: https://www.linkedin.com/groups/8930280/ 

o Submit a request to join.  

o Once you are approved to join the group, find the welcome message for 

your group (it will say the name of the Learning Lab and the date of the 

event). Please introduce yourself in the comments.   

 

£ Complete the Project Management Terminology Self-Assessment (pgs. 8-9) 

 

£ Complete the Project Management Experience Self-Assessment (pgs. 10-14) 

 

£ Complete the Question & Assistance Needed Brainstorm Activity (pg. 15)  

 

£ Select a project to use for your learning implementation activities during the 

Learning Lab. Ideally, you should choose a project that is relatively sizable and 

one for which you already have a pretty good understanding regarding what’s 

involved. If you do not have a project like this or would rather use a sample project 

for the activities, that is perfectly okay! You’ll still have everything you need to 

participate fully.  

 

That’s it! This shouldn’t take you more than an hour or two to complete. If you have 

questions, please do not hesitate to reach out: Chrissy@EatYourCareer.com.  
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PRE-WORK: Project Management Terminology Self-Assessment  
 

Instructions  
 

Project Management terminology is very important. Without a clear understanding of the 

language, you may inadvertently cause confusion for yourself and others. Confusion can 

cause your project to be delayed or derailed.  

 

Test your current knowledge of PM vocabulary by matching the definitions on page 8 and 

9 to a key term listed at the bottom of page 9.  

 

If you’re not sure of the right answers, don’t worry! We will reference these terms 

throughout the Learning Lab and you will quickly understand how they’re used.  

 

If you are really not comfortable with this exercise, you can brush up on your skills by 

watching the video replay of a webinar I hosted on the topic of “How to Speak the 

Language of Project Management.” That video (along with the worksheet for the session) 

is available to you here:  https://eatyourcareer.com/how-to-speak-the-language-of-

project-management/ 

 

Finally, the correct answers are provided at the back of this workbook in the Appendix on 

pages 79 and 80. Please try to complete the exercise yourself before you look at the 

answers!  
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Term Definition 

1.  A temporary endeavor designed to accomplish a 
specific goal 

2.  The person who initiates or sponsors the project and 
defines high-level requirements 

3. A document that describes how the project will be 
executed, monitored and controlled, and closed  

4.  The people impacted by the outcome of the project 

5. 
The person who manages all aspects of the project to 
successful completion, coordinates efforts of the team, 
and is responsible for meeting stated objectives 

6. The goals of the project (defines what is and what is not 
involved in a project) 

7. The specific, tangible things that must be produced and 
delivered over the course of the project 

8. A hierarchical breakdown of activities required to 
accomplish project objectives 

9. Events in the project lifecycle that mark specific points 
of progress 

10. A one-step act of forward movement; typically 
operational in nature 

11. The order in which tasks should be completed 
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12. 
A document that provides the details of a project 
including a statement of scope, objectives and project 
participants 

13. 
A type of bar chart the illustrates a project schedule; 
one of the most popular visualization tools in project 
management 

 
Key Terms:  
 

o Work Breakdown Structure  
 

o Scope 
 

o Deliverable  
 

o Project  
 

o Task 
 

o Gantt Chart  
 

o Project Manager 
 

o Project Owner  
 

o Stakeholder 
 

o Milestone 
 

o Project Plan  
 

o Project Charter  
 

o Order of Execution  
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PRE-WORK: Project Management Experience Self-Assessment  
 

For each of the activities/projects listed below, put a checkmark next to the ones you’ve 

managed (whether officially or unofficially).  

 
o Travel planning  

o Event planning  

o Meeting planning  

o Process improvements  

o Procedural documentation creation or improvement 

o Research projects  

o Office relocations or refurbishments  

o Marketing projects  

o Training projects  

o Design projects  

o Other: ___________________________________________________________ 

o Other: ___________________________________________________________ 

o Other: ___________________________________________________________ 

o Other: ___________________________________________________________ 

o Other: ___________________________________________________________ 

o Other: ___________________________________________________________ 
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Looking at this list, are you surprised by the activities that qualify as “projects” and the 

portion of your work that likely falls under the category of project management? Why or 

why not?  

 

 

 

 

 

 

 

 
 
Now that you have this perspective, what percentage of your time at work would you say 

you spend actively managing or working on projects?  

 
o 0 to 20%  

o 20 to 40%  

o 40 to 60% 

o 60 to 80% 

o 80 to 100% 

o I don’t know

 

You may find that, at times, you act as an official or unofficial “manager” over projects in 

their entirety. However, there may be other times when you are assigned to “manage” 

only certain aspects of a project.  

 

For example, imagine that your organization has a project to implement a new Project 

Management software system. You are responsible for the research part of the project—

helping to determine which software should be purchased. But you are not at all involved 

in the other aspects like implementation and training for the software.  
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Can you think of times in the past when you “managed” only a certain portion of a project? 

Cite some examples in the box below if you can.  

 

 

 

 

 

 

 

 

 

 

 

 

 

Thinking of the projects you’ve be involved with in the past (not as a manager, but as a 

team player), what have been the biggest challenges?  
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As a project manager, what can you do in the future to avoid these challenges for your 

team members?  

 

 

 

 

 

 

 

 

 

 

 

 

 
Thinking of the projects you’ve managed in the past, consider your biggest successes. 

How do you know they were successful, and what did you do that helped make them 

successful?  
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Thinking of the projects you’ve managed in the past, consider your biggest “failures” or 

frustrations. What happened that made you feel badly about them? What can you learn 

from those situations to help you more effectively manage projects in the future?  

 

 

 

 

 

 

 

 

 

 

 

 

What else is coming to mind as you think back on your project management experience? 

Take note below.  
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PRE-WORK: Question & Assistance Needed Brainstorm Activity 
 

Prior to attending the live training event, please spend some time thinking about the 

questions you would like to make sure I answer during our time together.  

 

Also, consider your current projects and the places where you are struggling. If you would 

like to get one-on-one support during the session, it will be available at various points, 

including during the lunch hour.  

 

Use the space below to brainstorm about these things. If you would like to share some 

details with me prior to our event, email me: Chrissy@EatYourCareer.com. This is 

especially helpful if you have information that would be useful for me to know but which 

you don’t want to spend the time on during the event or which you would rather keep 

private.  
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END PRE-WORK 
Congratulations, you’re done (for now)!  

Please wait for the live event to move forward in the 
materials. 
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What is a Project?  
 

§ Have a DISTINCT time frame. There is a clear beginning and a definitive end. 

Projects are thus temporary by nature.  

 

§ Have a specific pre-defined PURPOSE. Objectives are established in advance. 

This may include time, cost, quality, and outcomes.  

 

§ Generate distinct RESULTS. Projects are not operational functions that keep an 

existing ship sailing right along. They actually change the ship in some way—they 

create something new or modify something. They are high impact, which also 

means a greater level of risk is involved.  

 

§ Are MULTI-STEP. Projects involve an interconnected set of tasks and often, 

though not always, require the involvement of others—a whole team rather than a 

single individual.  

 
 

Because projects and tasks are fundamentally different, they should be managed 

differently. If you need support managing tasks, consider joining the Task & Time 

Management Learning Lab! An alumni discount code will be provided to you upon 

completion of this lab.  
 

 

Projects Fix Problems & Leverage Opportunities 
 

 

Problem or 
Opportunity Project Operations
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Official vs. Unofficial Project Managers  
 
Project Management is a field of study unto itself and an occupation. Project Managers 

work in many industries, including technology, biotech and construction to name a few.  

 

The Project Management Institute (PMI) is the “leading professional membership 

association for the project, program and portfolio management profession.” The group 

offers a variety of educational programs to advance the careers of those in the field, 

including the widely popular PMP certification (Project Management Professional).  

 

Visit www.pmi.org for more information.  

