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Info Page 

This text is disseminated via the Open Education Resource (OER) LibreTexts Project (https://LibreTexts.org) and like the 
thousands of other texts available within this powerful platform, it is freely available for reading, printing, and "consuming." 

The LibreTexts mission is to bring together students, faculty, and scholars in a collaborative effort to provide an accessible, 
and comprehensive platform that empowers our community to develop, curate, adapt, and adopt openly licensed resources 
and technologies; through these efforts we can reduce the financial burden borne from traditional educational resource costs, 
ensuring education is more accessible for students and communities worldwide. 

Most, but not all, pages in the library have licenses that may allow individuals to make changes, save, and print this book. Carefully 
consult the applicable license(s) before pursuing such effects. Instructors can adopt existing LibreTexts texts or Remix them to 
quickly build course-specific resources to meet the needs of their students. Unlike traditional textbooks, LibreTexts’ web based 
origins allow powerful integration of advanced features and new technologies to support learning. 

LibreTexts is the adaptable, user-friendly non-profit open education resource platform that educators trust for creating, 
customizing, and sharing accessible, interactive textbooks, adaptive homework, and ancillary materials. We collaborate with 
individuals and organizations to champion open education initiatives, support institutional publishing programs, drive curriculum 
development projects, and more. 

The LibreTexts libraries are Powered by NICE CXone Expert and were supported by the Department of Education Open Textbook 
Pilot Project, the California Education Learning Lab, the UC Davis Office of the Provost, the UC Davis Library, the California 
State University Affordable Learning Solutions Program, and Merlot. This material is based upon work supported by the National 
Science Foundation under Grant No. 1246120, 1525057, and 1413739. 

Any opinions, findings, and conclusions or recommendations expressed in this material are those of the author(s) and do not 
necessarily reflect the views of the National Science Foundation nor the US Department of Education. 

Have questions or comments? For information about adoptions or adaptions contact info@LibreTexts.org or visit our main website 
at https://LibreTexts.org. 

The LibreTexts name, logo, and book covers are trademarked by LibreTexts, Inc. (a 501(c)(3) not-for-profit organization) and 
protected against unauthorized use. 

This text was compiled on 09/04/2026 

This page titled Info Page is shared under a Public Domain license and was authored, remixed, and/or curated by LibreTexts. 

iii

https://libretexts.org/
https://www.nice.com/resources/cxone-expert-knowledge-management
mailto:info@LibreTexts.org
https://libretexts.org/
https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum/00%3A_Front_Matter/02%3A_InfoPage
https://en.wikipedia.org/wiki/Public_domain


Program Page 

De Anza College sits in the heart of Silicon Valley, where innovation and opportunity are part of daily life, and also has one of 
the highest costs of living in the country. For our students, that makes every dollar count, and the price of a textbook can be 
the difference between staying enrolled or dropping a class. Our Zero Textbook Cost (ZTC) program closes that gap by giving 
students full access to high-quality, faculty-created course materials at no cost from the first day of class. 

De Anza is proud of its diverse student community, and we hold our ZTC materials to the same standard of excellence that defines 
the college. Faculty across departments write, adapt, and review these resources themselves, keeping them accurate, current, and 
grounded in the perspectives of the students who use them, with accessibility and inclusive design built in from the start. 

This program reflects the time and care our faculty invest in their students. If you have questions, feedback, or come across any 
issues with a ZTC resource, contact De Anza College's ZTC Grants Coordinator, Shagun Kaur. 

Learn more about De Anza ZTC Program [www.deanza.edu/academic-services/oer/] 

Note: The De Anza logo is a copyrighted trademark of De Anza College and may not be reproduced without permission. 
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Accessibility Statement 

Accessibility 

De Anza College is dedicated to creating learning materials that are accessible and benefit all students. Our materials follow 
the Web Content Accessibility Guidelines (WCAG) 2.1 Level AA. Our authors and contracted accessibility specialists checked all 
resources using this ASCCC OERI checklist, the accessibility tool in LibreTexts, WAVE, JAWS, and other more detailed checks for 
complex materials such as interactive components. 

We selected LibreTexts as our preferred platform because of its commitment to accessibility. In addition to the platform's inherent 
accessibility, we collaborated with the LibreTexts team to fix any accessibility issues we found. 

Our Accessibility Review Process 

Accessibility was built into the resource as it was written. This resource went through the following stages of review: 

1. Template check. The project coordinator and instructional designers checked the first chapter for accessibility as a model 
to ensure later chapters meet accessibility standards. 

2. Progress checks. The manuscript was checked at approximately 40%, 60%, and 80% completion to catch and correct 
accessibility issues in production. 

3. Specialist review. Once the manuscript was complete, an accessibility expert conducted an accessibility check. 
4. Remediation. The author and the project manager who conducted the earlier progress checks worked together to remediate 

the issues identified by the accessibility expert. 
5. Final check. The resource underwent another full check by the accessibility expert before the book was deemed ready for 

publication. 

This process combines ongoing checks during writing with a final specialist review, so issues are caught early and confirmed 
fixed before publication. 

Report an Accessibility Problem 

We are always looking for ways to make our resources more accessible. If you run into a barrier while using this resource, please 
let us know so we can look into it. When you contact us, it helps to include: 

• The name of the resource 
• The location of the problem (a web address or page/chapter description) 
• A description of the problem you encountered 
• The device, browser, and any assistive technology you were using (e.g., Windows 11, Google Chrome, JAWS screen reader) 

Contact us: De Anza ZTC team 

This statement was last updated August 2026 

This resource was project-managed by Shagun Kaur, overseeing scope, budget, and schedule; stakeholder coordination via 
monthly meetings; training and platform support (LibreTexts, troubleshooting, technical support); QA/accessibility check 
scheduling; and licensing and copyright governance. 

A Note on Known Limitations 

No accessibility check is perfect. We've made a genuine, sustained effort to catch and fix issues throughout the writing and review 
process described above, but some barriers may remain, especially in complex or interactive content. We'd rather be upfront 
about that than claim a standard of perfection we can't guarantee. 
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AI Use 

All substantive content in Project Planning and Control – A Practicum was developed by the human author based on professional 
experience, subject-matter expertise, original instructional materials, and teaching practice. Artificial intelligence tools were used 
under the author's direction as editing and instructional-production aids. 

AI Tools Used 

The primary AI tool used in the development of this book was ChatGPT by OpenAI. 

How AI Was Used 

AI assisted with editing and refining author-developed content; improving clarity, organization, consistency, and presentation; and 
supporting the formatting and refinement of instructional materials such as scenarios, student instructions, templates, examples, 
reflection questions, and assessment materials. 

The author established the subject matter, instructional approach, learning objectives, project context, and pedagogical direction 
of the book. 

Guardrails 

AI use was limited to author-created materials, materials the author had permission to use, and appropriately licensed Open 
Educational Resources (OER). AI was not used to independently reproduce or substitute copyrighted textbook content. 

All AI-assisted material was reviewed, revised as appropriate, and approved by the author before publication. AI output was not 
treated as an authoritative source or as a substitute for subject-matter expertise or professional judgment. The author retained 
full editorial control and responsibility for the accuracy, instructional design, and final content of the book. 
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About the Book 

“Most project management books tell you what to do. This one makes you do it.” 

In Project Planning and Control: A Practicum, readers don’t just learn project management theory—they live it. Designed as a full-
scale simulation, this practicum guides you through six immersive milestones that mirror the real-world project lifecycle. From 
crafting a project charter and defining scope, to building work plans, budgets, and live control systems, every chapter pushes you 
to think, act, and lead like a professional project manager. 

You’ll work within a fictional consulting firm supporting a fast-paced client in the healthcare sector, taking on roles like Project 
Manager, Business Analyst, and QA Lead. Along the way, you'll build critical tools—Gantt charts, dashboards, QA checklists, budget 
trackers—and learn to make decisions under ambiguity, pressure, and evolving stakeholder demands. 

Whether you're a student preparing for a career in project leadership, or an instructor seeking a hands-on curriculum grounded in 
professional practice, this book provides everything you need: structure, realism, and a path from planning to performance. 

This page titled About the Book is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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Welcome Letter 

Dear Reader, 

Welcome to Project Planning and Control: A Practicum. I’m so glad you’re here. 

Whether you’re a student stepping into project management for the first time, or a professional looking to sharpen your skills, this 
book was created with one goal in mind: to prepare you to lead real projects in the real world—with structure, confidence, and 
clarity. 

You won’t find long theory chapters or abstract exercises here. Instead, you’ll work through six immersive milestones, each 
modeled on how real teams plan, execute, and control projects. You’ll play roles like Project Manager, Analyst, QA Lead, and more. 
You’ll create deliverables that are ready to present to stakeholders. And you’ll practice navigating challenges like shifting scope, 
tight deadlines, budget constraints, and quality expectations—exactly as they happen in industry. 

Why this approach? 

Because after decades in project and program leadership roles—at companies like Oracle, Apple, Schwab, Google, , and 
others—I’ve learned this: 
The best project managers aren’t the ones who memorize frameworks. They’re the ones who can step into uncertainty and move 
a team forward with intention. 

That’s what this practicum trains you to do. 

Each chapter starts with a real-world scenario, followed by a clear plan of attack, step-by-step instructions, and templates to 
help you build professional-grade project artifacts. You’ll create tools that could be used in a live meeting. You’ll reflect on 
your decisions. You’ll learn from what didn’t go smoothly. And by the end, you’ll have a portfolio of work and a vocabulary of 
leadership—ready to apply in school, work, or wherever your next project takes you. 

My hope is that this book becomes more than an assignment. I hope it becomes a launchpad—for your confidence, your career, 
and your identity as someone who leads with purpose. 

You won’t be alone. Inside, you’ll find notes, coaching, and guidance built for your journey. 

So grab your notebook, pick a role, and dive in. 
You’re about to learn not just how to manage projects— 
But how to own outcomes. 

Let’s build something great together. 

Warm regards, 
Bob Singh 

This page titled Welcome Letter is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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How to use this book? 

Your Guide to Getting the Most from This Practicum 

🎯 What This Book Is 🎯

This is not a passive textbook. 
It’s a practicum—a hands-on simulation of what it’s like to lead a real project. 

You will not simply read about concepts like scope, budgeting, and quality—you will build tools, make decisions, track progress, 
and submit real deliverables that mirror what professionals do in the field. 

Each chapter represents a milestone in a project. The entire book simulates a real consulting engagement, where you serve as 
part of a project team helping a client (UCMS) build a system and deliver outcomes on a tight timeline. 

🧱 Book Structure at a Glance 🧱

Every chapter follows a predictable and professional structure, including: 

Section Purpose 

Scenario Building Introduces the project situation, client needs, and decision-making context 

Plan of Attack Provides clear instructions on what to build, step-by-step 

Best Practices Guide Offers coaching, professional insight, and design principles 

What You Will Submit Explains what your team or you individually need to deliver 

Checklist Helps ensure completeness and formatting consistency 

Reflection and Debrief Prompts deep thinking about what you’ve learned 

Instructor Notes & Rubric (For faculty) Contains evaluation tools and feedback guidance 

Wrapping Up the Milestone Summarizes what was built and previews the next step 

🧩 How the Book Works With Your Course 🧩

• You may work in teams or independently, depending on your course setup 
• You may complete one milestone per week or per module 
• Your instructor may assign roles (e.g., Project Manager, Analyst, QA Lead), or you may rotate 
• Templates and examples are included—or linked—to guide your work 
• Grading is based on professional readiness, completeness, and clarity 

Each milestone builds upon the last, just like in a real project. 

📁 What You’ll Produce 📁

Throughout this practicum, you’ll create: 

• A full Project Charter 
• A Work Breakdown Structure (WBS) and milestone schedule 
• A budget and funding justification 
• Tracking systems for scope, time, cost, and quality 
• A final control dashboard 
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• A portfolio of polished, submission-ready project artifacts 

You’ll also write reflections that prepare you for interviews, case studies, and real-world problem-solving. 

💡 Tips for Success 💡

• Work as if your deliverables are going to a client. Use clean formatting, real data, and professional tone. 
• Use the templates. Don’t reinvent the wheel—adapt what’s given, but make it your own. 
• Think in systems. Your WBS should match your budget. Your schedule should match your dashboard. Tie everything 

together. 
• Reflect often. Every milestone ends with questions that will help you grow faster than just “completing” assignments. 
• Don’t wait until something is perfect. Submit your best draft, get feedback, iterate. That’s how real projects work. 

🧑‍💼 Who This Book Is For 🧑‍💼

• Students studying business, engineering, computer science, IT, or project leadership 
• New or aspiring project managers 
• Instructors looking for a scenario-based project curriculum 
• Anyone who wants to move from knowing to doing 

📌 Final Thought 📌

This is your sandbox, your simulation, and your step into professional readiness. 
By the time you finish this book, you won’t just understand project management. 

You’ll have done it. 

Let’s get started. 

This page titled How to use this book? is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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How was this book created? 

Behind the Scenes of Project Planning and Control: A Practicum 

📚 A Book Born from Practice, Not Theory 📚

This book didn’t begin with a publishing contract. 
It began with a question: 

“How do I actually learn project management by doing it?” 

After years of teaching and mentoring students—and decades managing complex, multi-stakeholder projects—it became clear 
that most learning environments teach about project management, but don’t offer space to practice it. 

This practicum was created to bridge that gap: to give learners the opportunity to experience the mindset, tools, language, and 
pressure of real-world project leadership in a structured, supportive way. 

🧩 Designed Like a Project 🧩

This book was created using the very principles it teaches: 

• Milestones to organize each chapter around a specific phase of a project 
• Work Breakdown Structures (WBS) to scope out and manage book components 
• Templates and tools modeled after real project deliverables 
• Fictional scenarios built to reflect realistic ambiguity and decision-making 
• Role-based assignments to simulate the dynamics of real project teams 

Each milestone corresponds with a standard phase of the project lifecycle: initiation, planning, scheduling, budgeting, control, and 
quality assurance. 

🔁 Shaped by Feedback and Iteration 🔁

This book was developed, tested, and refined in real classrooms. 
Students and instructors provided input on what worked, where they struggled, and what resources helped them succeed. That 
feedback shaped: 

• The inclusion of step-by-step "Plan of Attack" sections 
• Clear rubrics and submission checklists 
• Best Practices Guides based on actual challenges students encountered 
• Reflection prompts to support deeper learning and portfolio readiness 

🧠 Built with Modern Tools 🧠

Content development for this practicum was supported by: 

• Structured planning tools like WBS templates, timelines, and dashboards 
• Collaborative platforms used in education and project delivery 
• A continuous improvement loop rooted in instructor review and learner feedback 

In short, this book was treated as a real project, with deliverables, deadlines, quality gates, and iteration cycles—mirroring the 
very skills it aims to teach.💡 Final Note 

This book is designed not to be read, but to be used. 
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It is a project. A simulation. A rehearsal. 

And when you finish it, you’ll have done more than complete a course—you’ll have practiced leading with structure, clarity, and 
confidence. 

Let’s begin. 

— Bob Singh 

This page titled How was this book created? is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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Motivational Message for the first day of class 

Welcome to Project Planning and Control: A Practicum 

Dear Students, 

Welcome. Today, you’re not just starting a class—you’re stepping into a leadership role. 

This course is different. You won’t just learn project management terms or memorize frameworks. Instead, you’ll take on real roles, 
face real scenarios, and create real deliverables. You’ll think like a project manager, act like a consultant, and lead like someone 
who knows how to get things done—even when things are messy, uncertain, or off-track. 

Each week, you’ll build something valuable: a project charter, a work breakdown structure, a budget, a dashboard, a quality system. 
And with each one, you’ll practice the skills that matter most in the real world—clarity, communication, decision-making, and 
follow-through. 

You don’t need to be perfect. You just need to show up ready to try, reflect, and grow. 

Mistakes are part of the process. So is figuring things out with your team. So is asking better questions. What matters is that you 
treat every milestone like it matters—because in a real project, it does. 

By the end of this practicum, you won’t just have completed a course. 
You’ll have built a portfolio, practiced real-world leadership, and proven—to yourself most of all—that you’re ready to lead with 
confidence. 

Let’s make this the project you’re proud of. 

Welcome aboard. 

— Bob Singh 
Fellow Builder 

This page titled Motivational Message for the first day of class is shared under a CC BY 4.0 license and was authored, remixed, and/or curated 
by Sukhjit "Bob" Singh. 

xvii

https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum/00%3A_Front_Matter/10%3A_Motivational_Message_for_the_first_day_of_class
https://creativecommons.org/licenses/by/4.0/


Meet the Author 

Bob Singh is a project management educator and practitioner dedicated to helping students build real-world leadership skills 
through hands-on, scenario-based learning. With decades of experience managing complex technical projects, Bob designs 
learning environments where students practice communication, decision-making, risk analysis, and vendor management exactly 
as they occur in industry. His mission is simple: to prepare the next generation of project managers to lead with clarity, 
confidence, and integrity. 
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Licensing 

Creative Commons Licensing 

BY icon" width="145" height="51" loading="lazy" data-quail-id="4"> 

This course, ASCCC OERI— Project Leadership, is licensed under CC BY. 

As explained by Creative Commons, this means you are free to: 

• Share — copy and redistribute the material in any medium or format 
• Adapt — remix, transform, and build upon the material for any purpose, even commercially. 

Under the following terms: 

• Attribution — You must give appropriate credit, provide a link to the license, and indicate if changes were made. You may 
do so in any reasonable manner, but not in any way that suggests the licensor endorses you or your use. 

• No additional restrictions — You may not apply legal terms or technological measures that legally restrict others from doing 
anything the license permits. 

AI Use in Course Development – Transparency & Standards 

During early idea generation and drafting of course pages, we used ChatGPT as a supportive tool not as a substitute for human 
expertise. Specifically: 

• The AI’s role was strictly initial drafting, not final content production. 
• Every output was then thoroughly reviewed, edited, and revised by the course authors to ensure pedagogical quality, accuracy, 

and alignment with learning goals. 

Copyright & Fair Use Considerations 

We aligned with evolving IP policy frameworks, especially insights from the U.S. Copyright Office: 

• The Office’s Part 3 report on AI model Links to an external site.training highlights the importance of fair use analysis and 
restricts reliance on generative AI when it could replicate copyrighted works—our use was limited to non-protected, openly 
licensed materials. 

• This cautious approach is consistent with guidanceLinks to an external site. that encourages transformative use, 
transparency, and limiting output that could inadvertently mirror protected content. 