 
The Necessary Skills for Project Management  
 

• Anticipation of needs  

• Assertiveness 

• Attention to detail  

• Big picture vision 

• Business acumen 

• Communication  

• Creative thinking 

• Critical thinking 

• Decision-making  

• Diligence  

• Emotional intelligence  

• Intuition 

• Judgement 

• Leadership  

• Negotiation  

• Organization 

• Problem solving  

• Time management 
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The 4 Elements of Successful Project Management 
Successful Project Managers pay attention to four important elements: 

 

• PROCESS: The structured methodology required to ensure all the project pieces 

are completed per specifications. 

 

• PEOPLE: The strategies required to bring various parties together, align them 

toward a common goal, assign project components and ensure all commitments 

are met. 

 

• TOOLS: The physical hardware and software used to manage all of the above 

elements.  

 

• RESOURCES: The supplies and other business assets (including money) being 

used in service of the project.   

 

Project 
Management

People

Process

Tools

Resources
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Identifying Common Problems (HOMEWORK) 
What problems have you encountered (or witnessed) in each of the key Project 

Management areas?  

 

People  

Process  

Tools  

Resources  
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Exploring Project Failure 
 

According to PMI:  

 

• Organizations around the world face astronomical project failure rates, often 

wasting millions of dollars per failed project.  

 

• There are an infinite number of reasons for failure. 

 

• Sometimes failure is out of the control of a project manager and/or the team 

members, while sometimes failure is controllable. 

 

• There is no single method that can be used to manage projects to 

success. Everything must be tailored to meet the needs of the project and 

organization.  

 

• The most common reasons for failure, at a high-level are:  

 

1. Lack of experience and/or skills  

2. Lack of clarity  

3. Lack of accountability  

4. Lack of consistent management  

5. Lack of attention  
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The Project Life Cycle (The Stages of Project Management)  
 

Project management processes can be grouped together by the objectives they are 

intended to achieve. PMI defines the following 5 process groups, which broadly illustrate 

the project life cycle:  

 
1. INITIATING: Processes performed to define a new project  

 

2. PLANNING: Processes performed to define the course of action required to attain the 

objectives the project was undertaken to achieve  

 

3. EXECUTING: Processes performed to complete the work defined in the plan to satisfy 

the project requirements 

 

4. MONITORING & CONTROLLING: Processes performed to track, review and regulate 

the progress and performance of the project 

 

5. CLOSING: Processes performed to formally complete the project 

 

 

 
 

While the project “stages” above are described as distinct parts, in practice they often 

overlap and intersect one another 
 

 

Initiating Planning Executing
Monitoring 

& 
Controlling

Closing
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Project Management Best Practices & Adaptation 
 

On the following pages, you will explore the steps and best practices for all 5 stages of 

the Project Management Life Cycle.   

 

Please note: Some of the strategies will reiterate your existing knowledge and current 

best practices, some will deepen your expertise, and some will be brand new.  

 

It is important to remember that every project is unique. All strategies must be adapted to 

work for you, in your circumstances, and in your unique working environment. These 

strategies are considered best practices because they are the tried-and-true methods that 

work best for most people most of the time.  

 

As with all training, compare what you learn to what you already know and have 

experienced. Take what you can and use it, toss what doesn’t apply, and tweak the 

information as needed to make it work for you.  
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Stage 1: INITIATING 
Processes performed to define a new project 

 
 

YOUR ROLE = Be a Detective and Get the Information You Need 

KEY SKILLS = Asking Questions and Active Listening 
 

 

What information is needed?  
 

• Project Owners & Stakeholders: Who initiated the project or sponsored it? Who 

will be impacted by it?   

 

• Scope: What needs to be achieved? What are the goals of the project? What is 

the desired business impact? What is “out” of scope?  

 

• Deliverables: What specific, tangible things must be produced and delivered over 

the course of this project?  

 

• Constraints:  
o Schedule: How much time do we have to complete this project?  

o Budget: How much funding is available to cover expenses? 

o Expected Quality: What are the expectations of stakeholders and owners?  

 

• Project Team:  
o Internal: What expertise do we have within the organization and what is their 

availability?  

o External: What expertise do we need from outside of the organization and 

what is their availability?  
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Why is this information needed?  
 
Gathering all of this information up front allows you to fully understand what is required 

and what success looks like. It will help you determine early on if there are concerns. You 

may realize that the time allotted for completion is unrealistic or that the budget is 

insufficient.  

 

Further, establishing these requirements at the onset of the project will help prevent scope 

creep. If changes or additions are needed, you can explain that they are outside of the 

scope of the project. If they MUST happen, you will have justification for revising your 

plan and adjusting other parameters (such as time or budget).  

 

How is this information obtained?  

 

Generally, the best way to obtain the necessary information for project initiation is to hold 

an exploratory meeting with the project owner (and possibly the stakeholders).  

 

As the project manager, you will “interview” these individuals. By guiding the 

conversation, you can ensure the meeting is efficient and effective.   

 

§ Prepare for the meeting in advance  

• Know what questions you need to ask. Think: Who, What, When, Where, Why, 

How  

§ Capture information so you don’t have to ask for it again  

§ Document findings after the meeting  

§ Confirm your information is accurate and get final approval  

 

NOTE: For common projects (such as travel planning and meeting planning) you may be 

able to automate this process since you are gathering the same information each time. 

See pages 81 and 82 in the Appendix for more details.  
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Where is this information stored?  
 

The information you gather in the Initiation phase should be collected into a Project 

Charter. This document formally authorizes the existence of a project and provides 

authority to apply organizational resources to project activities.  

 

• The Project Charter should be approved by the Project Owner prior to starting 

work—this ensures you’re all on the same page  

 

• The Project Charter acts as a reference document throughout the project to help 

remind all parties of the agreed upon details 

 
 

In the initiating phase, you are gauging expectations for reasonableness.  

ADDRESS CONCERNS EARLY.  
 

 

The more information you get up front, the easier your job will be in the future. 
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Addressing Concerns 
 

Part of your job as project manager is to make sure the expectations are realistic and that 

you are setting yourself (and your team) up for success.  

 

If, at any point, you determine that you do not have what is required to succeed—whether 

that is time, money or other resources—speak up quickly.   

 

Use the 4C formula to help you:  

 

 
 

•Make sure you understand what is 
being requestedClarify

•Offer or request an alternative Counter

•Identify a way forward that will meet 
the needs of the person making the 
request AND ensure you’re able to 
deliver 

Compromise

•Reiterate what was agreed upon, if 
possible, in writingConfirm
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Basic Project Charter Framework 
 

1. PROJECT IDENTIFICATION 

Project Name  

Project Sponsor  

Project Manager  
 

2. PROJECT OVERVIEW (PURPOSE) 
 

 
3. PROJECT OBJECTIVES (EXPECTED BUSINESS IMPACT) 
 
 
 
 
 

 
4. PROJECT SCOPE (AND LIMITATIONS OF SCOPE) 
 
 
 
 
 
 
 
 
 
 
 

5. KEY PROJECT DELIVERABLES 
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6. KEY DATES 
Item Major Events  Dates  
1.   
2.   
3.   
4.   
5.   

 
7. OTHER CRITICAL SUCCESS FACTORS 
 
 
 

 
8. PROJECT’S CRITERIA FOR SUCCESS (MUST BE MEASURABLE) 
 
 
 
 
 
 
 

 
9. TEAM MEMBERS ROLES 
  
  
  
  
  

 
10. APPROVAL 
 
Project Sponsor:   
 
Date:   

 
See Sample Project Charter in Appendix on Pages 83-85 

This is also available as a word document template on the Resource Page for this Learning Lab 
and via this link:  

https://media.eatyourcareer.com/wp-content/uploads/2021/11/29104839/Project-Charter-
Template.docx 
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Application Exercise (Using Your Own Project) 
 
Using a project of your choice, review the information you have and compare it to what 

we’ve discussed. What’s missing? Who will you need to contact to gather the missing 

information and what is the best way to do that? Begin completing the Project Charter 

document. 
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Application Exercise (Using a Sample Project) 
 

Your organization has recently launched a new initiative to become more environmentally 

friendly. As a result, leadership wants to make all of the paper files electronic, and YOU 

are going to be in charge of the project. What information should you gather to prepare 

yourself for this project? (Consider the questions you should ask. Keep it “real” by 

pretending this is happening in your current organization.)  
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Stage 2: PLANNING 
Processes performed to define the course of action required to attain the objectives the 

project was undertaken to achieve 

 
 

YOUR ROLE = Be a Master Organizer 

KEY SKILLS = Chunking, Scheduling, Estimating 
 

 

Understanding Different PM Methodologies  

 

Predictive: A planning technique in which tasks are defined and sequences are explicitly 

mapped out at the beginning of the project for the entirety of the project.  

• Also sometimes referred to as the “Waterfall” methodology 

• Requires that you make a variety of assumptions and intelligent guesses along the 

way  

 

Adaptive: An iterative planning technique in which work to be accomplished in the near 

term is planned in detail, while the work to be done further in the future is planned at a 

higher level.  

• Also sometimes referred to as “Rolling Wave” methodology  

• Best for projects that are evolving and face changing conditions   

 
 

The Agile Project Management (APM) approach can reduce the chance of a large-scale 

project failure because it focuses on continuous refinement and improvement 

throughout the project lifecycle. APM has its own vocabulary, set of rules, and practices. 

If you’re interested in learning more, visit www.pmi.org.  
  

 
In this Learning Lab, we will be using the Predictive Methodology. It is useful to 

fully understand this process first, then adapt it as needed in the future.  
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Even using a predictive model, there may still be things that have to change as more 

information becomes available; a project plan should never be written in stone.  

 

The planning phase involves the following activities:  

 

1. Establish Milestones  

2. Define Tasks (Work Breakdown Structure)  

3. Estimate Time and Costs  

4. Define Order of Execution  

5. Create a Project Plan  

 

NOTE: If following an Adaptive Methodology, you would create all the milestones for the 

entire project, but only complete steps 2 through 5 for milestone 1.  
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1. Establish Milestones

Milestones mark a specific point along the project timeline. These points serve as anchors 

or indicators that a certain amount of progress has been made. They often mark major 

events or decision points.  

Milestones are subjective. Two different project managers may come up with different 

milestones for the same project.  

Milestones are useful because they provide a high-level view of the project and they make 

it easier to monitor progress. When you reach a milestone, it’s a good opportunity to look 

for possible course corrections that might be needed.  

Example Project: Cooking dinner 

Milestone 1 Cook it 

Milestone 2 Serve it 

Milestone 3 Clean it up 

Example Project: Developing a new website 

Milestone 1 Select and install platform 

Milestone 2 Develop wireframes for content 

Milestone 3 Createstaging site 

Milestone 4 Test staging site 

Milestone 5 Deploy staging to production 
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Example Project: Organizing an Employee Appreciation Event 

Milestone 1 Select theme 

Milestone 2 Select vendors 

Milestone 3 Make purchases 

Milestone 4 Send invitations 

Milestone 5 Complete event 

Milestone 6 Complete post-event debrief 

Example Project: Publishing a book 

Milestone 1 Complete draft one 

Milestone 2 Revise draft one (create draft two) 

Milestone 3 Receive feedback from beta readers 

Milestone 4 Revise draft two (create draft three) 

Milestone 5 Complete substantive editing 

Milestone 6 Complete copy editing 

Milestone 7 Coplete graphic design 

Milestone 8 Complete publishing logistics 

Milestone 9 Complete promotional plan 

Milestone 10 Publish book 
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Application Exercise (Using Your Own Project) 
 
Using a project of your choice, define the milestones of the project (based on the 

information you currently have). Generally, a project will have 3 to 6 milestones. An 

extremely complicated or in-depth project may have 7 to 10.  

 

Remember: There are no right or wrong answers. Everyone will approach this slightly 

differently.  
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Application Exercise (Using a Sample Project) 
Review the Sample Project Charter on pages 83-85 in the Appendix.  
 

What milestones might you establish for this project? You should probably have 4 to 6 

milestones. Remember: There are no right or wrong answers. Everyone will approach 

this slightly differently.  
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2. Define Tasks (Work Breakdown Structure)  
 

Work Breakdown Structure (WBS) is a hierarchical breakdown of activities required to 

accomplish project objectives. 

 

Defining the required activities (tasks) involved in completing a project is one of the most 

time-consuming aspects of project management. It involves thinking through each step 

and breaking them down into their smallest (reasonable) pieces, including any tasks 

which require a combination of sub-tasks.  

 

Along the way, you will need to make some assumptions and intelligent guesses, which 

should also be documented. Traditionally, the WBS may be organized in an “org chart” 

style format. This can be useful if you are a visual planner.  
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Table or List Format Example  

Note: Sub-tasks are indented beneath the parent task  

 
Project Example: Organizing an Employee Appreciation Event  

Milestone 1: Theme selection completed  

Task 

Research and brainstorm theme options (minimum of 10)  

Poll employees 

Identify online polling system* (Tech) 

Create poll 

Distribute poll 

Analyze poll results 

Identify poll winners (top 3)  

Present top 3 theme ideas to committee 

Select theme by majority vote 

*Assumption: Polling system will be free 

 

Notice that tasks are always written as actions. Each task above starts with an action verb 

(in bold).  

 

As you define tasks, you also want to think about who will complete the task. At this 

point, you may only have a broad idea. For example, you may know that someone in 

the Tech department is responsible for identifying the polling system. That’s okay for 

now. Later, you will determine exactly whom to assign the task to.  

 

Right now, it is not necessary to have a perfect understanding of the order of execution. 

Generally, you want to follow a logical order that would reflect the real-world execution. 

However, we will look deeper at the order in the next section.  
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Application Exercise (Using Your Own Project) 
 

Using a project of your choice, define the tasks (and any necessary sub-tasks) required 

for each milestone. You can use either the “org chart” WBS style or table/list format—

whichever you prefer. Again, remember that there are no right or wrong answers. Just be 

as thorough as possible and do as much as you can, given the time available.   
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Application Exercise (Using a Sample Project) 
 

Review the Sample Project Charter on pages 83-85 in the Appendix.  
 

For this project, the following milestones have been defined:  

 

1. Complete the hardware and software implementation  

2. Create procedural documentation  

3. Provide employee training  

4. Complete document scan and re-storage/shred/recycle  

 

On a separate sheet of paper or in the space below, define the tasks (and any necessary 

sub-tasks) required for each milestone. You can use either the “org chart” WBS style or 

table/list format—whichever you prefer. Again, remember that there are no right or wrong 

answers. Just be as thorough as possible and do as much as you can, given the time 

available.   
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3. Estimate Time & Costs  
 

Time Estimations  
 

Everyone involved in the project, including you, has other priorities. Your project is (more 

than likely) not the only focus for anyone. Therefore, time estimates must take into 

consideration the reasonable availability of the people involved.  

 

Establishing time estimates is often a guessing game. Estimates are approximations used 

for planning purposes—they are not binding promises. Therefore, you may end up making 

adjustments along the way.  

 

In order to come up with an estimate, you have to make certain assumptions about how 

easy or difficult certain things will be to complete. But never lose sight of your project 

deadline. You may need to create aggressive estimates to make it work.  

 

Duration defines the amount of time required to complete the activity—NOT necessarily 

the amount of time you will give yourself or someone else to complete it. Generally, 

duration will be defined in terms of hours.  