Licensing statement for this course 

ASCCC OERI Project Leadership by Sukhjit (Bob) Singh is licensed under a Creative Commons Attribution 4.0 International 
LicenseLinks to an external site.. 

A detailed breakdown of this resource's licensing can be found in Back Matter/Detailed Licensing. 

This page titled Licensing is shared under a Public Domain license and was authored, remixed, and/or curated by LibreTexts. 
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Collaboration and Integrity 

Doing the Work, Together 

Project planning is not a solo sport. 

The best plans are not built in isolation—they’re shaped through dialogue, challenge, revision, and shared commitment. They 
come to life when people bring different perspectives to the table, hold each other accountable, and work toward a common goal 
with care and clarity. 

That’s why this practicum places such a strong emphasis on collaboration—not just as a skill, but as a mindset. 

Whether you’re completing a milestone with a partner, contributing to a team project, or simply offering peer feedback, your ability 
to work well with others will be just as important as your ability to build a schedule or calculate costs. 

What Collaboration Really Means 

Healthy collaboration doesn’t mean always agreeing. 
It doesn’t mean dividing tasks evenly like slices of pie. 
And it definitely doesn’t mean one person doing all the heavy lifting while others coast along. 

True collaboration is about shared ownership. 

It means: 

• Communicating clearly and consistently 
• Showing up prepared and on time 
• Listening with openness—even when there’s disagreement 
• Offering and receiving feedback with kindness and clarity 
• Adjusting roles and responsibilities as needed 
• Checking your ego at the door when it’s time to serve the team 
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When done well, collaboration brings out your best work—because you’re thinking beyond yourself. 

Conflict Happens. Here’s What to Do. 

Even the strongest teams will experience moments of friction. 
That’s not a failure. It’s part of the process. 

You might encounter: 

• Different work styles or speeds 
• Confusion about who owns what 
• Misalignment on expectations 
• Personal or cultural differences 
• Silence when you hoped for input 
• Frustration when the plan starts to drift 

In these moments, you have a choice: 
You can avoid the discomfort—or you can step into it, professionally and respectfully. 

This practicum encourages you to: 

• Speak up early 
• Be honest, but not harsh 
• Use tools like team charters and role agreements 
• Document agreements, tasks, and deadlines 
• Loop in a facilitator or guide when needed 

The goal is not perfect harmony—it’s healthy accountability. 

What Integrity Looks Like 

Integrity is doing the right thing, especially when it’s inconvenient or invisible. 

In the context of this practicum, that means: 

• Submitting work that reflects your own thinking, not someone else’s 
• Giving credit when you build on another’s ideas or templates 
• Being transparent about who contributed what in group work 
• Not using tools or shortcuts that bypass your learning 
• Holding yourself to the same standards you’d expect from a teammate 

This is more than “don’t cheat.” 
It’s about becoming the kind of person others can trust—on projects, in jobs, and in life. 

Trust Is the Foundation 

Whether you’re working solo or on a team, this book asks something big of you: 

To act like your work matters. 
To treat your partners with respect. 
To lead yourself—and others—with humility and honesty. 

Because that’s what builds trust. 
And trust is what makes any plan possible. 
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A Final Word 

Collaboration is not about avoiding conflict—it’s about growing through it. 
Integrity is not about perfection—it’s about consistency. 
And working in teams is not about blending in—it’s about showing up with your full self, ready to contribute. 

If you bring that energy to this practicum—willing to speak up, take ownership, support others, and reflect on how you’re growing— 
you won’t just become a better planner. 
You’ll become someone people want to plan with. 

This page titled 1: Foundations for Success- How to Navigate This Book is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 
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1.1: Preface 

The Beginning 

Every successful project—every bridge that stands, product that ships, event 
that runs smoothly, or system that transforms a team—began not with talent 
alone, or funding, or even vision. 

It began with a plan. 

Not a wish list. 
Not a rough sketch on a whiteboard. 
A thoughtful, structured, flexible, and courageous plan. 
One that was built with care and clarity—then tested, improved, and executed with intention. 

That’s what this book is about: 
Helping you become the person who builds those kinds of plans. 

Why This Book Was Written 

Project Planning and Control: A Practicum was created out of a simple belief: 
That the ability to plan well is not a fixed talent—it is a trainable, learnable, and empowering skill. 

And that anyone—regardless of background—can learn to do it, if given the right structure, tools, challenges, and support. 

This book is for those who are: 

• Stepping into a new role and suddenly responsible for leading work 
• Feeling overwhelmed by uncertainty and wondering, “Where do I even begin?” 
• Preparing for a professional future in project management, product development, operations, or consulting 
• Trying to turn scattered pieces into a cohesive roadmap others can follow 
• Driven by the desire to bring things to life—to not just start projects, but finish them well 

If that sounds like you, you’re in the right place. 

What This Book Will Help You Do 

This book is your project planning laboratory—a place to practice, experiment, reflect, and grow. 

You won’t just read about planning—you will plan. 
You won’t just see examples—you will build your own. 
You won’t just follow steps—you will make decisions. 

Here’s what you’ll learn to do through structured, hands-on milestones: 

• Clarify a project’s purpose, scope, and boundaries 
• Break work into manageable units using Work Breakdown Structures (WBS) 
• Sequence tasks, identify dependencies, and map critical paths 
• Estimate time, cost, and effort with realistic assumptions 
• Develop schedules and budgets that hold up under scrutiny 
• Anticipate risks and design control mechanisms before problems arise 
• Communicate clearly with decision-makers, stakeholders, and teams 
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• Reflect on your process and improve your approach over time 

By the end, you will have built a complete, professional-grade project plan—and more importantly, the confidence to lead others 
through uncertainty with structure and calm. 

How This Book Works 

This book is structured around a sequence of planning milestones—each designed to simulate what it’s like to be inside a 
project planning role. 

Each milestone gives you: 

• A realistic scenario, like those professionals face every day 
• A step-by-step Plan of Attack to guide your response 
• A suite of customizable tools—schedules, models, trackers, briefs 
• A challenge that asks you to think, decide, and justify—not just fill in blanks 
• A reflection space to capture your lessons, missteps, and growth 

By the time you complete the journey, you won’t just know the terms. 
You’ll understand the logic. 
You’ll have done the work. 
You’ll have felt the weight—and the reward—of owning a plan from end to end. 

What Makes This Book Different 

Most project management books teach you what a WBS is. 
This book asks you to build one. 
Most books list formulas and charts. 
This book places you in a scenario where you must decide when and how to use them. 
Most books give you clean, theoretical examples. 
This book gives you realistic complexity, then trusts you to figure out what to do next. 

In short, this book is built around Problem-Based Learning—a model where the learning happens by grappling with real 
problems, not by memorizing perfect solutions. 

Why? Because planning is not about knowing everything. 
It’s about knowing how to think when things aren’t clear. 

Who This Book Is For 

You don’t need to be a project manager to use this book. 

You may be: 

• A student hoping to enter the field 
• A professional tasked with organizing work 
• A freelancer or entrepreneur wearing every hat 
• A team lead trying to pull ideas into a coherent plan 
• A career-changer learning how to turn your intuition into structure 

Whatever your background, what matters most is that you’re willing to step into the planner’s role—to take ownership of 
decisions, manage ambiguity, and move forward with clarity and integrity. 

That’s the mindset this book is designed to build. 
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A Personal Note 

There will be moments while working through this book when you pause and think, 
“Is this how it’s done?” 
or 
“What if I get this wrong?” 

That’s exactly where the learning lives. 

Planning is not about having all the answers—it’s about building structure in the face of the unknown. It’s about listening well, 
organizing complexity, and helping others move forward. And it’s about doing it again and again—getting better each time. 

You don’t have to be perfect. 
You just have to show up with intention. 

You’ll finish this book with a plan. 
But more importantly, you’ll finish it as someone who knows how to build one—any time, for any project, with anyone. 

That’s the real transformation. 

Welcome to the practicum. 
Let’s get to work. 

This page titled 1.1: Preface is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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1.2: How to Use This Book 

How to approach this Book 

This is not a book you read once and shelve. 

This is a book you spread out across the table, mark up with notes, carry in your bag, refer to in meetings, and come back to when 
things get complicated. 

This book is not a lecture. It’s a guide. 
Not a list of rules. A set of tools. 
And not a path you’re told to follow, but one you’ll learn to chart for yourself—with confidence and clarity. 

You’re Not Just a Reader—You’re the Planner 

The moment you open this book, you’re no longer just a reader—you’re stepping into the role of the planner. 

Every section is written for someone who is about to take responsibility for something that matters. That someone is you. 

You’re here to lead through planning—to be the one who brings calm to the storm, clarity to the chaos, structure to the swirl of 
ideas. 

This book will meet you where you are, but it won’t coddle you. 
It will invite you to rise—to build, question, decide, revise, and keep moving forward. 

Milestones, Not Chapters 

This book doesn’t follow the typical chapter model. 
It’s structured around milestones—just like real projects. 

Each milestone represents a step in the planning process: from understanding scope, to building schedules, to estimating costs, 
to creating controls and communication structures. 

Each milestone is a full experience. It includes: 

• A Scenario Briefing that sets the stage with a realistic challenge 
• A Plan of Attack that outlines the step-by-step work ahead 
• Planning Tools—templates, examples, and models to help you think and build 
• A Deliverable—a tangible output, just like you'd be expected to produce in a real-world role 
• A Reflection and Debrief section to help you absorb the lessons, recognize your growth, and sharpen your instincts 

Think of each milestone as a mini practicum—an opportunity to rehearse for the kinds of moments where you’ll be expected to 
think on your feet, make tradeoffs, and explain your reasoning. 

Use the Tools—But Make Them Yours 

This book provides dozens of customizable tools: 

• Work Breakdown Structure (WBS) templates 
• Scheduling worksheets 
• Cost estimation models 
• Budget trackers 
• Risk registers 
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• Control matrices 
• Communication maps 
• Executive summary templates 

These tools aren’t meant to be copied mindlessly. They are thinking frameworks, designed to spark your judgment—not replace 
it. 

Adapt them. Rename columns. Add notes. 
Make them messy before you make them clean. 

By the time you’re done, you’ll have a personalized toolkit you can carry into interviews, internships, jobs, or your next project 
kickoff. 

Start With Structure. Then Lead. 

If you’re feeling unsure where to begin, start with the structure. 
Let the Plan of Attack guide your steps. Let the scenario draw you in. Let the tools do some of the heavy lifting. 

But as you gain confidence, start leading. 

Make decisions. Change the order. Skip ahead if your instincts tell you. Try things your way and see what happens. You’re not here 
to follow a formula—you’re here to grow into someone who knows how to build one when none exists. 

That’s what planners do. 

A Living Book 

This is not a book you finish and forget. It’s a book that lives with you. 

You might come back to a template months later. 
You might reuse a control plan in a new project. 
You might reread a reflection and realize how far you’ve come. 

Let this book grow with you. Let it mark your transformation—from someone who wants to plan, to someone who can. 

Final Advice 

Be curious. 
Be brave enough to not know the answer right away. 
Be willing to reflect—not just on what you’re doing, but on how you’re thinking. 
Be kind to yourself as you learn, revise, and improve. 
Be the kind of planner people trust when the room gets quiet and someone says, “What’s the plan?” 

Because after this book, you’ll know how to answer that. 

This page titled 1.2: How to Use This Book is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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1.3: Overview 

Why This Book Matters 

Planning isn’t just about calendars, spreadsheets, or sticky notes on a wall. 

Planning is about taking responsibility for the future—for shaping what happens next, before it happens. It’s the quiet but 
powerful act of translating uncertainty into structure, and structure into results. 

Project Planning and Control: A Practicum was written to help you do exactly that. 

This book is here to teach you how to plan with clarity, adapt with confidence, and lead with integrity. Whether you’re managing 
a product rollout, organizing a community event, launching a business, or just trying to bring a team together toward a goal—this 
book is for you. 

Because if there’s one thing every successful project has in common, it’s not perfect execution. 
It’s a resilient, realistic, well-communicated plan. 

What You’ll Learn to Do 

This book doesn’t give you answers. It teaches you how to ask the right questions—and how to build the tools you need to 
answer them with courage and clarity. 

By the end, you’ll know how to: 

• Define what a project is actually trying to accomplish—and what it’s not 
• Break down big goals into small, actionable pieces 
• Build a Work Breakdown Structure (WBS) to organize work logically 
• Sequence tasks and uncover dependencies 
• Estimate how long work will take and what resources it needs 
• Develop a workable schedule that respects real-world constraints 
• Build a budget that reflects both ambition and accountability 
• Anticipate risks—and create control plans before problems occur 
• Establish systems for communicating clearly and keeping everyone aligned 
• Integrate your work into a single, cohesive, defendable project plan 

But more than that, you’ll learn how to think like a planner: 

• Strategic, not reactive 
• Curious, not rigid 
• Responsible, not overwhelmed 
• Calm, even when things change 

You’ll gain the ability to bring structure to complexity—and to help others move forward when the path isn’t obvious. 

How the Journey Unfolds 

The book is organized around a series of planning milestones—each one designed to mirror a real-world challenge a planner 
might face. 

You’ll begin with big-picture thinking: 
What are we trying to do? Why? What’s in and what’s out? 

Then you’ll start getting into the details: 
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• How is the work broken up? 
• In what order should it happen? 
• How long will it take, and how much will it cost? 
• What could go wrong? 
• How do we monitor and adapt if it does? 

Each milestone gives you a scenario to solve, a tool to apply, and a reflection to ground your learning. Over time, these 
pieces come together to form your very own professional-grade project plan—something you can take with you beyond the 
pages of this book. 

A Practicum, Not a Textbook 

This isn’t a book you flip through. 
This is a book you work through. 

Every section is designed as a small practicum—a real, hands-on opportunity to practice decision-making, communication, and 
planning under real-world conditions. 

You won’t be asked to memorize definitions. 
You’ll be invited to make choices—and justify them. 

You won’t just look at diagrams. 
You’ll build them, challenge them, and make them work for your own logic. 

You’ll be using real tools, not just reading about them. By the end, you’ll not only understand what makes a plan strong—you’ll 
know how to build one from scratch, revise it under pressure, and stand behind it when others are counting on you. 

Who This Book Is For 

This book is for anyone who has ever been asked: 

• “Can you organize this?” 
• “What’s the timeline?” 
• “Can we afford that?” 
• “What’s the risk?” 
• “What’s the plan?” 

Whether you’re stepping into project work for the first time, sharpening your skills in a leadership role, preparing for certification, 
or building confidence before your next big opportunity—this book gives you not only the technical tools, but the thinking 
frameworks that successful planners rely on. 

And if you’re someone who’s ever looked around and thought, “I want to be the person who brings it all together…” 
this book was made for you. 

The Outcome 

When you finish this book, you won’t just have answers—you’ll have a body of work: 

• A complete, well-reasoned project plan 
• Tools and templates you’ve made your own 
• A toolkit you can bring into interviews, team settings, or leadership roles 
• A deeper trust in your own ability to think, adapt, and guide others forward 

You’ll be someone who knows how to build the plan—not just follow it. 

That’s what this book offers. That’s the journey ahead. 
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1.4: Problem-Based Learning 

A Book That Teaches by Doing 

Project Planning and Control: A Practicum is not written to be read passively. It is designed to be used, worked through, and 
solved. Every chapter, every milestone, every tool is anchored in the principle of Problem-Based Learning (PBL)—a method that 
challenges you to learn by engaging with real-world scenarios, not textbook theory. 

In this book, you are not a reader. 
You are a practitioner in training. 

What Is Problem-Based Learning? 

Problem-Based Learning is a learning model that flips the script: instead of starting with content and ending with application, it 
starts with a realistic problem and challenges you to work toward solutions by applying methods, tools, and reasoning along the 
way. 

This book embraces that model because project planning and control is not learned through passive study. It is learned 
through structured engagement with ambiguity, decision-making under pressure, and reflective problem-solving. 

You won’t be handed step-by-step answers. 
You’ll be guided toward professional thinking. 

How PBL Shapes This Book 

Each milestone you’ll encounter in this book simulates a planning situation a project professional might face. You’ll be asked to: 

• Interpret stakeholder memos and incomplete instructions 
• Plan deliverables based on evolving assumptions 
• Break down work, estimate time and cost, and justify your logic 
• Anticipate risks and embed control measures 
• Assemble your outputs into executive-quality documents 

Instead of “studying” concepts, you’ll apply them inside a decision-making context. Every milestone requires you to think, 
structure, justify, and communicate like a practitioner would in the field. 

Why This Matters for Project Planners 

Because this is what real planning looks like. 

In practice, you are rarely given neat project inputs. You must: 

• Translate messy ideas into structured timelines 
• Balance competing constraints—scope, time, budget, quality 
• Communicate your plan to people with different priorities 
• Respond to risks and changes without losing control 

Problem-Based Learning prepares you for this reality. 
It gives you more than knowledge—it builds readiness. 

The Role of the Reader 

To get the most out of this book, you must shift from student to planner: 
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• Think critically about each planning decision 
• Use the tools, but don’t be ruled by them 
• Reflect on how and why you make choices 
• Iterate and improve—not just to get it “right,” but to get it real 

You will not just complete tasks—you will craft plans that hold together under scrutiny. And by the end of the book, you’ll have 
developed the mindset, methods, and materials to step confidently into planning roles with clarity and structure. 

A Rehearsal for the Real World 

This book is your project planning rehearsal space. The problems are authentic. The structure is professional. The thinking is 
yours. 

You won’t finish it by memorizing. 
You’ll finish it by doing. 

This page titled 1.4: Problem-Based Learning is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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1.5: Your Role 

Project Team Member's Role 

You are not just reading this book. 

You are stepping into a role—one with real responsibility, decision-making power, and professional expectations. 

From this point forward, you are no longer a passive learner. 
You are a project team member—embedded in a dynamic, evolving initiative that needs your planning expertise to succeed. 

This book is your training ground. But unlike traditional training, there’s no script to follow, no step-by-step answer key. Instead, 
there is trust: trust that you can think strategically, make judgment calls, and improve with every planning decision you make. 

A Different Kind of Learning 

In this practicum, the work is not hypothetical. The scenarios are realistic, the problems are layered, and the outcomes are up to 
you. 

You’ll be asked to take on functional roles throughout this book. At different moments, you may act as: 

• Project Manager – guiding the big picture, balancing scope, schedule, and resources 
• Analyst – breaking down data, estimating timelines and budgets, catching blind spots 
• Presenter – explaining planning logic to decision-makers and stakeholders 
• Risk Lead – identifying threats and designing early responses 
• Planner – stitching it all together into a clear, confident, workable plan 

You may not have these titles on your résumé yet. That’s okay. 
What matters here is that you begin to think and work like someone who holds those roles—because that’s exactly how you 
grow into them. 