 

For example: Suppose you have a task that you estimate will take 8 hours to complete. 

This is the duration. However, even though you could technically complete 8 hours of 

work in one day, you wouldn’t realistically be able to do that given your other priorities. 

So, the actual amount of time you would give yourself would probably be a few days or 

even a week to complete that 8-hour task. 
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Methods to Establish Time Estimates  
There are a variety of ways to come up with your estimates, including the following:   

 

• Expert Judgement  
Use your existing expertise and understanding of the business 

 

• Team Inquiry  
Talk to team members who are familiar with the work that needs to be done (especially 

those who will actually be doing it)  

 

• Analogous Estimate 

Look at activities from previous projects that were similar in nature and use similar 

estimates  

 

• Reserve or Safety Margin Estimate  

Use your expert judgement to estimate and add a “reserve” or safety margin (extra time) 

as a buffer. The best practice is to add 50%. So, if a task should take two days, estimate 

for three.   

 

• 3-Point Estimate  

Determine the following three possible scenarios and take the average.  

 

§ Optimistic: How long would this take in the best-case scenario?   

 

§ Pessimistic: How long would this take in the worst-case scenario?  

 

§ Realistic: How long would this take in the most-likely scenario?  

 

The formula used to determine the average is:  
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(O + 4R + P) / 6  

 

This formula weights the realistic estimate 4 times heavier than the other two.  

 

Example:  

 

Optimistic = 10 days  

Pessimistic = 30 days  

Realistic = 15 days  

 

4*15 = 60 

(10 + 60 + 30) = 100 / 6 = 16.67 days (round up to 17 days)  

 

Now You Try…3-Point Estimate Practice Question 

 

You will need a team member, Joe from IT, to help set up the structure for the new 

electronic filing system. You ask Joe to give you three estimates: optimistic, pessimistic 

and realistic.  

 

Joe tells you that, if all goes smoothly, he can get it done in about 2 weeks (14 days). 

However, if he gets pulled onto another project, it could take as long as 2 months (60 

days)! Realistically though, he thinks he can do it in about 3 weeks (21 days).  

 

Using the 3-point estimate formula, what time estimate would you use?  

 

 

 

 

*The answer can be found on page 86 of the Appendix. 
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Cost Estimates 
 
When establishing estimates for costs associated with various tasks, you will always start 

broad. As you progress through the project, your estimates will become more specific.  

 

It’s best to cite a range, instead of pinpointing an exact amount, as many costs will be 

nearly impossible to identify precisely at this point.  

 

Still, aim to make your estimates as credible, reliable and accurate as possible. Do your 

research; don’t just pull a figure out of thin air.  

 

The same methods used for estimating time can be used to estimate costs as well.  

 

One of the primary reasons that projects do not adhere to cost estimates is a basic 

misunderstanding of the technical requirements. To overcome this, make sure you are 

asking questions of the appropriate people and that you truly understand the exact 

technical needs.  

 

Costs can be either direct or indirect. Indirect costs do not impact your budget as they 

are costs your organization incurs outside of the budget for this project. However, 

there may be times when your project owner wants to have this information for decision-

making purposes.   

 

• Direct Costs  

 

Direct costs include materials, supplies and equipment required to complete the project. 

They may also include travel required to perform work on the project, or subcontracts for 

people who provide support exclusively to the project.  
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• Indirect Costs  
 

Indirect costs include salaries of team members working on the project, overhead costs 

(such as rent for the office space where the project is being worked on) and other general 

administrative costs.  

 
 

Build Your Expertise 
Use past experience to develop a standard cost/time understanding for common project 

elements 
 

 
Budget Documentation  
 

Excel is the gold standard tool for budget management. Some project management 

software includes a robust budgeting element, but Excel is widely considered the most 

reliable and functional tool not only for budget management but also for analysis.   

 

Items to consider including in your budget documentation:  

• Total Funds Available  

• Date of Expected Expenditure  

• Description of Purchase  

• Estimated Price  

• Date of Actual Expenditure  

• Actual Cost 

• Total Actual Expenditure  

• Approval Requirements  

• Person Responsible for Purchase 



PROJECT MANAGEMENT LEARNING LAB 
By Chrissy Scivicque, PMP, PCM 

©2022 CCS Ventures, LLC (Chrissy Scivicque) 
Do not print, copy or distribute without express permission from author 

47 

Example Budget  

The budget spreadsheet template is available on the Resource page for this Learning Lab and 

via this link: https://media.eatyourcareer.com/wp-content/uploads/2021/11/29105409/Budget-

Spreadsheet-Template.xlsx 
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Application Exercise (Using Your Own Project) 
 

Using the same project you’ve been working on, consider the tasks you’ve already 

identified for your milestones.  

 

Based on your own expert judgement, which tasks do you think will require the longest 

amount of time to complete?  

 

 

 

 

 

 

What tasks have direct costs associated with them?  

 

 

 

 

 

 

 

What are some of the indirect costs of this project?  
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Application Exercise (Using a Sample Project) 
Using the same sample project you’ve been working on, consider the tasks you’ve already 

identified for the milestones.  

 

Based on your own expert judgement, which tasks do you think will require the longest 

amount of time to complete?  

 

 

 

 

 

 

What tasks have direct costs associated with them?  

 

 

 

 

 

 

 

What are some of the indirect costs of this project?  
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4. Define Order of Execution  
 

As you determine the order in which tasks will be completed, it’s important to consider 

which ones are precedents, which ones are dependents and which can be done 

concurrently.  

 

Precedent Task 
A precedent task is one that must be completed BEFORE 

another one can be done.  

Dependent Task 
A dependent task is one that can ONLY be done AFTER 

another one has been completed.  

Concurrent Task Concurrent tasks can be done at the same time.  

 

NOTE: Understanding this vocabulary is useful, but it’s more important to understand the 

concepts.   

 

Example:  

You can’t obtain approval for the purchase of equipment until after you’ve determined 

which equipment to buy. Obtaining approval is the dependent. Determining the equipment 

to buy is the precedent.  

 

You can, however, be in the process of purchasing equipment while (at the same time) 

the departments are identifying which papers need to be stored and which ones can be 

shredded after scanning. These two tasks can be done concurrently.  
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Assigning Due Dates  
 

Right now, you are creating a schedule estimate. Dates may need to be adjusted in the 

future to work with team members’ schedules.  

 

• Define what’s ideal first 

What deadline would be best (and still reasonable) for your plan?  

 

• Understand the “float” available  
Float has to do with the wiggle room available. For example: If you would like an 

activity to be complete by September 1, but it is not a precedent activity (meaning 

nothing is dependent on it), you might be able to allow up to 2 weeks’ float time. 

However, if an activity IS a precedent (meaning that other things are relying on it), 

you may have absolutely no float time available*. In the future, you want to  be 

clear with the person or people to whom you’re assigning tasks.  

 
*This concept is related to “Critical Path,” which is explored more on the next page 
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Understanding the Critical Path 
 

You may frequently hear the term “Critical Path” used in the Project Management world. 

As an unofficial PM, it’s important that you understand, at a basic level, what this means. 

There are a variety of mathematical calculations, what-ifs, and forecasting that can be 

incorporated into Critical Path estimates. It is beyond the scope of this class to go into 

this level of detail (and project management software will usually handle much of this for 

you).  

 

Put simply, the critical path of a project is a specific sequence of tasks that must be 

completed on time in order for the project to meet its deadline. Each task on the critical 

path can only begin after the previous task on the critical path is complete. 

 

The critical path helps project managers and team members identify the tasks that do not 

allow for any flexibility in timing. While some project tasks have a certain amount of “float”, 

meaning that they can be delayed or extended without affecting the overall project 

timeline, tasks on the critical path have zero float. Any delay in a critical path task will 

result in a delay in the final deliverable, unless future tasks can be modified so that they 

consume less time than initially planned. 

 
Reference: https://www.clarizen.com/what-is-critical-path-in-project-management/ 
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5. Create a Project Plan  
 

At a minimum, your project plan should include milestones, tasks, deadlines, and 

budget/resource requirements (as seen in the Sample Project Plan on pages 56 and 57). 

However, your plan may also include additional elements as described in the table below.  

 

Potential Elements of the Project Plan  
 
The following is not an exhaustive list; the Project Plan can become very robust and the 

names for various elements may differ depending on the source or PM. The table below 

attempts to simplify the potential plan elements and focus attention on the most crucial 

components. The 4 shaded items are those which are deemed generally necessary for 

all projects.  

 
Name Description 

Milestones 
Events in the project life cycle that mark specific 

points of progress 

Work Breakdown Structure 

(WBS)  

Hierarchical breakdown of activities required to 

accomplish project objectives  

Schedule 
Prioritized list of activities with due dates and 

person responsible for completing them  

Budget/Resources Required 
Estimate of predicted expenditures and the dates 

by which the cost will be incurred  
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Change Management Plan 
Describes how change requests throughout the 

project will be formally evaluated and authorized  

Communications Plan 
Establishes how, when and by whom information 

about the project will be disseminated  

Cost Management Plan 
Establishes how costs will be planned, structured 

and controlled  

Procurement Plan 
Establishes how the project team will acquire 

goods and services from outside the organization  

Quality Assurance Plan 

Describes the policies, methodologies and 

standards to be implemented to ensure quality of 

the project 

Resource Management Plan 
Provides guidance on how resources should be 

categorized, allocated, managed and released  

Risk Management Plan 
Establishes how risk management activities will be 

structured and performed  

Training Plan 
Describes what, how, when and for whom required 

training will be performed  
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Sample Basic Project Plan 

PROJECT: Implement a New Enterprise-Wide Project Management Software System 

OBJECTIVE: To have all employees using the new project management software system 

by March 15, 2022. 

MILESTONE #1: Purchase new software Dec. 1, 2021 

Task Resources Who Due 

Hold focus group to gather requirement input from 

various departments  

Marketing, Finance, 
Legal, Customer 

Service 

PM 11/8 

Define requirements for software -- PM 11/10 

Present requirements to Project Owner for approval Approval from PO PM 11/14 

Research software options -- M 11/19 

Present options to Project Owner -- PM 11/24 

Make a purchase decision -- PO 11/24 

Consult with tech team to ensure compatibility -- PM 11/26 

Generate a new purchase order Approval from PO PM 11/27 

Contact vendor and initiate purchase $5000 PM 11/29 

MILESTONE #2: Install and configure new software Jan. 31, 2022 

Task Resources Who Due 
Work with tech team to establish installation and 
configuration requirements 

-- PM 12/3 

Install and configure software according to 
requirements 

-- Tech 12/30 

Select a pilot group to test set up and report findings 
Pilot group from 

various departments 
PM 1/6 

Gather feedback from pilot group -- PM /7 
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Analyze feedback and create list of necessary 

configuration revisions  
-- PM 1/13 

Provide configuration revisions to Tech Team -- PM 110 

Implement configuration revision -- Tech 1/20 

Request testing and feedback from pilot group on 

changes  

Pilot group from 

various departments 
PM 1/22 

Obtain authorization that software is ready for 
enterprise-wide rollout 

Approval from all 
parties 

PM, 
PO, 

Tech 

1/25 

Rollout software to all employees -- Tech 1/31 

MILESTONE #3: Train employees on how to use software Mar. 15, 2022 

Task Resorces Who Due 

Assign software SME on Learning Team 
Learning Associate 
(LA) 

PM 12/27 

Develop training plan and employee training 

requirements 
-- LA 1/26 

Develop employee communication plan -- PM, LA 1/11 

Submit training and communication plans for approval Approval from PO PM 1/31 

Develop training materials and job aides -- LA /15 

Deliver employee communications per plan -- PM 2/20 

Deliver employee training per plan -- LA 3/2 

Provide one-on-one support to employees as needed -- LA 3/12 

See a blank Project Plan in Appendix on Page 87 
This is also available as a word document template on the Resource Page for this Learning Lab 

and via this link:  
https://media.eatyourcareer.com/wp-content/uploads/2021/11/29105730/Project-Plan-

Template.docx  
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Sample GANTT Chart 
 

A GANNT chart is a graphical illustration of a project schedule. It is a popular tool for 

traditional project managers using predictive models, and is a helpful addition to your 

project plan.  

 

Some PM software systems will automatically generate a GANTT chart for you, but it’s 

also very easy to create your own in Excel. The sample GANTT Chart on the next page 

was quickly created in Excel.  

 

A Gantt Chart shows the following:  

 

• The various activities  
 

• When each activity begins and ends (by week) 

 

• How long each activity is scheduled to last (duration) 

 

• Where activities overlap with other activities, and by how much (concurrent 

activities)  

 
Gantt Chart Resources  
 

• A blank excel template is available on the Resource page and via this link: 
https://media.eatyourcareer.com/wp-

content/uploads/2021/11/29110011/GanttCharttemplate.xlsx  
 

• The full completed Gantt Chart sample provided on the following page can be 

found on the Resource page and via this link: https://media.eatyourcareer.com/wp-

content/uploads/2021/11/29110050/SampleGanttChart.xlsx 
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PROJECT MANAGEMENT LEARNING LAB 
By Chrissy Scivicque, PMP, PCM 

©2022 CCS Ventures, LLC (Chrissy Scivicque) 
Do not print, copy or distribute without express permission from author 

60 

Stage 3: EXECUTING 
Processes performed to complete the work defined in the plan to satisfy the project 

requirements 

 
 

YOUR ROLE = Be an Assertive Leader 

KEY SKILLS = Communication and Motivating Others 
 

 

In this stage of the project, your primary responsibilities are to:  

1. Establish authority  

2. Communicate assignments to individuals (delegate)  

3. Document communication and agreements 

 

This phase of project management tends to be one of the most difficult for unofficial 

Project Managers. This is true for a number of different reasons, including the following:  

 

§ The unofficial PM may be relatively unknown 

§ The unofficial PM may lack managerial authority 

§ The unofficial PM may lack confidence in this role   

§ The unofficial PM may lack people management/leadership experience 
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1. Establish Authority  
There are two different types of authority in the workplace.  

 
Direct authority is established by position.  
 

Your manager has direct authority over you. He or she can assign a task to you and, if 

you don’t complete it, your manager has authority to impose consequences. He or she 

can write you up, for example, or report that failure on your performance review. 

Managers have a clearly defined responsibility to hold you accountable.  

 

Indirect authority exists when you don’t have authority over a person, but you DO 

have authority over a project that person is involved in.  

 

As a project manager, you have direct authority over the project and indirect authority 

over the people involved. You are expected to delegate work, provide guidance and 

support for your team members, and hold them accountable for following through on their 

promises. Indirect authority doesn’t need a special title and it has nothing to do with the 

organizational hierarchy.  

 

§ Develop a credible reputation 

Your reputation will impact how others receive you as a project manager.   