This Is Your Project Now 

This is the mindset shift that makes all the difference: 

You are not “doing a project.” 
You are responsible for the plan that others will follow. 

That means: 

• Making decisions, not waiting for directions 
• Defining assumptions, not guessing at answers 
• Structuring work, not reacting to chaos 
• Communicating clearly, even when details are messy 
• Learning from results, not fearing imperfection 

You don’t need to know everything right away. But you do need to show up like someone who’s ready to lead—because you 
are. 

Confidence Comes from Ownership 

The people who grow most through this book are the ones who take ownership of every part of the process. 
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They treat each tool not just as a template, but as a thinking framework. 
They take the scenarios seriously—asking: What would I do if this were real? 
They practice clarity and realism—not just completing work, but building something that could be used in a real planning meeting. 

And most importantly, they don’t wait to be told what to do. They decide what to do, and then reflect, adjust, and do it better the 
next time. 

That’s how confidence is built—not by knowing all the answers, but by becoming the kind of person who can figure things out 
when the pressure is on. 

You’re Becoming a Planner 

That’s what this book is really about: helping you become someone who doesn’t just understand how projects work, but someone 
who knows how to make them work. 

You’ll leave this book with: 

• A real, defensible project plan 
• Tools and templates that you can use again 
• A stronger voice in team settings 
• A sharper sense of structure, accountability, and progress 
• And a quiet confidence that says: I know how to lead through planning. 

You’ll become someone who others look to when things need to get organized, clarified, and done right. 

The Road Ahead 

Some chapters will feel exciting. Others may feel messy, uncertain, or even a little overwhelming. That’s by design. That’s what 
real planning feels like. But you won’t be alone. You’ll have guidance, examples, tools—and the full experience of working 
through it like a pro. 

So take a breath. Step into the role. 
Own your place on the team. This project needs you. 

Let’s get to work. 

This page titled 1.5: Your Role is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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1.6: Tools and Resources 

Tools You will be Using 

This book doesn’t just give you instructions—it gives you tools. Real tools. The kind that professionals use to organize chaos, 
manage expectations, prevent failure, and deliver results. These are your planning instruments—a toolkit you’ll build fluency with 
as you progress through each milestone. 

They are not just for practice. They are designed to be used again and again in future projects, jobs, or entrepreneurial work. 

What’s in Your Toolkit? 

Over the course of this practicum, you’ll be introduced to a full range of customizable templates and supporting guides. Each tool 
is connected directly to a planning milestone and mirrors what actual project planners create in the field. 

Here’s a snapshot of what’s available: 

• Work Breakdown Structure (WBS) Template – Break large deliverables into manageable, trackable work packages 
• Schedule Planning Sheets – Lay out task durations, dependencies, and sequencing to create Gantt-style schedules 
• Cost Estimation Model – Estimate labor, material, and overhead costs tied to your WBS 
• Budget Tracker – Monitor baseline versus actual costs across project phases 
• Risk Register – Identify, categorize, and plan responses for high-impact project risks 
• Control Plan Matrix – Define how scope, schedule, cost, and quality will be monitored and adjusted 
• Communication Map – Align stakeholders, define reporting flows, and set up review structures 
• Executive Brief Templates – Present your plan clearly and concisely for decision-maker consumption 
• Submission Checklists – Review quality, completeness, and alignment before turning in work 

You’ll also have access to: 

• Sample filled-out versions (so you’re never guessing) 
• Tips and Traps for each tool (highlighting common mistakes and smart strategies) 
• Visual examples where appropriate to reinforce structure and clarity 

When and How to Use Them 

Each milestone in this book will guide you to specific tools at the moment you need them. You don’t have to memorize what to 
use when—the Plan of Attack in every chapter will make it clear. 

You’ll typically go through the following rhythm: 

1. Read the scenario and challenge 
2. Consult the Plan of Attack to see which tool(s) you need 
3. Download and adapt the tool to fit the situation 
4. Complete the tool as a working document, not a form 
5. Reflect on your process in the debrief section 
6. Submit or compile the tool as part of your milestone deliverable 

Adaptability is the Goal 

These templates are not rigid checklists. They are living documents—starting points for your own thought process. 

You are encouraged to: 

• Modify column labels to match your project language 
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• Add sections if your project calls for more detail 
• Remove pieces that don’t apply 
• Insert logic or assumptions to explain your reasoning 
• Reuse and repurpose them in other work or classes 

In short: treat each tool as if it were handed to you by a senior project manager and you were expected to make it your own. 

Build Your Personal Toolkit 

As you move through this practicum, you’ll gradually assemble a complete planning toolkit—customized with your thinking, your 
formatting, your project fingerprints. 

By the end, you’ll walk away with: 

• A full set of planning artifacts you created from scratch 
• Real-world templates you can reuse in future roles 
• A planning style that’s informed, flexible, and professional 

Don’t just use the tools. Grow with them. Own them. Make them part of how you lead. 

This page titled 1.6: Tools and Resources is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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1.7: Grading and Assessment Overview 

How Your Progress Will Be Measured 

Let’s be honest: most of us have been shaped by systems where grading means right answers, fast recall, or flawless execution. 

This book doesn’t work that way. 
And neither does real project planning. 

In real life, no one gives you a multiple-choice test on how to plan a rollout, build a schedule, or fix a budget when things go 
sideways. 
You’re judged by something far more real: 

• Can your work be used? 
• Can your plan be trusted? 
• Can your team rely on you? 
• Can you reflect, revise, and keep improving? 

That’s what this practicum will assess—and support. 

What You’re Being Graded On (and Why) 

Every milestone you complete is evaluated based on three interconnected dimensions: 

The Work You Produce 

Your deliverables—plans, estimates, breakdowns, risk logs, schedules—will be assessed for: 

• Clarity – Is it easy to understand and follow? 
• Completeness – Have you addressed all key elements of the milestone? 
• Logic – Do your choices make sense based on the scenario and assumptions? 
• Professionalism – Would you feel confident submitting this to a manager or stakeholder? 

Planning is communication. The more clearly and responsibly your plan communicates, the more it supports action—and earns 
trust. 

How You Work With Others (if done in teams) 

Projects rarely succeed because one person did everything alone. They succeed because people show up, stay accountable, 
and adapt together. 

Your team process may be assessed through: 

• Peer feedback 
• Team reflections 
• Shared tools (like planning guides or charters) 
• Your ability to manage roles, schedules, and communication dynamics 

No one expects perfect collaboration. But growth-minded, respectful, reliable team behavior? That’s gold. And we watch for it. 

How You Reflect and Grow 

This might be the most important part. 

18 (1.7.1)



After each milestone, you’ll reflect on what you learned—about the tools, the process, the project, and yourself. 

You’ll ask: 

• What went well? 
• What could I have done differently? 
• What did I learn about how I think? 
• How will I apply this next time? 

These reflections show us (and more importantly, show you) that learning is happening—not just at the surface, but below it. 

Growth is not about getting it all right the first time. 
It’s about paying attention, making adjustments, and getting better with every round. 

What Tools Will Be Used to Support You 

You won’t be graded in the dark. Each milestone includes: 

• Checklists – so you know exactly what to include 
• Rubrics – transparent criteria that show what good work looks like 
• Feedback frameworks – to help guide peer or instructor feedback 
• Reflection prompts – not just about what you did, but how you’re growing as a planner 

These tools aren’t here to trap you. They’re here to support your progress—to help you deliver work you can be proud of, and to 
give you language for explaining your own growth. 

The Emphasis: Progress, Not Perfection 

No one is expecting you to become a project management wizard overnight. What we’re watching for—and what matters most—is: 

• Are you thinking critically? 
• Are you making choices intentionally? 
• Are you communicating responsibly? 
• Are you growing with each milestone? 

This is a practicum. A rehearsal. A proving ground. 
You are allowed to take risks, test your thinking, and get better as you go. 

Grades in this context are simply snapshots of your evolution as a planner—markers of progress, not judgments of ability. 

A Final Word 

In many ways, the real reward of this book is not a grade—it’s the toolkit you walk away with, the clarity you build, the confidence 
you earn, and the ability to say: 

“Yes. I know how to create a plan that works.” 

So show up. Think hard. Take feedback. Reflect often. 
And trust that your growth—as a planner and as a professional—is the most important outcome of all. 

This page titled 1.7: Grading and Assessment Overview is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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1.8: Collaboration and Integrity 

This page titled 1.8: Collaboration and Integrity is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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1.9: Problem-Based Learning Student Guide 

Problem-Based Learning Student Guide 

Your Internal Compass 

Welcome. You’re about to begin a journey that will not always be linear, clear, or predictable—and that’s entirely the point. 

This book is built on a method called Problem-Based Learning (PBL), which is very different from what many of us grew up with 
in school. There are no multiple-choice answers. No fill-in-the-blanks. No tidy answer keys. 

Instead, there are realistic challenges, imperfect information, and decisions to make—just like in the working world. And at 
the center of all of it is you. 

This guide is here to help you understand what to expect, trust your own process, and grow through uncertainty. 

The Mindset That Matters 

Succeeding in a PBL practicum doesn’t require perfection. 
It requires a shift in mindset—from being someone who asks “What’s the answer?” to someone who asks: 

“What’s the best way forward, based on what I know right now?” 

You will learn to: 

• Think critically, even when the path isn’t obvious 
• Make thoughtful assumptions when details are missing 
• Justify your planning decisions, not just complete tasks 
• Adapt when your original plan doesn’t hold up 
• Reflect when things feel messy—and recognize that growth often starts there 

You’re not just building project plans here. 
You’re building professional muscle. 

When Things Feel Uncertain (and They Will) 

There will be moments in this practicum when you feel stuck. When the scenario feels too open-ended, the instructions feel vague, 
or the deliverable feels bigger than your current confidence. 

That’s not a problem. 
That’s the process working exactly as it should. 

In real projects, you will rarely get crystal-clear direction. People will look to you to structure the work, clarify the path, and move 
forward despite ambiguity. 

PBL prepares you for those moments by giving you the chance to practice them in a low-risk space. So when things feel foggy: 

• Take a breath. 
• Start with what you do know. 
• Make a first version. 
• Walk through your logic out loud or with a partner. 
• Get feedback. 
• Reflect. 
• Revise. 
• Keep going. 
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Planning is a series of imperfect drafts—refined again and again until they work. You’re not expected to get it “right.” You’re 
expected to engage, reflect, and improve. 

What Progress Looks Like Here 

In traditional learning, progress is often measured by getting answers right the first time. 
In PBL, progress is measured by how deeply you think, how well you adapt, and how honestly you reflect. 

You’ll know you’re progressing when: 

• You stop waiting for “the correct template” and start adjusting one to fit your logic 
• You ask better, sharper questions—of yourself and others 
• You begin to notice risks, inconsistencies, or assumptions in project scenarios 
• You feel confident explaining why you made a certain decision 
• You take feedback less personally, and more as fuel for growth 
• You begin thinking like a planner, even outside the book 

Progress might feel slow at first. That’s okay. You’re building something bigger than memory. 
You’re building judgment. 

How to Move Through the Book Like a Pro 

To succeed in this practicum, think like a project leader: 

• Use the tools – They’re here to help you think and decide. Don’t treat them like forms—treat them like frameworks. 
• Follow the Plan of Attack – Every milestone includes step-by-step guidance. Use it, adapt it, make it work for you. 
• Be real in your reflections – Growth comes from honesty, not perfection. 
• Ask for help – No planner succeeds alone. Talk it out with a teammate, mentor, or peer. 
• Keep your work messy before it’s clean – All great plans start as scribbles and scratch notes. 
• Don’t wait to feel ready – Start, even if it’s ugly. You’ll learn more in motion than in hesitation. 

You Are Not Alone 

Every planner, at some point, has asked: 

• Am I doing this right? 
• What if this doesn’t work? 
• What if I’m missing something? 

Those are not signs of failure. They’re signs of engagement. They mean you care about doing thoughtful work—and that’s exactly 
what this book is trying to grow in you. 

This is your space to explore, question, and build the kind of planning mindset that doesn’t fall apart under pressure—but rises 
to meet it. 

Final Thought 

Problem-Based Learning is not about learning how to be perfect. 
It’s about learning how to show up professionally when things are imperfect. 

So when the milestone feels hard, the scenario feels open-ended, or the tools feel unfamiliar—pause and remind yourself: 

You’re not falling behind. 
You’re becoming. 

Let that be your compass. 
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This page titled 1.9: Problem-Based Learning Student Guide is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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1.10: Overview of C-Bay Inc. 

Welcome to the Project 

You’ve just been hired—on paper, at least. 

You’re stepping into the role of a planning consultant working alongside internal teams at C-Bay Inc., a fast-growing online real 
estate auction platform that’s experiencing exciting—but chaotic—growth. 

You’re not here to fill out worksheets. 
You’re here to help them scale, structure their expansion, and ensure their projects don’t just launch—but land successfully. 

What Is C-Bay? 

C-Bay is a technology-driven company at the intersection of real estate, online marketplaces, and digital transformation. 
Its core offering is an online property auction platform that allows buyers and sellers to interact in real time, across both 
residential and commercial sectors. 

But C-Bay isn’t just digitizing real estate transactions—it’s reimagining how property is discovered, valued, and exchanged. 

Think of it like this: 

• eBay for real estate, but with secure escrow services, pre-approved financing partnerships, digital walkthroughs, and AI-
powered property matching. 

• Buyers can view, bid, and close—all online. 
• Sellers can list, verify documents, and monitor interest—with full analytics. 

The company began as a niche listing tool for foreclosed homes but quickly evolved into a multi-region auction platform now 
operating in 17 states—and counting. 

Why They Need You 

Rapid growth brings big opportunities—but also serious challenges. 

C-Bay’s leadership team is ambitious and highly entrepreneurial. But their internal systems, workflows, and planning 
processes haven’t caught up with their vision. Projects are getting started without clear scope. Budget overruns are becoming 
common. Schedules are sliding. Cross-team communication is fraying under pressure. 

They’ve brought you in not just to create “pretty plans,” but to: 

• Bring structure to the chaos 
• Set clear baselines and expectations 
• Build plans people can actually follow 
• Help their teams scale without breaking 

In short: you’ve been invited inside a company where everyone is running fast—but not always together. 

They need someone who can help lead through planning—not by controlling everything, but by creating clarity and flow. 

C-Bay’s Business Model at a Glance 

Core Offering: 
Online auction platform for residential and commercial properties. 
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Revenue Streams: 

• Seller listing fees (tiered by region and property type) 
• Premium buyer subscriptions (early access to auctions, concierge bidding) 
• Affiliate financing partnerships 
• Closing and escrow service commissions 
• Market analytics reports and pricing tools 

Key Stakeholders You’ll Encounter: 

• Product Managers (launching new tools or markets) 
• Operations Leads (managing regional logistics and legal compliance) 
• Data and Analytics Teams (building valuation and risk algorithms) 
• Customer Success and Legal (ensuring buyer/seller protection and trust) 
• Executive Team (fundraising, market expansion, investor reporting) 

Your job will be to coordinate across functions, align expectations, and ensure that planning artifacts—WBS charts, schedules, 
budgets, risk plans, and communication structures—are solid, scalable, and aligned. 

Organizational Structure (Simplified) 

• CEO – Big-picture visionary and founder; ambitious, time-poor 
• COO – Focused on logistics, systems, and performance metrics 
• Head of Product – Manages platform feature development and market customization 
• Director of Expansion – Responsible for entering new regions 
• Project Teams – Cross-functional pods formed around launches, updates, or initiatives 
• External Partners – Financing, legal, appraisal, inspection, tech vendors 

You’ll be working closely with internal teams but may also be asked to coordinate with external stakeholders in your planning 
documents and control plans. 

Your Impact 

As a planning consultant embedded in C-Bay’s operational heart, your job is not just to deliver documents. Your job is to ask the 
right questions, spot the blind spots, and bring projects into alignment. 

You will: 

• Structure project scopes that don’t drift 
• Build schedules that account for real-world constraints 
• Create budgets that align with actual cost drivers 
• Embed control mechanisms that alert teams before it’s too late 
• Design planning frameworks that others can reuse long after you’re gone 

Your success will be measured not just in files—but in flow: 
Are teams more aligned? 
Are delays and budget surprises reduced? 
Is leadership more confident in the path ahead? 

That’s the real value of your role. 

A Final Thought 

C-Bay Inc. is fictional—but everything about its challenges is real. 

These are the same pressures startups, nonprofits, global firms, and public agencies face every day. And your ability to step into 
this world, make sense of the mess, and bring clarity is what makes you more than a student. 
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It makes you a planner. 

Welcome to the team. 

This page titled 1.10: Overview of C-Bay Inc. is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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1.11: Forming Teams for the Practicum 

How to Build a Team That Actually Works 

Every great project plan needs more than one brain behind it. Whether you’re solving problems, creating schedules, or writing risk 
plans, you’ll quickly discover: planning is a team effort. The quality of your outcomes will be shaped not just by individual skill—but 
by how well your team functions. 

This section is your starter kit for becoming a team that feels real, works well, and enjoys building together. 

Why Team Structure Matters 

In the real world, teams are everywhere—cross-functional product pods, strategy task forces, launch teams, change committees. 
Most teams don’t struggle because they lack talent, but because they never establish clear expectations, clear communication, or 
shared ownership from the beginning. 

This section will show you how to: 

• Form your team intentionally 
• Assign roles strategically 
• Build realistic schedules and agreements 
• Track your planning process as a team—not just a collection of individuals 
• Reflect and adjust together 

Think of this as your onboarding moment as a consulting group. Treat it with care, and it will save you from confusion and 
frustration later. 

Step 1: Choose with Intention 

• Team size: 3–5 people is ideal 
• Team goal: Balance skillsets, communication styles, and availability 

Forming your team isn’t just about who you like working with—it’s about building a functional, high-trust planning unit. 

When forming your team, discuss: 

• What kind of projects each person has worked on before 
• How each person communicates best 
• Availability outside of sessions 
• Roles each person feels most confident or curious about 
• Values in a team dynamic (clarity, flexibility, humor, structure, etc.) 

Don’t skip this step. It builds psychological safety and sets the tone for everything to come. 

Step 2: Assign Roles (And Let Them Evolve) 

Early on, divide up functional responsibilities—but stay flexible. Roles may shift based on workload, interest, or skill development. 