 

§ Encourage an executive announcement 
When you take the helm on a project as the manager, consider asking the project owner 

to give a brief message of endorsement for your role. This can be something as simple 

as sending out an email to the group or giving a short speech before your first team 

meeting; it doesn’t have to be overly formal. This is merely a way of demonstrating that 

the owner is passing the torch to you to manage the project, and that you have the full 

faith of the owner.  
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§ Clearly articulate your leadership 

Specifically say the words, “I am managing this project,” or “As project manager....” If you 

don’t specifically own that title, people may begin to mentally think of someone else as 

the project manager, especially if you have a very vocal or dominating personality on the 

team. But you don’t want there to be any grey area here. If you want people to respect 

your authority, you have to be able to really OWN your role.  
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2. Communicate Assignments to Individuals (Delegate)  
 

• Select the right person for the right job  

o Consider (1) motivation, (2) skill and (3) availability  

 

• Clearly define WHAT you need and by WHEN (in writing)  

o Define a deadline that allows you flexibility (don’t back yourself into a 

corner)    

 

• Get confirmation that the delegate understood and has agreed to your terms 

 

• Provide all the necessary resources and support to help the person be successful  

 

• Follow up regularly to ensure the delegate is on track 
o Do not presume  

o Do not wait until the last minute  

o Be pleasantly persistent   

 

• Speak from a place of confidence and authority. Avoid:  
o “Can you do me a favor?”  

o “I’m sorry…”  

 

• Gain investment. Help the team understand why the project is important and how 
their part plays into the big picture  
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3. Document Communication and Agreements 
 

After gaining a verbal commitment, document it by sending a follow up email to the 

individual. This serves three purposes:  

 

1. It reminds them of the specific details you discussed. 

 

2. It prevents miscommunication; it allows them to see what they agreed to and 

quickly get back to you if it’s not accurate.    

 

3. It provides a record of the commitment.   

 

Utilize Technology for Tracking Communications, Assignments, Scheduling 

Reminders, Etc.  

 

• Technology (used well) can enhance accountability  

 

• ALWAYS include a due date on assignments (no matter what); otherwise, they will 
get lost in the system 

 

• If possible, assign tasks verbally and follow-up with documentation via email and/or 
PM technology     

o Verbal communication allows for more nuance—you can monitor tone and 

body language to gauge understanding and commitment  
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ADDITIONALLY, Utilize Technology to Store Project Info for Team Access  
 

• Projects generate a LOT of information and documentation, including but not 

limited to:  

o Project charter  

o Project management plan  

o Task lists  

o Charts and/or graphs representing schedules  

o Meeting agendas  

o Budget documents, PO’s and receipts  

o Vendor and contractor agreements  

o Correspondence between team members 

o Helpful resources and reference materials  

 

• MS One Note is an excellent option, as well as any “cloud” document repository 

(often included in PM-specific software) 

 

 

 
 

What tech systems do you currently use for the various elements of Project 

Management? What are the pros and cons of them? 
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PM Technology Best Practices 
 

Use what is already familiar 
Do not worry about having the “latest and greatest” software. If you want people to actually use 

it, the software has to be comfortable. Leveraging familiar tools (like those found in the MS 
Office Suite) is usually the most effective way to enhance compliance from your team.  

 

Consider low-cost or no-cost options  
If you’re looking for a more sophisticated PM software, consider using a no-cost or low-cost 

solution. MS Project is both expensive and extremely in-depth. It has far more features and 
capabilities than what is needed for an unofficial PM. There are many better solutions available 

(see next page). 
 

Create consistent procedures and share with the team 
As the saying goes, “garbage in, garbage out.” Incorrect or poor quality input will always 

produce faulty output. ANY software system can turn into a mess quickly when you have a lot of 
people using it without a consistent set of “rules” regarding how to use it. Take the time to define 

PM tech procedures and distribute them to all.    
 

Do not use as a replacement for real communication 
Technology should never be used instead of human-to-human interaction. It should always be 

an enhancement.  

 

DO find a technical solution for managing your projects  
While paper is always an option, it’s not a good one for project management. Information can 

become easily disorganized and lost. Paper notes are not easily accessible to the team. Paper 

cannot automate reminders or track due dates. Paper cannot automatically generate reports, 
charts, dashboards or anything else. It is far too limited for most modern-day projects of any 

size or complexity.  
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SaaS Solutions  
 

SaaS (Software as a service) is a software distribution model in which a third-party 

provider hosts applications and makes them available to customers over the internet. 

These systems are commonly referred to as “cloud” programs, which means that the 

vendor maintains the data and application on their servers.   

 

SaaS solutions are usually more cost-effective, especially for small to mid-size 

organizations. Large enterprises may need to work with the provider to ensure they can 

handle any complex requirements you may have.  

 

The following systems are popular SaaS solutions for project and task management:    

 

Name URL 

Microsoft Planner  MS Office 365  

Asana https://asana.com/ 

Basecamp https://basecamp.com/ 

Click Up https://clickup.com/  

Evernote https://evernote.com/ 

Google Tasks G Suite  

Monday.com https://monday.com/ 

Notion https://www.notion.so/ 

OmniFocus https://www.omnigroup.com/omnifocus 
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SmartSheet https://www.smartsheet.com/ 

Teamwork https://www.teamwork.com/ 

Todoist https://todoist.com/ 

ToodleDo https://www.toodledo.com/ 

Trello https://trello.com   

Workflowy https://workflowy.com/ 

Wrike https://www.wrike.com/ 

Zoho https://www.zoho.com/ 

 

Almost every project management software system offers similar features such as 

projects, task lists, tasks, recurring tasks, multiple users, time tracking, budget tracking, 

visual maps and timelines, mobile apps and document storage.  

 

The primary differentiators are: User interface (how it looks), cost, and other special 

features—most of which are not essential.  
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Recommended Software Evaluation Process  
Before purchasing a new project management system, follow these steps:  

 

 
 
Once you have identified a product you’d like to use, build a Business Case to support 

your purchase and gain approval.  

 
A Business Case Template can be found on the Resource Page for this Learning Lab or via this 

link: https://media.eatyourcareer.com/wp-content/uploads/2021/11/29110522/Business-Case-
Template.docx 

• Make a list of required and desired 
features 1

• Define price parameters 2
• Watch YouTube videos and read user 

reviews 3

• Price/feature compare4
• Take advantage of free trials (one at a 

time) 5
• Use a system diligently for 30 days 

before making a final evaluation 6



PROJECT MANAGEMENT LEARNING LAB 
By Chrissy Scivicque, PMP, PCM 

©2022 CCS Ventures, LLC (Chrissy Scivicque) 
Do not print, copy or distribute without express permission from author 

70 

Stage 4: MONITORING & CONTROLLING 
Processes performed to track, review and regulate the progress and performance of the 

project 

 
 

YOUR ROLE = Be an Enforcer 

KEY SKILLS = Diligence, Attention to Detail, Agility 
 

 

In this stage of the project, your primary responsibilities are to:  

 

1. Meticulously track time and expenses   

2. Regularly review status of all tasks  

3. Prevent scope creep  

4. Ensure team accountability  
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1. Meticulously Track Time & Expense  
 

• Do not wait until the end! Track as you go!  

 

• Identify variance (difference between actual and planned) 

  

• Revise other areas of plan if needed in response  

o Notify all necessary individuals of delays/overages ASAP 

o Actively manage expectations with Project Owner, stakeholders, etc.  

 

• If/when you are ahead of schedule or under budget, consider holding that 
information back; you may need to use that for padding in the future.   

 

2. Regularly Review Status of All Tasks 
 

• Hold formal meetings to check in with your team 

o In-person, virtual or over the phone  

o Follow best practices for meetings (start and end on time, always have an 

agenda, etc.)  

o Consider holding recurring team meetings for long or in-depth projects to 

ensure consistent communication  

 

• Engage in informal conversations too  

o Quick phone chats or hallways check-ins are useful  

o Capture discussion notes in your PM software; document 

agreements/commitments  

 

• Don’t rely on email; it’s too easy to ignore  
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• If you are juggling multiple projects at once, utilize a weekly review process  

 

o Block time on your calendar each week to conduct a thorough review of ALL 

projects you’re working on (time required will vary based on the number of 

projects and complexity)  

 

o Customize your review process so it works best for you; the following 

questions are a good start:    

 

£ What projects are currently in process?  

 

£ What is the status of the project?  

 

£ What outstanding tasks are on the horizon for the next week?  

 

£ Who do you need to follow up with regarding assignments, status 

updates, etc.?  

 

£ Is the PM software up-to-date?  

 

£ Have there been any changes or revisions that have impacted your 

plan?  

 

£ What new projects are on the horizon and is there anything that needs 

to be done to prepare for them?  
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3. Prevent Scope Creep  
 

• Scope creep = continuous changes and/or uncontrolled growth in a project’s scope 

at any point after the project begins  

 

• Be prepared for it to happen! Some changes are necessary and outside of your 

control; you have to simply make them work  

 

• It is your responsibility to understand the implications of proposed changes and 

communicate them to appropriate parties 

 
o “If we do this, it will impact the project in the following ways…” 

 

• It is also your responsibility to push back on proposed changes when appropriate 

o Explain consequences  

o Reiterate agreed upon scope (refer to charter document)  

o Propose an alternative solution  

 

4. Ensure Team Accountability  
 

• Remember: You may not have direct authority over the individuals on your project 

team, but you do have direct authority over this project (and therefore, indirect 

authority over those contributing)  

 

• Address issues directly with individuals and/or supervisors  

o Escalate to Leadership as a last resort 

o Sometimes a simple “CC” on an email exchange can help light the fire   

 

• Explain ripple impacts of work done/not done  
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• Ask WHY things haven’t been done; there may be a valid reason you can help with 

o “What do we need to do to get this done?”  

 

• Reiterate exactly what you need from them and by when; confirm their agreement 

and follow-up in writing  
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Stage 5: CLOSING 
Processes performed to formally complete the project 

 
 

YOUR ROLE = Be an Archivist 

KEY SKILLS = Recognizing Others, Organization, Reflection 
 

 

In this stage of the project, your primary responsibilities are to:  

 

1. Evaluate Results  

2. Celebrate 

3. Capture lessons learned  

4. Store all documents for future reference  

5. Complete a project wrap up  
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1. Evaluate Results  
 

Upon completion, evaluate the success of your project by considering the following 

questions:  

 

§ Was the project completed?  

§ Was the project completed on (or under) budget?  

§ Was the project completed on time?  

§ Did the project meet the original goal or stated business objective?  

 
 

Fix Problems 

Your project is not complete until you’ve resolved any outstanding issues. To that end, 

you may wish to institute a 30, 60 and/or 90-day post-project review. This will allow 

adequate time for problems to be uncovered. 
 

 

2. Celebrate  
 

• Share credit with the team  

• Acknowledge individuals and include their managers  
 

3. Capture Lessons Learned  
 

• Reflect on the project and make written notes for future reference 

o What went well?  

o What didn’t go well?  

o What will you do differently next time as a result of what you experienced?   
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4. Store All Project Documents for Future Reference  
 

• You may encounter a similar project again in the future (leverage your previous 

experience!)  
 

5. Complete a Project Write Up  
 

• To ensure you remember the details for future career discussions, resume 

updates, job interviews, etc.  
 

• Include write ups in your professional portfolio  

 

• See sample write up form and template in the Appendix on pages 88-89 
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Appendix 
 

The following additional materials are provided to enhance your learning experience 
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ANSWER KEY: Project Management Terminology Self-Assessment  
 
Term Definition 

1. Project A temporary endeavor designed to accomplish a 
specific goal 

2. Project Owner The person who initiates or sponsors the project and 
defines high-level requirements 

3. Project Plan A document that describes how the project will be 
executed, monitored and controlled, and closed  

4. Project Stakeholders The people impacted by the outcome of the project 

5. Project Manager 
The person who manages all aspects of the project to 
successful completion, coordinates efforts of the team, 
and is responsible for meeting stated objectives 

6. Scope The goals of the project (defines what is and what is not 
involved in a project) 

7. Deliverables The specific, tangible things that must be produced and 
delivered over the course of the project 

8. Work Breakdown 
Structure (WBS) 

A hierarchical breakdown of activities required to 
accomplish project objectives 

9. Milestones Events in the project lifecycle that mark specific points 
of progress 

10. Task A one-step act of forward movement; typically 
operational in nature 

11. Order of Execution The order in which tasks should be completed 
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12. Project Charter 
A document that provides the details of a project 
including a statement of scope, objectives and project 
participants 

13. Gantt Chart 
A type of bar chart the illustrates a project schedule; 
one of the most popular visualization tools in project 
management 
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Developing a Standard Information Capture Process (Form)  
When initiating projects that are very common, such as meeting and travel planning, it 

may not be necessary to hold an exploratory meeting every time. Instead, consider 

developing a standard information capture process (or form). 

 

• What information do you need to be successful?  

o Typically, you need the same or similar information each time 

 

• Create a form  

o Can be a paper worksheet-style template  

o Consider automation via Google Forms, SharePoint, Smart Sheet, etc. 

o In some cases, you can make the Project Owner responsible for completing 

the necessary information on their own; in others, you will need to guide the 

process  

 

• Key Benefit: Proceduralizing information capture helps ensure the process is done 

the same way each time and nothing is forgotten. It also reduces cognitive load for 

you (making it less stressful to do these common projects)  

 
 

EXAMPLE  
Information to Capture for a Meeting Planning and Preparation Project 

 

Meeting host/leader 

Date of the meeting 

In-Person or virtual 

Onsite or offsite (where?) 

Purpose of meeting 

Required attendees 

Required materials 
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Google Form Example 
 

 
 
 

NOTE 

Google forms allow you to 

create a variety of question 

types, including multiple 

choice, short answer, 

dropdown, checklist, etc. 

 

You can also drag and drop 

questions to re-order at any 

time. 

 

Forms can be utilized 

throughout the PM process, not 

just in initiating.  
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Sample Project Charter  
 

1. PROJECT IDENTIFICATION 

Project Name Operation Earth 

Project Sponsor Miguel L., VP of Environmental Protection 

Project Manager Marisol S., EA to Miguel  
 

2. PROJECT OVERVIEW (PURPOSE) 
The purpose of Operation Earth is to transition the majority of paper files to electronic files by 
the end of the year 2022.  

 
3. PROJECT OBJECTIVES (EXPECTED BUSINESS IMPACT) 

• Reduce space and cost required for paper storage now and in the future  
• Reduce paper usage in the future, aligned with our environmental initiatives  
• Use an enterprise-wide standard dictating which documents should be printed on paper 

versus which ones should be only created electronically in the future  
• Use an enterprise-wide process for immediately scanning and storing all new paper 

documents within 30 days of creation  

 
4. PROJECT SCOPE (AND LIMITATIONS OF SCOPE) 
The project includes the following:  

• Purchase and implementation of new scanning hardware and electronic filing software 
• Scanning and filing of all paper documents for 5 departments: Marketing, Finance, Legal, 

Sales and Customer Service  
• Working with Department heads to determine what should be kept vs. what should be 

shredded/recycled after scan  
• Shredding/recycling of all documents no longer needed after scan; re-storage of all 

documents that must still be kept 
• Creation and acceptance of 2 procedures: (1) enterprise-wide standards for paper vs. 

electronic documents and (2) enterprise-wide process for scanning and storing new 
documents  

• Training for all employees within the 5 departments for how to use the scanning 
hardware and software 
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4. PROJECT SCOPE (AND LIMITATIONS OF SCOPE) 
 
Limitations of Scope:  

• Any department not listed here will be responsible for their own paper handling 
• For any computers that are not equipped to handle the new scanning hardware and/or 

software, the department will be responsible for upgrading in a timely manner under their 
own budget  

• Training is limited to what is stated here; additional training needs must be managed by 
the individual departments  

• At this time, we will use the existing storage facilities and processes for all paper that 
must be kept 

 
5. KEY PROJECT DELIVERABLES 
New scanning hardware and software for all 5 departments  
New fully configured electronic filing structure; all e-documents scanned and filed 
2 documented and accepted procedures (as defined above)  
Training curriculum 