Common roles include: 

• Project Lead – Keeps track of timelines, decisions, and deliverables 
• Scope Analyst – Defines deliverables and creates the WBS 
• Schedule & Budget Lead – Estimates time, resources, and builds the timeline and cost model 
• Risk & Control Lead – Identifies risks, builds control plans, and suggests early warnings 
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• Communication Coordinator – Manages meeting summaries, stakeholder briefs, and file organization 

Use the Role Assignment Worksheet to start the conversation. Be honest, be kind, and be willing to trade hats as needed. 

Step 3: Use the Project Process Planning Sheet 

This document helps you: 

• Agree on deliverables and ownership 
• Set internal deadlines before real deadlines 
• Define how you’ll meet, communicate, and track progress 
• Plan ahead for heavy weeks or scheduling gaps 
• Keep collaboration transparent 

Complete it before your first major milestone. Treat it as a working document. 

Step 4: Set Your Team Norms 

How you work together matters as much as what you produce. Create small agreements to keep teams healthy: 

• How often you will meet 
• How you will communicate outside meetings 
• Policies for missed deadlines or late arrivals 
• Feedback methods 
• How you will celebrate wins 

Write them down, post them in your team folder, and refer to them regularly. 

Step 5: Stay Organized 

Project chaos comes from messy files, missing communication, and unclear expectations. Protect your team by: 

• Using shared folders with clear labels 
• Keeping versions labeled (v1, v2, FINAL) 
• Using a tracker or checklist for assignments 
• Assigning one person to compile documents before submission 

Step 6: Reflect, Adjust, and Support Each Other 

No team runs perfectly. The goal is to talk about problems, adjust, and keep moving. 

Use milestone reflection prompts to discuss: 

• What worked 
• Where you struggled 
• Whether deadlines were met 
• What to try differently next time 

A Final Word 

You don’t have to be best friends to be a great team. You need shared goals, clear roles, mutual respect, and a commitment 
to growth. Done right, your team will move from a group of individuals to a coordinated planning unit that thinks, moves, and 
improves together—just like real consulting teams. 

This page titled 1.11: Forming Teams for the Practicum is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 
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1.12: Project Management Basics 

A Gentle Entry into the Discipline of Project Thinking 

Before you build a Work Breakdown Structure… 
Before you calculate task durations, build Gantt charts, or talk about critical paths… 
It helps to step back and ask a simple but powerful question: 

What exactly is a project? 
And what makes someone a project manager? 

In this section, we’ll explore the essential building blocks of project management—the core language, structures, and concepts 
that form the foundation of everything else in this practicum. Whether you’re brand new to the field or just brushing up, this 
chapter is designed to be your on-ramp into the world of project work. 

What Is a Project? 

According to the Project Management Institute (PMI), a project is: 

“A temporary endeavor undertaken to create a unique product, service, or result.” 

Let’s break that down: 

• Temporary means it has a clear beginning and end. It’s not ongoing operations. 
• Unique means the outcome hasn’t been created exactly like this before—it’s not routine. 
• Product, service, or result means something meaningful gets delivered in the end. 

Examples of real-world projects: 

• Building a mobile app 
• Planning a fundraiser 
• Launching a new sales process 
• Designing and rolling out an employee training program 
• Writing and publishing this very book 

What matters is that a project has: 

• A goal 
• A team (even a team of one) 
• A deadline 
• A budget or constraints 
• Stakeholders (people who care about the outcome) 

Who Is the Project Manager? 

In formal roles, a Project Manager (PM) is the person responsible for leading the team, managing the plan, and delivering the 
result on time and within scope. 

But you don’t need a title to be a project manager. 
Any time you are coordinating tasks, timelines, expectations, or communication across people and parts—you are managing a 
project. 

In this practicum, that person is you. 

You will play the role of a project planner and strategist, helping teams make informed decisions, track progress, and avoid costly 
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surprises. Even if you’re not leading the whole team, your planning will shape how the work unfolds. 

Core Concepts You Need to Know 

Here are the pillars of project management that you’ll encounter throughout this book:📌 Scope 📌

The scope defines what’s in the project—and what’s not. 

It includes: 

• Deliverables (what will be produced) 
• Boundaries (what’s included or excluded) 
• Objectives (what success looks like) 

Unclear scope is one of the top causes of project failure. If no one knows exactly what the project is supposed to achieve, it 
becomes impossible to schedule or budget properly. 

In this practicum, you’ll learn how to define, document, and protect scope using real tools like Scope Statements and WBS charts. 

Stakeholders 

Stakeholders are anyone affected by or invested in your project—positively or negatively. 

Types of stakeholders: 

• Customers or users 
• Project sponsors or funders 
• Team members 
• Legal or compliance officers 
• Executives 
• Vendors or partners 

Each stakeholder has different priorities, expectations, and constraints. Part of your job is learning how to balance these voices 
and create plans that respect competing needs. 

Throughout the book, you’ll practice building communication plans, stakeholder maps, and executive summaries. 

Project Phases (The Lifecycle) 

While every project is unique, most follow a similar phased lifecycle. In PMI’s PMBOK® Guide (Project Management Body of 
Knowledge), these are broken down into five process groups: 

1. Initiation – Defining the need, scope, and stakeholders. 
2. Planning – Mapping out the work, resources, budget, and risks. 
3. Execution – Doing the work and managing the team. 
4. Monitoring & Controlling – Tracking progress and adjusting plans. 
5. Closing – Wrapping up, capturing lessons, and delivering results. 

This book focuses heavily on the Planning and Monitoring/Controlling phases—because that’s where project structure is born 
and refined. 

Each milestone corresponds to one of these phases, helping you practice each piece in order. 

The Project Charter 

One of the most important early documents in any project is the Project Charter. 
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Think of the charter as the project’s birth certificate—a brief but official document that authorizes the project to begin. 

A charter typically includes: 

• Project name and sponsor 
• Problem statement or need 
• Scope overview 
• High-level timeline and budget 
• Major milestones 
• Key stakeholders 
• Assumptions and constraints 
• Success criteria 

It answers the question: What are we doing, why, and who says so? 

In this practicum, you’ll often begin your planning with a memo that acts as a simplified version of a Project Charter—defining 
your challenge and role. 

The Iron Triangle: Scope, Time, and Cost 

Every project is constrained by three interlocking variables: 

• Scope – What you’re delivering 
• Time – How long it will take 
• Cost – How much it will require 

Change one, and the others shift. 

Example: 

• Increase the scope → you’ll likely need more time or money 
• Cut the budget → you might need to reduce scope or extend the timeline 

Balancing these trade-offs is one of the hardest and most important jobs of any project planner. 

You’ll experience these tensions first-hand as you work through milestones involving estimation, risk, and change control. 

Foundational Readings (Optional but Valuable) 

If you’re curious about going deeper into the world of professional project management, here are a few trusted resources: 

• PMBOK® Guide – A Guide to the Project Management Body of Knowledge 
◦ (Project Management Institute) 

• The gold standard for certified professionals. Dense but comprehensive. 
◦ Making Things Happen by Scott Berkun 

• A smart, human, and accessible read on the messy reality of running projects. 
◦ Scrum: The Art of Doing Twice the Work in Half the Time by Jeff Sutherland 

• Great introduction to agile planning frameworks in fast-moving teams. 
◦ The Lean Startup by Eric Ries 
◦ Especially useful if you’re interested in planning for innovation or uncertainty. 

You don’t need to read any of these before starting this book—but they can help you connect your learning to broader frameworks 
and industry practices. 

A Final Word 

Project management is not about control. It’s about clarity. 
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It’s not about perfection. It’s about communication and course correction. 
It’s not about knowing everything. It’s about making decisions with what you know now—and improving from there. 

This practicum gives you the space to practice that mindset, using real tools, grounded in real-world logic, all within the safety of 
structured support. 

You’re not just learning to manage projects. 
You’re learning to think like a planner. 
And that changes everything. 

This page titled 1.12: Project Management Basics is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 
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2: STRUCTURING SCOPE- PROJECT CHARTER AND STAKEHOLDER 
ALIGNMENT 

2.1: Milestone 1 - Introduction 

2.2: Scenario Building 

2.3: Plan of Attack 

2.4: What You Will Submit 

2.5: Submission Checklist 

2.6: Reflection and Debrief Questions 

2.7: Instructor Notes and Grading Rubric 

2.8: Wrapping Up Milestone 

2.9: Techniques and Tools for Writing a Project Charter 
2.9.1: Techniques and Tools for writing a Project Charter 

2.9.2: How to Write a Project Charter That Aligns and Authorizes 

2.9.3: Stakeholder Role Mapping- The Planning Leader’s First Reality Check 

2.9.4: Defining Success Before the Work Begins 

2.9.5: Constraint Framing- How to Set Boundaries That Guide Decisions 

2.9.6: Surfacing Risks and Assumptions Early 

2.9.7: Scoping at the Right Level- What’s In, What’s Out, and Why It Matters 

2.9.8: Writing Like a Consultant- Tone, Structure, and Strategic Language 

2.9.9: Applying C-Bay’s Six Best Practices in Real Planning Work 

2.9.10: Charter as a Governance Tool 

This page titled 2: Structuring Scope- Project Charter and Stakeholder Alignment is shared under a CC BY 4.0 license and was authored, 
remixed, and/or curated by Sukhjit "Bob" Singh. 
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2.1: Milestone 1 - Introduction 

Introduction to the Milestone 

Every project has a moment of origin. In the world of professional project planning, that moment is marked by the Project 
Charter—a formal document that brings together purpose, scope, constraints, success definitions, and stakeholder expectations 
into a unified, aligned, and approved starting point. 

In this first milestone, you will be asked to step into the role of a planning consultant at C-Bay Inc., a company known for designing 
scalable, intelligent project strategies across sectors such as healthcare, education, and public services. 

C-Bay has just taken on a new client: the University College of Medical Sciences (UCMS). UCMS is in the early stages of a 
major systems transformation effort. With over 200 students in MD, MD/PhD, and medical specialty programs—and a curriculum 
that spans clinical rotations, academic coursework, and national regulatory reporting requirements—UCMS has outgrown its 
patchwork of spreadsheets, paper-based systems, and siloed communication practices. 

They are now asking C-Bay to help architect a modern, digital University Curriculum Management System (UCMS) that can meet 
their growing complexity with clarity, compliance, and coordination. But before design begins, before technical requirements are 
converted into workflows, and before any project team starts building—UCMS leadership wants alignment. They want to know: 

• What is this project supposed to do? 
• What exactly will be planned or proposed during this first phase? 
• Who is making decisions, and what will success look like? 
• What risks do we need to be honest about? 
• What constraints must be respected? 

That is your job. 

You’ve been assigned to produce a Project Charter that reflects this moment of strategic planning. This is not just an academic 
task—it is a realistic simulation of what consulting planners do at the start of nearly every project. It requires thoughtfulness, 
structure, and precision. Most importantly, it requires leadership. 

The Real Role You’re Playing 

In this milestone, you are acting as a planning lead, not just a student. You have been hired by C-Bay and assigned to a client 
account. Your role is to engage with internal documents, analyze stakeholder needs, apply best practices, and create a charter 
that gives this project shape and direction. 

You’re not being asked to make up fictional plans—you’ve been provided with real constraints and real stakeholder roles (in the 
form of a stakeholder memo and requirements document). You’re being asked to make sense of ambiguity, frame the work that 
lies ahead, and earn the trust of client decision-makers. 

Your document will be read and reviewed by three individuals: 

• The Dean of Admissions at UCMS 
• The Chief Information Officer (CIO) at UCMS 
• The Director of C-Bay’s PMO 

They expect a charter that defines intent, scope, constraints, risks, stakeholder roles, and high-level deliverables. Your charter will 
not be accepted if it merely fills in a template. It must reflect insight, clarity, and alignment. 

What You’ll Be Practicing 

This milestone teaches more than how to write a document. It introduces the mindsets and professional behaviors required to 
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function as a real-world project planner. Through this milestone, you’ll develop the following core capabilities: 

• Strategic Framing – Translate scattered information into a coherent, structured starting point for planning. 
• Stakeholder Awareness – Map influence, understanding who is involved and how they participate in decision-making. 
• Constraint Prioritization – Identify and rank what cannot be compromised and communicate those realities clearly. 
• Success Definition – Define measurable outcomes, asking “What must be true for this project to be considered successful?” 
• Risk Identification – Surface risks and assumptions early to avoid common project failures. 
• Professional Writing – Produce clear, concise, well-formatted client-ready documents. 

What You Will Create 

By the end of this milestone, you will submit a complete Project Charter that includes the following sections: 

• Title Page and Header Information – Project title, author, version number, date 
• Purpose and Objective – Why this work is needed, from UCMS’s perspective 
• Business Context and Alignment – How the effort aligns with UCMS’s mission, constraints, and readiness for change 
• Scope Overview – What is being planned and what is not 
• Constraints – Ranked list of key project constraints and tradeoffs 
• Success Criteria – 3–5 measurable conditions defining a successful planning phase 
• Stakeholder Table – Names and roles of key decision-makers 
• Risks and Assumptions – Early uncertainties or boundary conditions 
• Major Deliverables and Timeline – Forecast of outputs and checkpoints for the planning phase 
• Approval Section – Sponsor names, signatures, and dates 

Your charter will be reviewed by your instructor and, optionally, by peers. It must be professionally formatted, written in precise 
language, and demonstrate C-Bay’s internal planning best practices. 

Summary 

This milestone is your first formal act of project planning leadership. It will test your ability to read carefully, write clearly, think 
strategically, and frame work that does not yet exist. 

It’s not about pretending to be a project manager—it’s about learning to act like one when it counts most, before the work even 
begins. This is how real projects start, and this is where your journey begins. 

This page titled 2.1: Milestone 1 - Introduction is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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2.2: Scenario Building 

Milestone 1 – Structuring Scope: Project Charter and Stakeholder 
Alignment 

Tool Applied: Project Charter Development 
Final Output: Reviewed and Approved Project Charter for UCMS 

Scenario Briefing 

Helping the University College of Medical Sciences Take the First Step Toward Transformation 
Imagine you’ve just stepped into a consulting engagement where the stakes are both high and human. 

C-Bay Inc., your firm, is known for helping organizations bring structure to ambitious ideas. As a member of the Software Project 
Management Services (SPMS) team, you’ve been trusted to lead early planning for a deeply meaningful project: helping University 
College of Medical Sciences (UCMS) modernize the way it manages and delivers curriculum. 

Right now, UCMS handles everything manually. Course outlines, rotation schedules, student records, faculty feedback, 
accreditation data—it’s all scattered across paper, spreadsheets, and disconnected systems. They know this isn’t sustainable. 
Compliance risks are growing. Reporting is a nightmare. And faculty and students alike are frustrated by inefficiencies. 

UCMS has decided it's time for a change. And their first step is turning to C-Bay for help. 

Why You’re Here 

UCMS has asked C-Bay to provide end-to-end project planning support for a new digital platform they want to build: the University 
Curriculum Management System (UCMS). This future system will help them track courses, schedules, students, faculty, and 
more—with a focus on transparency, compliance (including HIPAA and privacy standards), and adaptability across departments 
and years. 

Before any software is written, designed, or even sketched out, UCMS leadership has asked for something foundational: 

• A Project Charter that defines the project clearly, aligns all stakeholders, and gives C-Bay the go-ahead to proceed into 
planning. 

And that’s where you come in. 

Your Role 

You are the designated planning lead from C-Bay assigned to this engagement. 

Your task in this milestone is to create the official Project Charter that will guide this work from the very beginning. The document 
you create will be reviewed by multiple stakeholders and must clearly articulate: 

• What this project is and why it matters 
• Who the decision-makers are 
• What success will look like 
• What constraints must be respected (budget, time, quality, scope) 
• What risks are already on the horizon 
• How C-Bay will begin moving the project forward 

This is not just a student exercise. This is a rehearsal for the real-world work you’ll do again and again in your professional career. 
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Once approved, your charter will give C-Bay the authority and clarity needed to transition into detailed planning. 

Meet the Stakeholders 

The Project Charter must be approved by three key individuals: 

• Dr. Alok Varun – Dean of Admission, UCMS 
• Dr. Alex Serman – Chief Information Officer (CIO), UCMS 
• Dr. Wendy Sheen – Director of PMO, C-Bay Inc. (PMP Certified) 

These are real professionals (played by your instructional team or instructors) with real questions, concerns, and expectations. 
Your charter is your chance to show them that you understand the mission—and that you’re ready to lead it forward. 

What You’ve Been Given 

You’ve received an internal memo from C-Bay’s Director of PMO outlining the request and the expectations for your first 
deliverable. You’ve also been given access to UCMS’s initial scope document, which includes background context, constraints, 
and approval pathways. 

Download the UCMS Request Document: UCMS_Requirements.docx 

This document is your anchor. It gives you the customer voice, the sponsor’s ask, and a rough idea of the scope. But it’s up to you 
to turn this into a structured, strategic planning document that can speak to diverse stakeholders. 

How to Think About the Task 

This isn’t just paperwork—it’s trustwork. 

The Project Charter is your way of showing: 

• You understand the business context 
• You’re ready to engage with real constraints 
• You can write clearly and purposefully for professional audiences 
• You are capable of seeing the big picture while establishing concrete next steps 

Where to Go From Here 

Your next step is to begin crafting the Project Charter with a clear plan and professional tone. This is your first major deliverable 
for the practicum—and it sets the tone for everything that follows. 

Once submitted and approved, your work will become part of C-Bay’s official engagement with UCMS. And you’ll move on to the 
detailed planning phases that follow—scheduling, risk modeling, estimation, and more. 

But none of that can happen until you take the first step: 

• Define the project clearly. 
• Align the stakeholders. 
• Frame the opportunity. 
• Lead the way. 

This page titled 2.2: Scenario Building is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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2.3: Plan of Attack 

Plan of Attack – Milestone 1 

Title: Structuring Scope – Creating a Project Charter for UCMS 
Primary Deliverable: Project Charter (client-ready, C-Bay standard) 
Client: University College of Medical Sciences (UCMS) 
Consulting Firm: C-Bay Inc. – Software Project Management Services (SPMS) 

Purpose of This Section 

This Plan of Attack provides the complete strategy and thought process you’ll use to complete Milestone 1 of the practicum. The 
goal is not just to generate a document—it’s to learn to think, write, and lead like a consulting planner at C-Bay. You will: 

• Interpret a client problem with minimal initial input 
• Apply best practices to create structure and alignment 
• Develop a Project Charter that is not only approved, but used 
• Lay the foundation for future planning milestones 

This is your first public move on the project. Think of it as your strategic handshake with UCMS. 

What You’re Delivering 

You are responsible for producing a formal Project Charter for the UCMS system planning project. This charter must be: 

• Written for client stakeholders, not for your instructor 
• Structured using C-Bay internal best practices 
• Supported by your own reasoning, not just prefilled templates 
• Formatted as a professional business document, ready for review and sign-off 

The Project Charter will be the document that allows C-Bay to move into detailed planning. UCMS will not greenlight any additional 
work until this milestone is completed and approved. 

What You Need to Use 

You’ll use the following materials to complete this milestone: 

• Scenario Briefing – Defines the client ask, names stakeholders, gives scope direction 
• UCMS SRS – Defines system functions for background and scope reference 
• Best Practices Reference – Milestone 1 – Teaches you how to think like a C-Bay consultant, including stakeholder strategy, 

success criteria, and risk logic 

Step-by-Step Plan 

Step 1: Read Like a Consultant 

Begin by reading the UCMS Scenario Briefing. Don’t skim it—read it with an eye toward: 

• The real problem UCMS is trying to solve (manual systems, compliance risk, inefficiency) 
• Who the decision-makers are 
• What this project means for UCMS if it succeeds 
• What might happen if it doesn’t 
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Then review the UCMS SRS. Don’t get lost in technical detail. Focus on: 

• What functionalities matter to stakeholders (curriculum management, scheduling, dashboards) 
• What this tells you about scope, constraints, and risk 
• What assumptions you can safely make—and which ones you need to clarify 

Step 2: Apply Best Practices Thoughtfully 

Use the Best Practices Reference – Milestone 1 to guide your strategic thinking. You are expected to apply all six best practices 
explicitly. 

Best Practice – How to Use It in Your Charter: 

• Anchor in Purpose – Connect UCMS’s current state to what this project will achieve (efficiency, compliance, faculty 
satisfaction). 

• Name Constraints – Identify the top priority constraint (likely schedule or compliance) and state possible tradeoffs. 
• Define Success – Include 3–5 measurable success criteria (e.g., “Deliver a publish-ready system overview by May 2025”). 
• Identify Stakeholders – Name actual people (e.g., Dr. Serman), their titles, and influence roles (Sponsor, Reviewer, Approver). 
• Surface Risks & Assumptions – List at least two real risks and two assumptions, making them specific. 
• Tell a Story with Structure – Flow from pain → purpose → success → risk → next step. Use subheadings and narrative, not 

just bullets. 

Step 3: Write the Charter 

Create a new document with the following sections (minimum): 

• Purpose / Objective 
• Business Context and Alignment 
• Scope Overview (What’s In / Out) 
• Constraints (Schedule / Scope / Quality / Cost) 
• Success Criteria 
• Key Stakeholders and Roles 
• Risks and Assumptions 
• Major Deliverables / Timeline 
• Sign-Off Section (Name, Title, Date) 

You may create this from scratch or adapt the official C-Bay Project Charter Template. Your writing must go beyond filling in 
blanks. 

Do We Need a Template? 

Yes. You should use a Project Charter Template to help organize your thinking and output. Two versions are recommended: 

• Student-Facing Fillable Template (with light prompts and headers) 
• Instructor/Reference Template (formatted as a sample deliverable) 

Output Summary 

By the end of this milestone, your submission must include: 

• A full, narrative-style Project Charter document, client-ready 
• Written using C-Bay tone, structure, and best practices 
• References the UCMS SRS and Scenario Briefing clearly 
• Demonstrates leadership thinking, not academic summary 
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Student Mindset Reminder 

This isn’t a form. This is a professional planning product. You’re not doing the work—you’re defining the work, aligning 
stakeholders, and authorizing the work to begin. That’s what project planning leadership looks like. 

This page titled 2.3: Plan of Attack is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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2.4: What You Will Submit 

What You Will Submit 

Milestone 1 Deliverable: A Professionally Written Project Charter for UCMS 

Overview 

Your submission for Milestone 1 is the Project Charter—a strategic, client-facing document that authorizes, defines, and aligns 
the work between C-Bay Inc. and its client, the University College of Medical Sciences (UCMS). 

This is not an academic paper. This is your first formal act as a planning consultant. You are writing on behalf of your firm, to be 
read and reviewed by C-level leadership at UCMS. The document must show professionalism, clarity, and confidence. 

If done well, your charter will: 

• Define the boundaries and expectations of the UCMS system planning project 
• Align multiple stakeholders (internal and client-facing) 
• Clarify what C-Bay is being asked to do—and under what constraints 
• Serve as the anchor for all future project planning work 

Required Deliverables 

You will submit one complete Project Charter document that includes all of the following sections: 

1. Project Title, Author, Date, Version – Standard business header information 
2. Purpose / Objective – A clear, compelling explanation of why this project is needed now—framed in UCMS’s language, not 

yours 
3. Business Context and Alignment – A strategic description of how the project supports UCMS’s mission, accreditation, 

curriculum operations, and institutional priorities 
4. Scope Overview – A short description of what the project includes and excludes. What will be defined in planning? What will 

not? 
5. Project Constraints – Identify and prioritize constraints—especially those involving timeline, cost, compliance, and scope 
6. Success Criteria – A list of 3–5 specific, measurable conditions that define successful delivery of this planning phase 
7. Stakeholders and Roles – List key names and titles (e.g., Dr. Alok Varun), with their role (Sponsor, Approver, Reviewer) and 

level of influence 
8. Risks and Assumptions – List 2–4 realistic risks and assumptions—drawn from the scenario and your reading of the SRS 
9. Major Deliverables / Timeline – Include at least 3 initial deliverables with target dates. You do not need to build a full schedule 

yet—just frame the roadmap 
10. Approval Table – Create a table for names, titles, signatures, and dates. This reflects C-Bay’s formal charter process 

Format and Structure Requirements 

To simulate a real consulting deliverable, your submission must: 

• Be written in clear, client-facing language (no filler, no academic hedging) 
• Be structured with headings and white space for professional readability 
• Use paragraphs with narrative flow, not just bullet points 
• Include tables where appropriate (e.g., stakeholders, success criteria, approvals) 
• Reference specific details from the UCMS memo and SRS—this shows you’ve read deeply 
• Follow the layout and prompts of the official C-Bay Project Charter Template 

41 (2.4.1)



Evaluation Criteria 

Your charter will be evaluated using the following dimensions: 

• Clarity – Is the purpose obvious? Are stakeholders well defined? Are success criteria measurable? 
• Strategic Thinking – Have you prioritized constraints? Identified real risks? Aligned with client goals? 
• Professionalism – Does the document look like something a C-Bay consultant would submit to a Dean or CIO? 
• Completeness – Are all required sections present and fully developed? 
• Use of Best Practices – Have you applied the six core best practices from your milestone reference document? 

Self-Review Before You Submit 

Before turning in your work, ask yourself 

• If I were the Dean of UCMS, would this document make me trust C-Bay? 
• Can I show where I applied each best practice (purpose, constraints, success, stakeholders, risks, story)? 
• Does my writing sound like a confident consultant—or a cautious student? 
• Is this document ready for stakeholder approval? 

What Not to Submit 

• A lightly filled-in template with no context or explanation 
• A “bullet dump” without narrative or transitions 
• A document written in academic voice or passive tone 
• A version that ignores the UCMS memo or the system SRS 
• A charter that includes vague, generic language (“Deliver software to meet goals”) 

Final Deliverable Snapshot 

• File Format: Microsoft Word (.docx) or PDF 
• File Name: UCMS_Project_Charter_[Contextname].docx 
• Where to Submit: Team Deliverables Folder (or as instructed) 
• Deadline: [Instructor-defined milestone date] 

This page titled 2.4: What You Will Submit is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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2.5: Submission Checklist 

Submission Checklist – UCMS Project Charter 

Deliverable: UCMS Project Charter 
Use this checklist before you submit. You are responsible for ensuring your work is client-ready. 

Document Structure & Completion 

• Header Section – Project title, your name, date, and version number included 
• Purpose / Objective – Explains UCMS’s core problem and what the chartered work aims to achieve 
• Business Context and Alignment – Clearly ties the project to UCMS’s mission, strategic drivers, or pain points 
• Scope Overview – Clearly outlines what’s included in the planning effort and what’s excluded 
• Project Constraints – Lists and ranks key constraints (e.g., timeline, compliance, scope) with justification 
• Success Criteria – Contains 3–5 specific, measurable outcomes that define success 
• Stakeholders and Roles – Names real people (from the memo), titles, and clearly defines their role and influence 
• Risks and Assumptions – Identifies at least two real risks and two assumptions with neutral language 
• Deliverables and Timeline – Includes a table with 3+ key deliverables and target dates 
• Approval Section – Table created with columns for name, title, signature, and date (signatures may be placeholder text) 

Writing, Formatting & Professional Tone 

• Client-appropriate tone – Written for UCMS stakeholders, not academic instructors 
• Clear organization – Uses headings, white space, and tables to improve readability 
• Narrative + structure – Each section flows with context, not just bullet points 
• No filler or vague phrases – Avoids phrases like “to improve operations” without specifics 
• Document is polished – No spelling, grammar, or formatting issues 
• File format is correct – .docx or .pdf, named UCMS_Project_Charter_YourLastName.docx 

Best Practice Integration 

• Anchored in Purpose – Charter opens with a compelling “Why now?” 
• Named Constraints – Constraint priorities are declared and explained 
• Defined Success – Measurable indicators are listed and contextualized 
• Stakeholder Intelligence – Stakeholders are real, named, and described accurately 
• Risks + Assumptions Surfaced – Charter includes realistic risk and assumptions section 
• Clear Story with Structure – Entire document reads like a plan, not a form 

Final Sanity Checks 

• Would I be confident submitting this to the Dean of UCMS? 
• Does this document define a project clearly enough that my team could begin planning immediately? 
• Does this charter build trust? 
• Have I gone beyond filling in a template—and actually made decisions? 

File Submission Info 

• File name format: UCMS_Project_Charter_YourLastName.docx 
• File type: .docx or .pdf 
• Upload to: [Specify location: Team Drive, LMS, etc.] 
• Due date: [Insert milestone due date] 
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2.6: Reflection and Debrief Questions 

Reflection and Debrief Questions 

This is not just a “how did you feel” reflection—it’s built to develop executive-level thinking, pattern recognition, and professional 
self-awareness. It teaches students to pause, assess their reasoning, and consider how they’d behave in real-world stakeholder 
scenarios. 

You can include this in the milestone or at the end of the submission template, as a required or optional reflection. 

Reflection and Debrief – Milestone 1 

Title: Thinking Like a Planner: Lessons from Your First Strategic Document 

Your Project Charter is more than a submission—it’s the first opportunity you’ve had to speak on behalf of a team, to a client, 
about a shared future. This is where leadership begins. 

Use these reflection prompts to capture what you’ve learned, what you struggled with, and what you’ll do differently as you 
continue in the practicum. You are encouraged to write your responses in full paragraphs (200–300 words each) where applicable. 

1. Strategic Thinking 
1. What was the most challenging part of writing the charter from a strategic point of view—not just completing sections, 

but thinking like a project lead? 
2. What mental shifts did you have to make to write like a consultant instead of a student? 

2. Constraints and Tradeoffs 
1. When defining constraints (schedule, scope, cost, quality), how did you decide which was most important to UCMS? 
2. Did this decision influence how you thought about the rest of the project? 

3. Success Criteria 
1. When writing success criteria, did you find it easy or difficult to define what success looks like from the client’s 

perspective? 
2. How would you validate success mid-project using your own criteria? 

4. Stakeholder Insight 
1. What did you learn by researching or thinking through the roles of actual stakeholders (e.g., Dean of Admissions, CIO, 

Director of PMO)? 
2. How do you think stakeholder alignment will impact future phases of this project? 

5. Risks and Assumptions 
1. What’s one assumption you made that you feel confident about—and one you still feel uncertain about? 
2. If you were leading the kickoff meeting next week, what would you want to confirm first? 

6. Process Reflection 
1. If you had one more day to revise your charter, what’s the one section you would rework—and why? 
2. How will you approach the next planning document differently? 

7. Real-World Application 
1. Imagine you were handing your charter to a real C-Bay implementation team. What one piece of advice would you give 

them before they begin? 
2. How does this document help set the tone for the culture of the project? 

Optional Group Debrief Prompts (for peer sessions or class wrap-ups) 

• What did you notice about how different teams interpreted the same scenario? 
• What would you borrow from someone else’s approach if you could? 
• What part of this process felt most like something you might do in your future role? 
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How to Submit 

You may: 

• Include this reflection as the final section of your charter 
• Submit it as a separate document titled UCMS_Reflection_YourLastName.docx 
• Respond to these questions in a class-based peer debrief session, if assigned by your instructor 

Check with your team coach or instructor for expectations. 

This page titled 2.6: Reflection and Debrief Questions is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 
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2.7: Instructor Notes and Grading Rubric 

Purpose of This Rubric 

This rubric supports the evaluation of students' first major consulting deliverable—the Project Charter for the UCMS system 
planning initiative. The Charter represents the student’s ability to: 

• Understand and communicate a real business problem 
• Align stakeholder needs with planning actions 
• Use best practices in project initiation and scope framing 
• Demonstrate early leadership thinking through writing 

This milestone sets the tone for the entire practicum. A strong submission reflects not just content accuracy, but also clarity of 
thought, strategic framing, and professional polish. 

Instructor Guidance 

As you review, keep the following in mind: 

• Encourage strategic voice over academic tone 
• Reward clarity and decision-making, not just completion 
• Look for evidence that the student read and applied the memo and SRS 
• Use feedback to help the student grow into the role of a project leader—not just a document producer 

Grading Rubric (Total: 100 points) 

1. Structure and Completeness 
1. All required sections are present and clearly labeled (Purpose, Scope, Constraints, Success, Stakeholders, etc.) – 15 pts 
2. Tables are used appropriately for stakeholder roles, deliverables, and approvals – 5 pts 

2. Strategic Thinking 
1. Purpose and alignment sections show an understanding of UCMS’s actual needs (not generic language) – 10 pts 
2. Clear prioritization of constraints with rationale – 5 pts 
3. Risks and assumptions are specific, not vague – 5 pts 

3. Best Practice Integration 
1. Demonstrates understanding and application of at least 5 of the 6 C-Bay best practices (reference doc) – 15 pts 
2. Charter flows like a “story with structure,” not a form with blanks – 5 pts 

4. Success Criteria 
1. Includes 3–5 specific, measurable success indicators (not generalizations) – 10 pts 

5. Stakeholder Insight 
1. Stakeholders are named, roles defined, and influence types clarified – 10 pts 

6. Writing and Professionalism 
1. Tone is appropriate for client-facing delivery (no filler, no hedging) – 5 pts 
2. Grammar, formatting, and organization support readability – 5 pts 

7. Application of Inputs 
1. Clearly references or reflects content from the UCMS memo and/or SRS – 10 pts 

8. Reflection (if assigned) 
1. Student thoughtfully reflects on process, strategy, and learning – 5 pts 
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Scoring Scale 

Project Evaluation Scoring Scale 

Total Score Grade Description 

90–100 A Excellent—ready for real client review with minor or no edits 

80–89 B Strong work—may need light polish or minor improvements 

70–79 C Adequate—meets minimum requirements but lacks clarity or depth 

60–69 D Incomplete or weak—some sections missing or lack strategic intent 

<60 F Not professional, not client-ready, or missing significant parts 

Feedback Guidance for Instructors 

Instead of just noting “missing content,” use coaching prompts like: 

• “How might you reframe this scope to reflect UCMS’s strategic pain points more directly?” 
• “Where can you move beyond description and start making decisions?” 

Highlight when a student’s tone sounds more like a proposal than a plan—and help them correct it. 
Encourage students to treat this milestone as a leadership rehearsal, not a homework assignment. 

Optional Instructor Tracking Tool 

You may want to track: 

• Which best practices were most successfully applied 
• Common gaps across student submissions 
• Use of internal tools (SRS, Memo, Template, Reference Guide) 
• Peer feedback effectiveness (if peer review was used) 

This page titled 2.7: Instructor Notes and Grading Rubric is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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2.8: Wrapping Up Milestone 

Tools for Student Submission, Peer Feedback, and Faculty Facilitation 

Milestone 1—Structuring Scope: The Project Charter for UCMS—marks a foundational moment in the practicum. By completing 
this milestone, students have not only learned how to define and frame the start of a project—they’ve also rehearsed what it 
means to take ownership of ambiguity, stakeholder alignment, and early decision-making in a real-world planning scenario. 

To support deep learning and consistent quality across teams and classrooms, Milestone 1 is wrapped with three core 
instructional tools: 

Final Compilation: The Master Milestone Document 

All instructional and student-facing components of Milestone 1 are consolidated into a clean, typeset Word document for easy 
distribution and implementation. This compilation includes: 

• A professionally written introduction explaining the milestone’s purpose and required mindset shift 
• A scenario briefing immersing students in the UCMS planning environment 
• A detailed plan of attack with step-by-step thinking guidance 
• The C-Bay Best Practices Reference for structuring scope and aligning stakeholders 
• Clear submission guidelines with formatting and content expectations 
• A detailed checklist for verifying completeness before submission 
• Structured reflection and debrief questions 
• An instructor-friendly grading rubric with coaching language and scoring criteria 

This file serves as the single source of truth for the milestone, streamlining delivery and helping students maintain focus by 
keeping all milestone components in one place. 

Peer Review Activity: Structured Charter Evaluation 

An optional peer review guide enables students to evaluate another team’s Project Charter using C-Bay’s rubric and best 
practices. Students are prompted to: 

• Assess strategic clarity, not just formatting 
• Look for clear prioritization of constraints 
• Offer feedback on handling risks, assumptions, and stakeholder dynamics 
• Reflect on how another team’s framing could influence their own 

This activity builds evaluative skill, reinforces planning standards, and can be done in written form, live sessions, or as peer 
grading. It works best before final submission. 

Faculty Facilitation Notes: Supporting Discussion and Coaching 

A one-page guide for instructors provides: 

• Prompts for discussion (“What constraint would you protect at all costs?”) 
• Notes on common issues in student work 
• Guidance for treating the milestone as a leadership exercise 
• Strategies for helping students shift from “template fillers” to “trusted advisors” 

These notes work well for session pre-briefing, peer workshops, or post-submission coaching, and create continuity across 
sections or instructors. 
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Conclusion 

Milestone 1 is designed as a full simulation of planning leadership at the start of a real project. The wrap-up tools—master 
compilation, peer review, and facilitation notes—equip all participants with clarity, confidence, and strategic rigor. With Milestone 
1 complete, students are ready to move into breaking down the work, estimating durations, and building the initial schedule. 