 
6. KEY DATES 
Item Major Events  Dates  

1. Project must be completed 12/31/2022 

2. Approval for purchase of hardware and software must 
be completed prior to fiscal year end  6/30/2022 

3. Miguel’s presentation to the board 9/15/2022 
4.   
5.   

 
7. OTHER CRITICAL SUCCESS FACTORS 
Only in-house resources must be used; we are not authorized to outsource any portion of this 
project 
The budget is not to exceed $15,000 
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8. PROJECT’S CRITERIA FOR SUCCESS (MUST BE MEASURABLE) 
• Stay within establish budget with less than a 10% variance  
• Deliver project on time  
• Reduce cost of paper storage by 50% within 1 year of completion  
• Reduce cost of paper usage by 50% within 1 year of completion  

 
 

9. TEAM MEMBERS ROLES 
Loretta T., Chief Technology Officer Project Team (Lead) 

Ayanna C., Director of Learning and Development Project Team (Lead) 

Manager, Marketing Project Team (Consult)  

Manager, Finance Project Team (Consult) 

Manager, Legal Project Team (Consult) 

Manager, Sales Project Team (Consult) 

Manager, Customer Service  Project Team (Consult) 

Clayton A., Administrative Assistant Project Team  

Parker S., Administrative Assistant Project Team 

Student, Admin Intern Project Team 
 

10. APPROVAL 
 

Project Sponsor:  Miguel L 

 
Date:  1/1/2022 

 
 
 
 
 
 
 

Remember: A blank version of this is also available as a word document template on the 
Resource Page for this Learning Lab and via this link:  

https://media.eatyourcareer.com/wp-content/uploads/2021/11/29104839/Project-Charter-
Template.docx 
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ANSWER KEY: 3-Point Estimate Practice Question 
 

The answer is: 27 days. 

 

Here is the breakdown:  

 

(O + 4R + P) / 6  

 

Optimistic estimate = 14 days  

Realistic estimate = 21 days * 4 = 84 days  

Pessimistic estimate = 60 days  

 

O + 4R + P = 158 / 6 = 26.3  

 

Round up to an estimate of 27 days.  
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Project Plan Template 
PROJECT:  

OBJECTIVE:  

 
MILESTONE #1:   

 
Task Resources Who Due 
    

    

    

    

    

 
MILESTONE #2:   

 
Task Resources Who Due 
    

    

    

    

    

 
MILESTONE #3:   

 
Task Resources Who Due 
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Project Write Up Sample  
 
Name of Project 

ABC Corp. Annual Employee Family Picnic Celebration 

 
Company 

ABC Corp. 

 
My Title 

Executive Assistant 

 

Project Start Date à Project Completion Date 

Approx. January 2012 à April 22, 2012 

 

Project Overview (Deliverables, Purpose, Deadlines, Etc.)  

The Annual Family Picnic is an employee appreciation event designed to help strengthen 

relationships among team members throughout the organization. It is meant to be a fun, 

laid-back, family-friendly event where employees can get to know one another in a 

comfortable setting outside the office. The event has always been referred to as a 

“celebration”, but in the past, many employees saw it as a tedious work obligation. The 

goal of this project was to change the event’s image, generate enthusiasm, and create a 

memorable experience that feels like a real party—not just another day at the office.   

 

My Role / Specific Actions, Responsibilities, Tasks, Etc.   

As the Event Coordinator, I was responsible for organizing all aspects of the event 

including promotion, location selection, permits, guest invitations, parking logistics, 

catering, music, event agenda, materials for games and activities, prizes, etc. I was also 

responsible for managing a budget of $5500. 
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Overall Impact of Project 

With over 200 employees and family members in attendance, this event was a 

phenomenal success. In surveys conducted afterward, 90% of respondents rated the 

event as “outstanding” and agreed they would attend in the future. Employee motivation 

skyrocketed; I received multiple appreciative notes from Directors & VPs who said they 

noticed an immediate and lasting positive impact on team dynamics. In addition, I came 

in $500 under budget by aggressively negotiating with vendors.  

 
 
 

 
 
 
 

A blank version of this is also available as a word document template on the Resource Page for 
this Learning Lab and via this link: https://media.eatyourcareer.com/wp-

content/uploads/2021/11/29110920/Project-Write-Up-Form-Template.docx 
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Project Write Up Form 
 
Name of Project 
 
 
 
Company 
 
 
 
My Title 
 
 
 
Project Start Date à Project Completion Date 
 
 
 
Project Overview (Deliverables, Purpose, Deadlines, Etc.)  
 
 
 
 
 
 
My Role / Specific Actions, Responsibilities, Tasks, Etc.   
 
 
 
 
 
 
Overall Business Impact of Project 
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About Your Presenter 
 

Chrissy Scivicque is a certified Project Management 

Professional (PMP) and certified Professional Career 

Manager (PCM). She is also the founder of 

EatYourCareer.com, a website devoted to “helping 

you create a nourishing professional life.” Through her 

company (CCS Ventures, LLC), Chrissy provides 

education, resources and support to help elevate 

workplace performance and increase career 

satisfaction.  

 

Chrissy has developed and delivered training for professionals inside some of the world’s 

most recognized companies including Accenture, Capital One, Microsoft, Northrop 

Grumman, W.W. Grainger, TIAA-CREF, Georgia Power, GoDaddy, Turner Broadcasting, 

and more. (References are available upon request.) Working in coordination with 

stakeholders in the organization, Chrissy helps define desired business outcomes and 

creates measurable, positive results with her work.  

 

Chrissy is currently a former career expert for U.S. News & World Report and her work is 

regularly featured on other popular sites including Monster.com and CareerBuilder. She 

has published over 500 articles on career-related topics and is the author of 3 books: The 

Proactive Professional, The Invisibility Cure, and ELEVATE Admins. (All are available on 

Amazon.)  

 

Chrissy lives in Denver, CO and served as the featured career expert on Good Day 

Colorado for 2 years. 
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About Eat Your Career 
 

 

 

 

 

Chrissy believes that work can be an enriching, nourishing life experience. She loves 

helping professionals figure out what that means for them and how to achieve it. 

 

We provide professional development training and resources to help you conquer 

career complacency & find fulfillment at work. 

 
 

SIGN UP FOR OUR FREE MONTHLY WEBINARS 
www.EatYourCareer.com/signup 

 

 



PROJECT MANAGEMENT LEARNING LAB 
By Chrissy Scivicque, PMP, PCM 

©2022 CCS Ventures, LLC (Chrissy Scivicque) 
Do not print, copy or distribute without express permission from author 

93 

 

 

 

 
 

The Career Success Library is a convenient, affordable on-demand learning 
center that gives you an unmatched competitive edge in today’s working world. 

Learn more and sign up here: https://mycareerlibrary.com/ 
 

 

Training Webinars  

Enjoy a new virtual training 

course every month. Plus, 

get on-demand access to the 

complete video archives!  
 

Digital Downloads  

Get step-by-step career 

guidance, support and 

education with interactive 

workbooks, worksheets and 

more.  

 

Q&A Sessions  

Learn strategies to help you 

overcome your most 

challenging workplace  

obstacles.  
 

Certificates of Attendance 

Use your proof of training to 

earn continuing Education 

Units (CEUs) for your 

professional certifications.  

 

Audio Sessions 
Download MP3 audio files of 

past Q&A “Ask the Career 

Coach” Sessions.  

Special Events 
Get exclusive invites to 

members-only training and 

networking events. 

 

Interactive Quizzes  
Gain self-awareness and 

expand your business 

acumen with fun and 

thought-provoking quizzes.  
 

Learning Tracks  
Focus on the right training to 

achieve your goals by 

following our simple 

roadmaps.  
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