This page titled 2.8: Wrapping Up Milestone is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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2.9: Techniques and Tools for Writing a Project Charter 

This chapter introduces the essential techniques and tools used to develop a clear, professional, and decision-ready project 
charter. A project charter is more than an administrative form; it establishes why a project is being undertaken, what it is expected 
to accomplish, who has the authority to make decisions, and what work is formally authorized. It creates a shared understanding 
among the project sponsor, client, project team, and other stakeholders before detailed planning and execution begin. 

You will begin by learning how to frame the project’s purpose, objectives, major deliverables, and boundaries. Particular attention 
will be given to defining scope at the appropriate level. The charter should identify what the project will address during 
the authorized phase without becoming an overly detailed product specification or implementation plan. Clearly stating what 
is in scope—and what is intentionally excluded—helps prevent misunderstandings, unrealistic expectations, and uncontrolled 
expansion of the project. 

The chapter also examines stakeholder identification and role mapping. You will learn how to distinguish among sponsors, 
approvers, reviewers, subject-matter experts, clients, and project team members. Understanding each stakeholder’s authority, 
influence, expectations, and level of participation is critical for defining scope, approving decisions, resolving conflicts, and 
establishing escalation paths. A well-designed stakeholder table makes these relationships visible and supports effective 
communication throughout the project. 

Another major area of focus is defining project success. Broad goals such as improving satisfaction or creating a high-quality 
solution are difficult to evaluate unless they are translated into measurable outcomes. You will practice writing SMART criteria that 
are specific, measurable, achievable, relevant, and time-bound. These criteria should reflect business value, client expectations, 
and outcomes that project leadership can verify at the end of the authorized work. 

You will also learn how to identify and communicate project constraints, risks, and assumptions. Constraints establish the planning 
guardrails created by limitations related to schedule, cost, scope, resources, or quality. Rather than presenting constraints only as 
obstacles, the charter should explain their importance and identify the trade-offs that may be necessary. Risks describe uncertain 
events that could affect project outcomes, while assumptions describe conditions currently treated as true but requiring later 
validation. Documenting these items early improves planning and helps stakeholders make informed decisions. 

Professional document design and tone are emphasized throughout the chapter. A client-facing charter should use active, 
confident, and precise language while avoiding vague statements, unnecessary technical detail, and excessive hedging. Headings, 
tables, consistent formatting, and appropriate white space should make the document easy to review and approve. Each 
section should contribute to a coherent story that connects the project’s purpose to its scope, stakeholders, success measures, 
constraints, risks, assumptions, and authorization structure. 

By the end of the chapter, you will apply these techniques to prepare a complete client-facing project charter. The finished 
charter will define the project, clarify stakeholder responsibilities, establish measurable success criteria, communicate planning 
boundaries, and provide a structure for formal approval. You will also consider how the charter can continue to serve as a 
governance tool after initiation by supporting scope validation, change control, schedule decisions, stakeholder engagement, and 
accountability throughout the project life cycle. 

This page titled 2.9: Techniques and Tools for Writing a Project Charter is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 
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2.9.1: Techniques and Tools for writing a Project Charter 

Techniques and Tools for Writing a Project Charter 

Focus: Initiating a Project | Structuring Scope | Stakeholder Alignment | Authorizing Work 

1. Project Charter Development – Foundational technique for formal project initiation. 

• Frame purpose and objectives 
• Identify and state project boundaries 
• Define major deliverables 
• Include sign-off and authorization structure 
• Treat the charter as a decision-enabling document 

Practice Activity: Write a full client-facing project charter using a structured template. 

2. Stakeholder Identification and Role Mapping – Understanding influence, authority, and 
participation in the planning process. 

• Name key stakeholders 
• Clarify sponsor vs. approver vs. reviewer 
• Describe roles in scope definition, approval, and escalation 
• Understand stakeholder expectations and power dynamics 

Practice Activity: Create a stakeholder table including name, title, role, and influence type. 

3. Success Criteria Definition – Translating vague goals into measurable outcomes. 

• Write SMART (Specific, Measurable, Achievable, Relevant, Time-bound) criteria 
• Align criteria to business value and client expectations 
• Avoid generalizations (“success = satisfaction”) in favor of verifiable indicators 

Practice Activity: Define 3–5 success criteria that could be validated by UCMS leadership. 

4. Constraint Analysis – Recognizing and articulating project constraints early. 

• Identify the primary constraint (schedule, cost, scope, or quality) 
• Explain the rationale for that constraint 
• Discuss allowable trade-offs 
• Communicate constraints as planning guardrails, not limitations 

Practice Activity: Write a paragraph prioritizing the top constraint and explaining its impact. 

5. Risk and Assumption Surfacing – Practicing early identification of known unknowns and 
boundary assumptions. 

• Differentiate between “risks” and “assumptions” 
• Write risks in neutral, action-oriented language 
• Associate assumptions with points of validation later in planning 

Practice Activity: List at least two project risks and two working assumptions drawn from the scenario. 

52 (2.9.1.1)



6. Scoping at the Right Level – Defining what’s in scope and out of scope early in planning. 

• Frame scope as “what we are planning in this phase” 
• Avoid overspecification or feature creep 
• Align scope to what the charter is meant to authorize—not the full product build 

Practice Activity: Write a 2–3 sentence scope paragraph and identify intentional exclusions. 

7. Client-Facing Document Design and Tone – Writing professionally, persuasively, and with 
strategic clarity. 

• Use active, authoritative language 
• Avoid hedging (e.g., “might,” “possibly,” “should try to”) 
• Use document structure (headings, tables, white space) to support clarity 

Practice Activity: Edit a weak example paragraph to improve clarity and professional tone. 

8. Application of Best Practices Reference – Thinking through each section using a 
structured decision model. 

• Anchor in purpose 
• Name constraints 
• Define success 
• Identify stakeholder roles 
• Surface risks and assumptions 
• Tell a story with structure 

Practice Activity: Match charter sections to best practices in a peer review setting. 

Optional (Advanced or Honors Track) 

9. Charter as a Governance Tool – Using the charter as a control mechanism in later phases. 

• Refer to the charter to validate scope, schedule, and stakeholder engagement 
• Understand how it enables or restricts change control 
• Treat the charter as a living document, not a one-time form 

Summary Table 

Technique Skill Developed Applied In 

Project Charter Writing Initiation, formalization Full charter document 

Stakeholder Role Mapping Influence management Stakeholder table 

Defining Success Outcome thinking Success criteria section 

Constraint Framing Tradeoff logic Constraints section 

Risk & Assumption Identification Early awareness Risk/assumption section 

Scope Framing Boundary clarity Scope overview 

Professional Writing Clarity, tone, precision Whole document 

Best Practice Integration Decision framing Review and feedback 
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This page titled 2.9.1: Techniques and Tools for writing a Project Charter is shared under a CC BY 4.0 license and was authored, remixed, and/
or curated by Sukhjit "Bob" Singh. 
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2.9.2: How to Write a Project Charter That Aligns and 
Authorizes 

How to Write a Project Charter That Aligns and Authorizes 

A C-Bay Practicum Planning Guide for Milestone 1 

Introduction: What Is a Project Charter—and Why It Matters 

A Project Charter is more than a formality—it’s the first official signal that a project exists and is authorized to move forward. It 
sets the tone, defines the rules, and names responsibilities before any work begins. 

For planners, it’s a leadership moment. For clients, it’s a trust document. 

In Milestone 1, you will produce a Project Charter for the University College of Medical Sciences (UCMS) that: 

• Defines the problem 
• States the project’s intent 
• Establishes scope and constraints 
• Outlines success measures 
• Names critical stakeholders 

Done well, it becomes the foundation for all subsequent planning. 

What a Project Charter Is—and Is Not 

A Project Charter is: 

• A formal authorization of project work 
• A structured agreement between client and planner 
• A scope-defining and stakeholder-aligning document 
• A reference for all future planning phases 

A Project Charter is not: 

• A detailed work plan 
• A list of tasks or a Gantt chart 
• A technical design document 
• A brainstorming outline 

Think of it as a boundary-setting and alignment tool—defining what the project is, why it matters, and who must be involved. 

Why the Charter Comes First 

Without structure and agreement, early-stage ambiguity leads to rework, delays, scope creep, and friction. A strong charter: 

• Creates shared understanding 
• Names key priorities and boundaries 
• Establishes a planning rhythm 
• Gives the team permission to proceed 

Clients value charters for their clarity and accountability before budgets are spent or timelines promised. 
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The Standard Structure of a C-Bay Charter 

1. Project Title, Prepared By, Date, and Version 
Professional header with project name, your/team name, date, and version number (e.g., Version 1.0). 

2. Purpose / Objective 
State why the project is needed and what it will achieve, from the client’s point of view. 

Example: 
UCMS relies on disconnected spreadsheets and paper records, creating compliance risk and inefficiency. This project will define 
a roadmap for a centralized digital system supporting curriculum planning, stakeholder coordination, and regulatory alignment. 

3. Business Context and Alignment 
Show how the project aligns with UCMS’s mission and operational needs. 

Example: 
This project supports UCMS’s operational modernization goal ahead of its accreditation review, ensuring compliance, improved 
reporting, and enhanced user experience. 

4. Scope Overview 
Clarify inclusions and exclusions for this phase. 

Example: 
Scope includes stakeholder interviews, requirements documentation, workflow mapping, and high-level timeline definition. 
Technical development is excluded. 

5. Project Constraints 
List the most critical constraints, noting which is fixed. 

Example: 
Planning timeline is fixed—design documentation must be approved by July 15. Other constraints: HIPAA compliance, existing IT 
infrastructure, SME availability. 

6. Success Criteria 
Define 3–5 specific, measurable outcomes. 

Examples: 

• Stakeholder interviews completed and summarized 
• Workflows documented and validated 
• Technical requirements outlined in report 
• Charter signed by all parties 
• Delivered on time and within scope 
• 7. Stakeholders and Roles 

List individuals, titles, roles, and influence types. 

Example: 

• Dr. Alok Varun – Dean of Admissions – Sponsor 
• Dr. Alex Serman – CIO – Reviewer, Technical Lead 
• Dr. Wendy Sheen – Director of PMO – Governance Lead 
• Sukhjit Singh – Project Manager – Execution and Coordination 

8. Risks and Assumptions 

Name at least two risks and two assumptions. 

Risks: 
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• Delays in scheduling stakeholder interviews 
• Conflicting system expectations between departments 

Assumptions: 

• UCMS will provide access to sample curriculum data 
• Stakeholders available within project timeline 

9. Major Deliverables and Timeline 

List deliverables with target dates. 

Example: 

• Draft Requirements Document – April 10 
• Workflow Maps – April 20 
• Final Planning Package – May 5 
• Charter Sign-Off – May 10 

10. Approval Section 

Include name, title, signature, and date for authorization. 

Common Mistakes to Avoid 

• Writing from your perspective instead of the client’s 
• Using vague goals (“improve operations”) 
• Leaving stakeholder roles generic 
• Over-promising scope or under-defining success 

Final Thought: Your First Act of Leadership 

Ask yourself: 
If handed to a project team next week, would they know what to do, who to talk to, and what to aim for? 

If yes—you’ve succeeded. If no—revise until it leads with clarity. 

This page titled 2.9.2: How to Write a Project Charter That Aligns and Authorizes is shared under a CC BY 4.0 license and was authored, remixed, 
and/or curated by Sukhjit "Bob" Singh. 
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2.9.3: Stakeholder Role Mapping- The Planning Leader’s First 
Reality Check 

Stakeholder Role Mapping: The Planning Leader’s First Reality Check 

A C-Bay Planning Guide for Milestone 1 

Introduction: Why Stakeholder Mapping Comes Before Scheduling, Scoping, or 
Success Planning 

Projects often fail early—not because of time or money—but due to confusion about who the real decision-makers are. 

Before defining work or assigning tasks, a planner must know: 

• Who will approve the project 
• Who will influence but not own the plan 
• Who could stop the project if not on board 
• Who will be most impacted by the results 

This process, called stakeholder mapping, is the first reality check for any planning leader. A strong Project Charter doesn’t just 
define scope—it names the people in the room and the power they hold. 

What Is Stakeholder Mapping? 

Stakeholder Mapping is the process of: 

• Identifying all individuals/groups affected by the project 
• Assigning clear roles (Sponsor, Approver, Reviewer, Contributor, Observer) 
• Understanding influence—authority, veto power, or hidden sway 
• Framing communication and decisions around those roles 

This prevents surprises, avoids gridlock, and navigates organizational politics before work begins. 

The C-Bay Approach to Stakeholder Mapping 

At C-Bay, we never start a planning engagement without knowing: 

• The project sponsor 
• Who signs off 
• Who provides input 
• Who must be consulted but doesn’t own decisions 
• Who could slow or block the work if unmet 

In a charter, this appears in the Stakeholders and Roles section—not as a static list, but as a strategic snapshot of those 
shaping the project. 

Step-by-Step: How to Map Stakeholders in Your Project Charter 

Step 1: Identify Stakeholders from Source Documents 

Use the stakeholder memo and scenario briefing to find: 
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• Names and titles 
• Roles suggesting authority (Dean, CIO) 
• Impacted departments (Admissions, IT, Academic Affairs) 

UCMS key figures: 

• Dr. Alok Varun – Dean of Admissions 
• Dr. Alex Serman – CIO 
• Dr. Wendy Sheen – Director of PMO, C-Bay 

Step 2: Assign Clear Roles 

Define participation beyond names: 

Common roles: 

• Sponsor – Owns business case and signs off 
• Approver – Validates planning documents 
• Contributor – Provides subject matter expertise 
• Reviewer – Gives feedback but no final say 
• Observer – Informed but not active in planning 

UCMS example: 

• Dr. Alok Varun – Sponsor and Final Approver 
• Dr. Alex Serman – Reviewer and Technical Lead 
• Dr. Wendy Sheen – Advisor and Project Governance 

Step 3: Assess Influence Type 

Authority is not always in the org chart. Consider: 

• Budget control 
• Veto power 
• Meeting dominance 
• Behind-the-scenes advocacy or resistance 

Influence terms: 

• Final Approver 
• Technical Gatekeeper 
• Compliance Driver 
• Stakeholder Champion 
• Change Resistor 

Step 4: Present Stakeholder Information Clearly 

Use a table: 

Name Title Role Influence Type 

Dr. Alok Varun Dean of Admissions Sponsor Final Approver 

Dr. Alex Serman CIO, UCMS Reviewer Technical Lead 

Dr. Wendy Sheen Director of PMO, C-Bay Advisor Governance Oversight 
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Common Mistakes in Stakeholder Mapping 

Mistake: Listing titles only 
Fix: Include names and contextual role definitions 

Mistake: Using “everyone” or “the client” as a stakeholder 
Fix: Identify specific individuals 

Mistake: Excluding internal stakeholders 
Fix: Include C-Bay and UCMS roles 

Mistake: Not defining influence type 
Fix: State how each can affect the project 

Mistake: Missing blockers 
Fix: Ask: Who could delay or derail this work if left out? 

Planning Tip: Map Stakeholders Early 

Stakeholder ambiguity only grows over time. Early clarity: 

• Sets expectations 
• Streamlines approvals 
• Reduces political risk 

Reflection Questions 

• Have I identified everyone who can impact this project? 
• Have I gone beyond titles to define influence? 
• Can someone reading this table know who to approach for each issue? 

If any answer is “no,” revise before finalizing. This is your first move as a planner in a human system—make it count. 

This page titled 2.9.3: Stakeholder Role Mapping- The Planning Leader’s First Reality Check is shared under a CC BY 4.0 license and was 
authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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2.9.4: Defining Success Before the Work Begins 

Defining Success Before the Work Begins 

A C-Bay Planning Guide for Milestone 1 

Introduction: Why You Must Define Success Before You Start the Work 

Every project wants “success”—but without agreement on what that means, it’s just a buzzword. Your first responsibility as a 
planner is to create a shared, measurable, client-aligned definition of success before planning proceeds. 

In professional planning, success criteria must be: 

• Specific 
• Measurable 
• Agreed upon 
• Relevant to the client 
• Verifiable at the end of the phase 

For UCMS, your job in Milestone 1 is to define success for the planning phase only, not for the final system implementation. 

What Are Success Criteria? 

Success criteria are observable, measurable conditions that confirm a project phase is complete and accepted. They: 

• Set expectations 
• Provide accountability 
• Prevent scope creep 
• Allow verification of progress 

They answer: 

“What must be true at the end of this work for everyone to say, ‘We did what we came here to do’?” 

What Success Criteria Are Not 

• Vague statements (“meet client goals”) 
• General hopes (“deliver a great system”) 
• Tasks (“complete the project”) 
• Unmeasurable claims (“achieve satisfaction”) 

If criteria cannot be verified or signed off by a stakeholder, they don’t belong in the charter. 

C-Bay’s Guidelines for Strong Success Criteria 

1. Be Specific – Name the deliverable or outcome clearly 
2. Be Measurable – Progress must be objectively verifiable 
3. Be Time-Bounded – Tie to a milestone or deadline 
4. Be Client-Aligned – Written from the client’s perspective 
5. Be Phase-Appropriate – Focus on this phase only 
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Strong vs. Weak Examples 

Weak Strong 

“UCMS is satisfied with the 
planning process.” 

“All UCMS stakeholders have reviewed and signed the final planning package by April 30.” 

“Planning is completed.” “Project Charter, Stakeholder Map, and Requirements Matrix are completed, validated, and 
submitted to UCMS leadership.” 

“The team agrees on project 
goals.” 

“All success criteria are reviewed and approved by C-Bay PMO and UCMS Sponsor before 
the milestone concludes.” 

Sample UCMS Success Criteria for Milestone 1 

• Project Charter submitted, reviewed, and approved by the UCMS Dean and CIO 
• Stakeholder map validated by both C-Bay and UCMS leadership 
• Scope boundaries, constraints, and risks documented and signed off 
• Preliminary planning schedule submitted with target dates for key deliverables 
• All planning materials uploaded to the shared repository by milestone close 

Tip: Include 3–5 criteria. More than five clutters focus; fewer than three weakens accountability. 

How to Write Them 

1. Review the client’s expectations 
2. Think like the sponsor 
3. List your major outputs for this phase 
4. Make each outcome testable 
5. Use professional, neutral language 

Common Mistakes 

• Using vague or hedged language (“should be,” “ideally”) 
• Including future-phase goals 
• Writing from your perspective instead of the client’s 

This page titled 2.9.4: Defining Success Before the Work Begins is shared under a CC BY 4.0 license and was authored, remixed, and/or curated 
by Sukhjit "Bob" Singh. 
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2.9.5: Constraint Framing- How to Set Boundaries That Guide 
Decisions 

Constraint Framing: How to Set Boundaries That Guide Decisions 

A C-Bay Planning Guide for Milestone 1 

Introduction: Why Planners Must Say What’s Fixed—and What’s Flexible 

Every project has immovable boundaries—time, budget, scope, or quality. Your job is to name and prioritize them early, so they 
guide decisions and protect the project from drift. 

In UCMS’s Milestone 1 charter, constraints define what the planning team must work around. 

What Is a Project Constraint? 

A constraint is any fixed condition limiting project flexibility. 
The four most recognized are: 

• Schedule – Deadlines, time limits 
• Cost – Budget, resource limits 
• Scope – Deliverables, features 
• Quality – Performance/compliance standards 

These are often shown as the Iron Triangle (Time, Cost, Scope), with Quality as a fourth driver. 

Why Constraint Framing Matters 

Constraints in UCMS may include: 

• Fixed academic calendar 
• Compliance laws (HIPAA) 
• IT bandwidth limits 
• Faculty availability windows 

Naming constraints early: 

• Sets realistic expectations 
• Structures tradeoffs 
• Reduces later confusion 
• Protects from blame or scope creep 

C-Bay’s Guiding Questions 

• What cannot move? 
• If something must change, what changes first? 
• Who defined this constraint? 
• How will it affect schedule, staffing, or scope? 
• Is it a real constraint or a preference? 
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Example Rankings 

Primary Constraint Example Implication 

Schedule “Final planning docs ready by June 30” Scope can adjust to protect deadline 

Scope “All workflows included—no exceptions” Time/cost can flex; scope stays fixed 

Cost “$25,000 budget cap” Scope/timeline must fit budget 

Quality “All deliverables HIPAA-compliant” May require longer review cycles 

For UCMS, the primary constraint may be schedule, given alignment with the academic year. 

How to Write the Constraints Section 

1. Identify – List constraints from memos, SRS, and briefings 
2. Prioritize – Rank from most to least critical 
3. Explain – One paragraph stating why it matters and its implications 

Example: 
The primary constraint is schedule: all planning deliverables must be finalized by June 15 for summer approval and fall term 
design. Secondary constraints include limited faculty availability, HIPAA compliance, and IT department staffing schedules. 

What Not to Do 

• Claim all constraints are “equally critical” 
• Confuse preferences with hard boundaries 
• Use vague statements without explanation 

Advanced Tip: Implied Constraints 

Some constraints are never stated but still real: 

• “Before graduation” = schedule constraint 
• “No budget overrun” = cost constraint 

Part of your role is to spot and document these. 

This page titled 2.9.5: Constraint Framing- How to Set Boundaries That Guide Decisions is shared under a CC BY 4.0 license and was authored, 
remixed, and/or curated by Sukhjit "Bob" Singh. 
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2.9.6: Surfacing Risks and Assumptions Early 

Surfacing Risks and Assumptions Early 

A C-Bay Planning Guide for Milestone 1 

Introduction 

Responsible planning starts with awareness of uncertainty. Risks and assumptions must be identified early in the UCMS Project 
Charter to set expectations, avoid blind spots, and guide decisions. 

Definitions 

• Risk – A potential event or condition that may negatively impact scope, schedule, cost, quality, or engagement. It is uncertain, 
undesirable, and requires anticipation. 

• Assumption – A statement treated as true for planning purposes but unverified, carrying potential impact if proven false. 

Why They Belong in the Charter 

• Adjusts stakeholder expectations 
• Protects against unrealistic optimism 
• Creates a more defensible roadmap 
• Establishes early warning signals 

C-Bay Criteria for Inclusion 

Include an item if it: 

1. Could delay, block, or alter planning (risk) 
2. Is assumed true but not confirmed (assumption) 
3. Might surprise stakeholders later 
4. Requires follow-up or mitigation 

Professional Writing Guidelines 

Risk Statement – State the event, its impact, and whether it’s controllable. 
Example: “Delays in faculty interviews may impact milestone completion.” 

Assumption Statement – State the unverified belief driving the plan. 
Example: “UCMS stakeholders will be available for interviews in Weeks 1–2.” 

Organization in the Charter 

Use short lists or a table. Include 2–3 risks and 2–3 assumptions for Milestone 1. 

Common Mistakes 

• One-word entries (“budget”) 
• Listing confirmed facts as assumptions 
• Using emotional or vague language 
• Copying generic examples 
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Real-World Application 

• Reviewed in steering committees 
• Used in risk mitigation 
• Tracked in dashboards 
• Referenced in scope negotiations 

This page titled 2.9.6: Surfacing Risks and Assumptions Early is shared under a CC BY 4.0 license and was authored, remixed, and/or curated 
by Sukhjit "Bob" Singh. 
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2.9.7: Scoping at the Right Level- What’s In, What’s Out, and 
Why It Matters 

Scoping at the Right Level: What’s In, What’s Out, and Why It Matters 

A C-Bay Planning Guide for Milestone 1 

Introduction 

Scope defines the boundaries of the work. In Milestone 1, the Scope section anchors UCMS’s planning phase by clarifying exactly 
what is included—and what isn’t. 

What Is Project Scope? 

• Work to be performed 
• Deliverables to be produced 
• Features/systems included in this phase 
• Boundaries of responsibility 

For Milestone 1, scope covers planning and chartering activities, not design or implementation. 

Why Scope Matters 

Clear scope: 

• Aligns expectations 
• Prioritizes efforts 
• Reduces risks 
• Defines responsibility 

Unclear scope causes drift, scope creep, and client frustration. 

Planner’s Questions Before Writing 

• What is the phase’s purpose? 
• What deliverables will be produced? 
• What is excluded? 
• Where does this phase end? 

Structure of a Scope Statement 

Include: 

1. Overview – Brief description of in-scope work 
2. Deliverables – Items to be produced 
3. Exclusions – Work not included 
4. Boundaries – Departments/systems covered 

Sample Scope for UCMS: 
This phase includes stakeholder analysis, workflow documentation, system requirement definition, and planning deliverables 
(Project Charter, Stakeholder Map, Requirements Matrix). It excludes system design, procurement, and training. 
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In Scope / Out of Scope Examples 

In Scope Out of Scope 

Stakeholder interviews Vendor selection 

Workflow mapping Data migration 

Drafting charter System build 

Common Mistakes 

• Too vague (“We will deliver a system”) 
• Too technical for planning phase 
• Overly long and unfocused 
• Avoiding scope definition entirely 

Why Scope Is Leadership 

It tells the client: 
“Here’s what we’re doing. Here’s what we’re not doing. Here’s how we’ll stay aligned.” 

This page titled 2.9.7: Scoping at the Right Level- What’s In, What’s Out, and Why It Matters is shared under a CC BY 4.0 license and was 
authored, remixed, and/or curated by Sukhjit "Bob" Singh. 

68 (2.9.7.2)

https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum/02%3A_Structuring_Scope-_Project_Charter_and_Stakeholder_Alignment/2.09%3A_Techniques_and_Tools_for_Writing_a_Project_Charter/2.9.07%3A_Scoping_at_the_Right_Level-_Whats_In_Whats_Out_and_Why_It_Matters
https://creativecommons.org/licenses/by/4.0/


2.9.8: Writing Like a Consultant- Tone, Structure, and 
Strategic Language 

Writing Like a Consultant: Tone, Structure, and Strategic Language 

A C-Bay Planning Guide for Milestone 1 

Introduction 

The UCMS Project Charter reflects leadership readiness. Writing like a consultant—clear, structured, and professional—builds 
trust, aligns stakeholders, and positions you as a capable decision-maker. 

The Three Core Dimensions 

1. Tone – Confident, neutral, professional; avoid hedging or apology. 
2. Structure – Clear headings, short paragraphs, logical flow, skimmable layout. 
3. Language – Client-oriented, decision-driven, outcome-focused. 

Sample Rewrite 

Student Voice: “We’re going to try to help UCMS improve its system later.” 
Consultant Voice: “UCMS initiated this project to modernize curriculum management. This phase defines system needs, scope, 
and implementation readiness.” 

Habits for Professional Writing 

• Read aloud before submission 
• Use parallel structures 
• Keep sections self-contained 
• Eliminate redundancy and filler 
• Write for the specific client, not a template 

This page titled 2.9.8: Writing Like a Consultant- Tone, Structure, and Strategic Language is shared under a CC BY 4.0 license and was authored, 
remixed, and/or curated by Sukhjit "Bob" Singh. 
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2.9.9: Applying C-Bay’s Six Best Practices in Real Planning 
Work 

Applying C-Bay’s Six Best Practices in Real Planning Work 

A C-Bay Planning Guide for Milestone 1 

Introduction: Why Good Planning Requires Guiding Principles 

Every professional planner knows that success doesn’t just come from tools and templates—it comes from how you think. 

At C-Bay, planning isn’t just about checking boxes. It’s about creating alignment, surfacing reality, setting direction, and earning 
trust through structure. 

To make this mindset teachable and repeatable, C-Bay trains all planners to use a consistent decision-making framework, known 
as the Six Best Practices of Planning Leadership. 

These are not theoretical. They are used in every project charter, kickoff meeting, milestone review, and client handoff. If you 
follow them during Milestone 1, you’ll not only write a strong charter—you’ll think like a strategist. 

This article will walk you through each best practice, show you how to apply it in your Project Charter, and explain why it matters 
to your client. 

The Six C-Bay Planning Best Practices 

Best Practice #1: Anchor the Charter in Purpose, Not Process 

What it means: 
Begin the charter by explaining why this project matters—right now. Focus on the business case, the problem being solved, or the 
opportunity being pursued. 

Why it matters: 
Most charters fail because they begin with logistics instead of leadership. Stakeholders want to know: 

“What’s at stake if we do or don’t do this?” 

How to apply it in Milestone 1: 
In the Purpose / Objective section of your UCMS Charter, connect the project to UCMS’s operational pain points. Use language 
like: 

• “UCMS currently faces inefficiencies due to…” 
• “This project aims to solve…” 
• “The charter initiates structured planning to address…” 

Best Practice #2: Name Constraints Early and Use Them as Anchors 

What it means: 
Identify what cannot be changed—schedule, budget, scope, quality—and frame the planning effort around those boundaries. 

Why it matters: 
Most project delays and disputes come from misaligned expectations about flexibility. If everyone knows which constraint matters 
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most, decision-making becomes faster and fairer. 

How to apply it in Milestone 1: 
In your Constraints section, name the primary constraint (e.g., schedule, compliance deadline) and explain its impact: 

• “This milestone is time-constrained to ensure alignment with the academic calendar…” 
• “Budget is fixed due to internal funding limits, which may restrict…” 

Be realistic. Be transparent. 

Best Practice #3: Define Success Before the Work Begins 

What it means: 
Clarify what specific outcomes will mark the end of a successful planning phase. 

Why it matters: 
Without a shared definition of success, every stakeholder will use their own—and that guarantees conflict, rework, or endless 
revision. 

How to apply it in Milestone 1: 
In your Success Criteria section, list 3–5 measurable, observable results: 

• “Charter approved by UCMS leadership” 
• “Stakeholder interviews completed and documented” 
• “Planning roadmap signed off before June 15” 

No vague promises. No open-ended goals. If it can’t be confirmed, don’t list it. 

Best Practice #4: Identify Stakeholders and Their Roles with Clarity 

What it means: 
List real people, their roles, and how they influence the project. Avoid generalities like “the client” or “everyone involved.” 

Why it matters: 
Most miscommunication comes from not knowing who decides what. If you define roles early, approval chains and communication 
paths become clear. 

How to apply it in Milestone 1: 
In your Stakeholders section, create a table or narrative that includes: 

• Full names and titles 
• Their role: Sponsor, Approver, Reviewer, Advisor 
• Their influence: Budget holder, Technical gatekeeper, Compliance lead 

Write it like someone else will use it tomorrow to guide the project. 

Best Practice #5: Surface Risks and Assumptions Before They Surface You 

What it means: 
Don’t wait for something to go wrong before identifying what might go wrong—or what you’re assuming is true. 

Why it matters: 
Unspoken assumptions are silent killers. They create fragility. And risks ignored early become issues too big to fix later. 

How to apply it in Milestone 1: 
In your Risks and Assumptions section, include: 

• 2–3 specific risks: “Delays in IT input may affect planning timeline” 
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• 2–3 assumptions: “We are assuming UCMS will provide X access by Y date” 

Treat this like an executive briefing. Be honest, clear, and proactive. 

Best Practice #6: Tell a Story with Structure 

What it means: 
Your charter is not just a collection of sections—it’s a guided narrative from purpose to approval. Each part builds on the next. 

Why it matters: 
A structured document increases usability. It helps stakeholders skim, reference, and revisit key ideas with confidence. 

How to apply it in Milestone 1 

Use logical section order: 

1. Title & Metadata 
2. Purpose 
3. Context / Alignment 
4. Scope 
5. Constraints 
6. Success Criteria 
7. Stakeholders 
8. Risks / Assumptions 
9. Timeline 

10. Approvals 

Format cleanly. Use headings, spacing, and short paragraphs. Show your reader you respect their time. 

Applying All Six Best Practices Together 

These best practices don’t exist in isolation—they interlock: 

• Purpose gives direction to scope 
• Constraints frame success 
• Stakeholders shape risk 
• Structure ties everything together 

When you apply all six, your charter reads not like a filled-out form—but like a strategic decision document. That’s what makes it 
usable, reviewable, and trustworthy. 

How to Self-Assess Using the C-Bay Best Practices 

Before submitting your charter, go down this checklist: 

• Anchor in Purpose: Can I clearly say why this project exists, in one sentence? 
• Name Constraints: Have I stated what is fixed and what is flexible? 
• Define Success: Will every stakeholder know what “done” looks like? 
• Map Stakeholders: Have I listed the right names, roles, and types of influence? 
• Surface Risks/Assumptions: Have I called out what’s unclear or not confirmed? 
• Tell a Story: Does my document flow from problem to plan, not jump around? 

If you can answer yes to all six—you’ve done what C-Bay expects from a lead planner. 
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Final Thought: These Practices Are Meant for Life, Not Just Milestone 1 

You’ll use these same principles in: 

• Project kickoff meetings 
• Strategic briefings 
• Risk mitigation plans 
• Stakeholder negotiations 
• Status reports 
• Executive presentations 

That’s why we don’t just ask you to complete a charter. We ask you to lead through it. 

Use these best practices now. Refine them with feedback. And carry them forward into every future project you plan. 

This page titled 2.9.9: Applying C-Bay’s Six Best Practices in Real Planning Work is shared under a CC BY 4.0 license and was authored, remixed, 
and/or curated by Sukhjit "Bob" Singh. 
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2.9.10: Charter as a Governance Tool 

Charter as a Governance Tool 

The Hidden Power of a Project Charter Beyond Planning 

Introduction: More Than a Kickoff Document 

To most students, a Project Charter looks like a startup form—a document that helps initiate a project. But in real-world project 
leadership, the Charter does more than just launch the work. 

It becomes a governance anchor. 

In professional settings, the Project Charter is used throughout the entire project lifecycle to: 

• Maintain alignment 
• Control change 
• Resolve disputes 
• Clarify accountability 
• Support audits and compliance 
• Justify future phases or scope changes 

This article introduces the idea of the Project Charter as a living governance tool—not just a one-time planning artifact. 

What Do We Mean by “Governance” in Projects? 

Project Governance is the system of policies, procedures, roles, and controls that ensure a project is executed responsibly, 
transparently, and in alignment with stakeholder expectations. 

Good governance answers questions like: 

• Who approves changes to scope or timeline? 
• What happens if there’s a conflict between departments? 
• How are risks escalated and addressed? 
• What criteria determine whether we move to the next phase? 

And the starting point for those answers—often—is the Charter. 

Six Ways the Charter Functions as a Governance Tool 

1. It Defines Who Has Authority—and Who Doesn’t 

The Charter identifies: 

• The Project Sponsor 
• Approvers and reviewers 
• Internal leads (e.g., C-Bay PMO) 
• Client stakeholders (e.g., UCMS CIO) 

When disputes arise about who can make decisions, the Charter provides a signed agreement that says: 

“This is who’s in charge.” 

This is especially important in matrixed organizations or academic settings like UCMS, where power is often distributed across 
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roles. 

2. It Protects Against Scope Creep 

The Scope Overview section of the Charter becomes a reference point whenever someone says, “Can we also add…” or “We 
thought this was included…” 

If the requested feature or task wasn’t included in the original Charter—and there’s no change order approved—it becomes easier 
to say: 

“That’s out of scope for this phase.” 

This helps protect the planning team’s time and credibility. 

3. It Establishes Success Criteria for Accountability 

In project review meetings, stakeholders often ask: 

“Did we accomplish what we said we would?” 

The Charter’s Success Criteria section allows the team to answer confidently—because those measures were pre-defined, 
agreed upon, and documented. 

If the team met 4 of the 5 success conditions listed in the Charter, that becomes a performance marker. Without it, every 
stakeholder might use their own standard for success—leading to chaos or disappointment. 

4. It Provides a Source of Truth During Change Requests 

When a change request comes in—new features, altered priorities, or compressed timelines—the Charter is used to: 

• Compare the change to the original scope 
• Assess impact on schedule, budget, and deliverables 
• Document new constraints or assumptions 
• Trigger escalation, if needed 

Many organizations (including C-Bay) require the Charter to be re-approved or amended before accepting major changes. 

5. It Anchors Risk and Assumption Review 

The Risks and Assumptions section in the Charter isn’t just for early planning. It becomes a checklist throughout the project: 

• Have any assumptions been proven false? 
• Have any risks become issues? 
• Do we need to update this list as new uncertainties emerge? 

In formal governance structures, this section is used to track evolving project health. It shows that the planning team was 
proactive, not reactive. 

6. It Acts as an Audit Trail 

Finally, the Charter becomes a key artifact in project closeout, executive reporting, or even legal reviews. 

It shows: 

• Who agreed to what 
• When approval was granted 
• What the original intent of the project was 
• What boundaries and constraints were in place 
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If the project goes off track, the Charter serves as the reference document to understand why decisions were made—and whether 
they were followed. 

How to Write the Charter With Governance in Mind 

Even though your Milestone 1 Charter is a student deliverable, you should still practice writing as if it will be used for governance. 

Here’s how: 

• Use real names, titles, and roles for stakeholders 
• Define what’s in scope and out of scope clearly 
• Be specific and measurable in your success criteria 
• Write risk and assumption language that can be checked later 
• Include a sign-off table that would make sense to a real executive 

Think of your charter as a contract of clarity—not just a form. 

Instructor Note: When to Introduce This Framing 

• After students complete their draft Charter, but before final review 
• During a milestone debrief or peer feedback session 
• As a reflection prompt: “How could this document be used six months from now?” 

This perspective helps students understand why quality matters. A charter that looks good on paper but can’t be used to govern 
is not truly a charter—it’s a write-up. 

Final Thought: The Charter Is the First Guardrail 

Projects are full of energy, change, and ambition. But every successful project starts by asking: 

“What are the rules of the road—and how will we stick to them?” 

The Charter is the first guardrail. And the best planners write it not just to launch the work—but to govern it all the way through. 

This page titled 2.9.10: Charter as a Governance Tool is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 
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3: PROJECT DESIGN AND APPROACH 

3.1: Scenario Building 

3.2: Plan of Attack 

3.3: What You Will Submit 

3.4: Submission Checklist 
3.4.1: Tools and Techniques 

3.5: Reflection and Debrief Questions 

3.6: Instructor Notes and Grading Rubric 

3.7: Wrapping Up Milestone 

This page titled 3: Project Design and Approach is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 
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3.1: Scenario Building 

Project Approach, Deliverables, and Structure 

Milestone Focus: Designing the strategic, operational, and structural framework for the UCMS engagement 
Client: University College of Medical Sciences (UCMS) 
Consulting Firm: C-Bay Inc. – Software Project Management Services (SPMS) 

Scenario Building 

To: Project Planning Team – UCMS Account 
From: Director, Project Management Office 
Date: Week 3 of Planning Engagement 
Subject: Request for Definition of Project Approach, Deliverables, Architecture, Scope Expansion, and Organizational Structure 

With the Project Charter approved and stakeholder alignment in place, we are ready to advance from intent to structure. Your 
team is now responsible for defining the delivery architecture of the UCMS engagement. This phase is essential—it ensures 
that the project not only starts with clarity, but scales with integrity. 

This milestone marks the formal transition from strategic framing to structural definition. What you create here will guide 
resource planning, risk management, communication strategies, and execution cadence in all future phases. 

Your Mission 

You are required to design and present a detailed project structuring package that includes the following five components. Each 
must be tailored to the UCMS engagement and grounded in the project’s context and constraints. 

Project Approach 

Define: 

• The primary approach for planning and delivering this project 
• A secondary or backup approach (in case constraints shift mid-phase) 
• The rationale for choosing this approach, with references to project scale, risk, stakeholder maturity, and system complexity 

Your project approach may include—but is not limited to—whether the project will be: 

• Delivered iteratively or in distinct phases 
• Managed centrally or through distributed teams 
• Piloted or fully rolled out 
• Time-boxed or milestone-driven 

The key is to propose an approach that fits UCMS, not just one that fills a template. 

Project Deliverables and Major Milestones 

Provide a list of key deliverables the project is expected to produce across the planning, design, and implementation phases. 
Include: 

• Description of each deliverable 
• Its intended purpose or business value 
• The milestone it supports 
• The sequencing logic, if relevant 
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These deliverables will form the foundation of your future WBS and schedule. For now, your focus is on naming the “building 
blocks” of the system planning effort—not every line item. 

-Level Architecture Overview 

At this point, you are not required to build a technical blueprint—but you must demonstrate architectural thinking. Your output 
should describe: 

• The core functional components expected in the future UCMS platform (e.g., scheduling, curriculum planning, approval 
workflows) 

• Any expected integration points (e.g., student records, regulatory systems) 
• A high-level vision of how the platform may be used by students, faculty, and administrators 

Think in terms of system building blocks—not detailed code or vendor specifics. Your task is to present a vision of the solution’s 
shape, not its specs. 

Expanded Scope Definition 

Using the Charter as your baseline, you are now responsible for extending the scope definition to cover: 

• Major workstreams and their boundaries 
• What will be planned and delivered in each phase (planning, design, build) 
• Explicit exclusions and open scope areas to be resolved later 

This is your opportunity to demonstrate scope leadership—showing that you can anticipate, define, and contain complexity over 
time. 

Project Organizational Structure 

Design the project team and governance model. Include: 

• Key roles and functional responsibilities 
• Internal and client-facing coordination structure 
• Communication pathways and escalation flows 
• Working groups, review boards, or sponsor-level checkpoints 
• Whether the project is structured as a centralized team, matrixed model, or hybrid 

You may choose to present this visually (e.g., org chart) or narratively—but it must be clear who is doing what, who is accountable, 
and how decisions flow through the project. 

Expectations 

This milestone evaluates your ability to think systemically, lead structurally, and communicate operational intent. Your work 
should reflect: 

• Ownership of planning leadership 
• An understanding of institutional context 
• A clear grasp of how projects are organized and delivered in the real world 
• The ability to document structure in a way that promotes trust, alignment, and action 

You are expected to write and design this milestone as if it were to be presented to the UCMS executive and operations teams 
during an official project planning workshop. 

Your documents will serve as the operating guide for the next planning phase and will shape all project design, staffing, and 
coordination activities that follow. 

Make it structured. Make it client-ready. Make it real. 
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— 
Director, Project Management Office 
C-Bay Inc. 

This page titled 3.1: Scenario Building is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 

80 (3.1.3)

https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum/03%3A_Project_Design_and_Approach/3.01%3A_Scenario_Building
https://creativecommons.org/licenses/by/4.0/


3.2: Plan of Attack 

Project Scope, Architecture, Approach, Deliverables, and Structure 

Client Context: UCMS System Modernization 
Role: Planning Consultant at C-Bay Inc. 
Textbook: Project Planning and Control: A Practicum 

Milestone Purpose 

You’ve completed the Charter, aligning the client and your planning team on purpose, goals, and early risks. Now begins the 
deeper strategic phase of project structuring. 

In this milestone, your responsibility is to architect the project itself: 

• What will be built 
• How it will be built 
• Who will be responsible 
• What major checkpoints define progress 
• And how your client (UCMS) can trust the process from start to finish 

This chapter requires strategic writing, systems thinking, planning leadership, and clarity of structure. You’re building the 
scaffolding for everything that follows. 

Structuring the Work: What You’ll Create 

Your final output will contain five sections in this exact sequence: 

1. Project Scope 
2. Architecture Overview 
3. Project Approach 
4. Project Deliverables 
5. Project Organizational Structure 

Each section should be presented as if it were going to UCMS for approval. That means no placeholder language, no vague 
statements, and no filler. Each decision must be justified and aligned with client needs. 

What You Will Do in Each Section 

Project Scope 

What it is: 
This section defines the actual work to be performed. It clarifies what the project will include, what it will deliver, and what is out 
of scope. 

What you’ll do: 

• Use the charter as a foundation 
• Expand on scope to include technical development, integration, testing, and rollout 
• Declare exclusions (what the project will NOT do) 
• Reference any client dependencies or assumptions 

Goal: Define a scope statement that supports effort estimation, stakeholder agreement, and future scheduling. 
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Architecture Overview 

What it is: 
A conceptual description of the future system—the components, modules, integration points, and how users interact with it. 

What you’ll do: 

• Identify major features or modules (e.g., scheduling, reporting, user roles) 
• Explain how those modules will interact with each other and with external systems 
• Describe interface types (browser, admin tools, offline sync) 
• Include assumptions (e.g., integrations to be handled by internal UCMS team) 

Goal: Demonstrate architectural-level thinking without needing technical documentation. Show the client that you can see the 
whole system, not just parts. 

Project Approach 

What it is: 
The delivery strategy—the model or methodology your team will use to manage planning, design, development, and deployment. 

What you’ll do: 

• Choose a primary approach (e.g., hybrid, phased, agile) 
• Justify why it fits this client and project 
• Define key phases (e.g., Inception, Elaboration, Construction, Transition) 
• Clarify when the client will be involved 
• Present a fallback strategy if the preferred method becomes unworkable 

Goal: Inspire confidence that the delivery method is both structured and flexible—adapted to the UCMS environment. 

Project Deliverables 

What it is: 
A structured list of all major outputs the project will produce and the milestones that define progress. 

What you’ll do: 

• List each milestone (e.g., Charter, Architecture Spec, Release Candidates, QA Signoff) 
• Define who originates it and who approves it 
• State completion criteria for each 
• Group deliverables into phases if helpful 
• Describe dependencies and success conditions 

Goal: Build visibility into what UCMS will receive, when, and why it matters. 

Organizational Structure 

What it is: 
The team design for execution. Who’s doing what, who reports to whom, and how governance flows. 

What you’ll do: 

• Define roles (e.g., Project Manager, Architect, QA Manager, Business Analyst) 
• Group roles into units (e.g., PMO, Development, QA, Client Stakeholders) 
• Specify who holds decision authority 
• Describe how escalation and communication happen 
• Reference any external parties (e.g., vendor teams) 
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Goal: Show how your team is designed for coordination, responsibility, and rapid issue resolution. 

Key Skills You’ll Practice 

• Strategic writing and systems thinking 
• Justifying planning decisions in a client-facing voice 
• Creating alignment between scope, structure, and sequencing 
• Demonstrating technical awareness without overpromising 
• Building an execution system—not just a document 

Submission Expectations 

Each section should be: 

• Professionally formatted and clearly labeled 
• Written as if submitted to the UCMS leadership team 
• Structured to stand alone (each section must be understandable on its own) 
• 1–2 pages per section (may vary depending on diagrams or tables) 
• Fully aligned to your Project Charter and assumptions 

You may include visuals (optional), but your writing must carry the argument. 

All five sections should be submitted together as one milestone package, labeled as: 
UCMS_Project_Structure_YourLastName.docx 

This page titled 3.2: Plan of Attack is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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3.3: What You Will Submit 

Project Scope, Architecture, Approach, Deliverables, and Structure 

Purpose of This Submission 

In this milestone, your role is to produce a structured, client-ready planning package that defines the foundation of how the 
project will be delivered. Your submission must reflect professional thinking, strategic clarity, and a deep understanding of what 
it means to lead—not just support—a complex project. 

These are not academic exercises. They are deliverables you would be expected to produce as part of a real-world 
engagement—submitted to a sponsor or executive for approval before the project moves into planning execution. 

This milestone gives your team the opportunity to: 

• Translate purpose (from the Charter) into an operational framework 
• Establish clarity across scope, sequencing, delivery, and governance 
• Prevent future confusion, misalignment, or reactive project management 
• Provide an agreed-upon structure that all stakeholders can reference throughout the life of the project 

Required Components 

You are expected to submit five fully developed sections, presented in the following order. Each section should stand on its 
own with a clear heading and professional formatting. 

Section 1 – Project Scope 

You will: 

• Define the boundaries of the project 
• Break down scope by phase (Planning, Design, Implementation, etc.) 
• Identify exclusions, assumptions, and external dependencies 
• Write in clear, objective, business-appropriate language 

Deliverable Length: 1–2 pages 

Section 2 – Architecture Overview 

You will: 

• Present a high-level description of the proposed solution or system 
• Describe key components, user roles, and functional interactions 
• Identify anticipated integration points and design assumptions 
• Avoid technical specifications—focus on clarity and conceptual structure 

Deliverable Length: 1–2 pages 

Section 3 – Project Approach 

You will: 

• Select a delivery model (e.g., phased, hybrid, iterative) 
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• Justify its use based on project and client context 
• Break the project into sequenced phases with clear transitions 
• Explain governance and stakeholder involvement at each stage 
• Propose a backup or contingency strategy in case the primary model proves unworkable 

Deliverable Length: 1.5–2.5 pages 

Section 4 – Project Deliverables 

You will: 

• List and describe the tangible outcomes produced in each project phase 
• Clarify when deliverables are due and who is responsible for producing and approving them 
• Link deliverables to major milestones or decision gates 
• Group deliverables logically to help future scheduling efforts 

Deliverable Length: 1–2 pages 

Section 5 – Project Organizational Structure 

You will: 

• Define how the project team is arranged and governed 
• List key roles and describe their responsibilities 
• Map out reporting lines, coordination points, and escalation flows 
• Describe any review boards or governance committees 

Deliverable Length: 1–2 pages 

Submission Format 

Submission Requirements and Formatting Guidelines 

Requirement Details 

Format Word document or PDF 

File Name Milestone2_ProjectStructure_YourLastName.docx 

Organization Each section clearly labeled and ordered 1 through 5 

Tone Professional, structured, clear, and client-facing 

Submission Method [Insert your platform or submission instructions here] 

What a Strong Submission Demonstrates 

• Clear connection between scope, architecture, and delivery plan 

85 (3.3.2)



• Strategic thinking applied across all five sections 
• Logical flow that supports both internal team execution and client confidence 
• Attention to planning details that prevent downstream confusion 
• Writing style suitable for real-world stakeholder or sponsor review 

What to Avoid 

• Generic or templated language not adapted to your project 
• Vague descriptions (“system will have features,” “team will work hard”) 
• Overly technical or overly academic tone 
• Poor structure, missing sections, or unclear formatting 
• Submitting sections out of sequence or without clear headings 

This page titled 3.3: What You Will Submit is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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3.4: Submission Checklist 

Submission Checklist 

This version is structured for student use and mirrors real-world consulting quality assurance before submitting a planning 
package to a client or project sponsor. 

Title: Project Scope, Architecture, Approach, Deliverables, and Structure 

Purpose of This Checklist 

This checklist is your final quality control step before submission. It ensures that your planning package is: 

• Complete and logically structured 
• Professionally written and client-facing 
• Consistent with the Project Charter 
• Ready to be reviewed and approved by decision-makers 

Use this checklist as if you are a consultant delivering a document to an executive who expects precision, clarity, and strategic 
rigor. 

Project Scope 

Project Scope Review Checklist 

✔ ✔ Criteria 

⯑ Scope is broken down clearly by project phase (e.g., Planning, Design, Implementation) 

⯑ All included activities are specific and easy to understand 

⯑ At least 3–5 items are clearly marked as “Out of Scope” 

⯑ All key assumptions are listed explicitly 

⯑ Dependencies are identified and realistically explained 

⯑ Tone is objective and professional—free of vague phrasing 
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Architecture Overview 

Architecture Overview Review Checklist 

✔ ✔ Criteria 

⯑ Overview begins with a clear purpose statement (what the system/solution is for) 

⯑ At least 4–6 functional components or modules are described 

⯑ Interactions between components are explained in logical language 

⯑ User roles and access points are defined (no technical detail needed) 

⯑ Integrations and assumptions are identified 

⯑ Content is accessible to technical and non-technical readers alike 

Project Approach 

Project Approach Review Checklist 

✔ ✔ Criteria 

⯑ Delivery model is clearly stated and justified (e.g., phased, hybrid, agile) 

⯑ The rationale reflects the client's environment and constraints 

⯑ Project phases are defined with goals and major activities per phase 

⯑ Governance structure and stakeholder involvement are described 

⯑ A fallback or contingency approach is included and thoughtfully explained 

⯑ Transitions between phases are realistic and clearly documented 
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Project Deliverables 

Project Deliverables Review Checklist 

✔ ✔ Criteria 

⯑ Deliverables are grouped by project phase 

⯑ Each deliverable includes a clear name and short description 

⯑ Responsibility for creation and approval is mentioned or implied 

⯑ The sequence or milestone timing of deliverables is logical 

⯑ Deliverables align with what was promised in the Project Charter 

Project Organizational Structure 

Project Organizational Structure Review Checklist 

✔ ✔ Criteria 

⯑ Key roles and responsibilities are listed clearly 

⯑ Reporting and escalation paths are defined (including who approves what) 

⯑ Coordination between internal team, client, and external partners is explained 

⯑ Communication flows (meetings, updates, reviews) are described 

⯑ If applicable, governance boards or committees are named with authority defined 

Overall Formatting and Completeness 

Document Formatting and Completeness Checklist 

✔ ✔ Criteria 
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⯑ All 5 required sections are present and in the correct order 

⯑ Each section begins with a clear heading 

⯑ Subheadings or bullet points are used to organize content 

⯑ Tone is clear, professional, and client-facing 

⯑ Grammar and spelling are clean throughout 

⯑ No placeholder text or vague filler (“TBD”, “stuff,” “things”) 

⯑ File is named correctly (e.g., Milestone2_ProjectStructure_LastName.docx) 

⯑ Final document is saved in Word or PDF format as required 

Final Self-Review Prompts 

Before submitting, ask yourself: 

• Would I be confident presenting this to a senior executive or project sponsor? 
• Does each section communicate clarity, structure, and leadership? 
• Are the parts connected in a way that shows unified planning? 
• Have I anticipated the reader’s questions—and answered them proactively? 

If the answer is yes, your work is truly submission-ready 

This page titled 3.4: Submission Checklist is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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3.4.1: Tools and Techniques 

Techniques and Tools for Writing Project Definition and Approach 

Why This Section Exists 

Project planning is not just about organizing ideas—it’s about presenting decisions with confidence, structure, and clarity. 
This section gives you a toolbox of practical writing techniques and planning strategies that will improve the quality of your 
milestone deliverables and help you think like a professional planner or consultant. 

Whether you are defining scope, justifying a delivery model, or mapping out team roles, these techniques will help you: 

• Frame your content for a professional audience 
• Structure your arguments and planning logic 
• Avoid common traps like vagueness or over-explanation 
• Communicate with authority—even in uncertain environments 

Technique 1: Write From the Reader’s Point of View 

Ask: 

"What would a client executive or stakeholder want to know here—and how can I write this so they can trust it quickly?" 

Examples: 

Writing Pitfall Reader-Focused Rewrite 

“We will do various tasks in this phase.” “This phase includes four structured deliverables: stakeholder map, workflow 
analysis, risk register, and planning roadmap.” 

“The architecture will have some technical 
parts and user access.” 

“The architecture includes a staff-facing portal, a compliance review module, and a 
dashboard with permission-based access.” 

Tip: Remove any phrasing that sounds like you're still figuring it out. Replace it with phrasing that makes your thinking easy to 
follow. 

Technique 2: Use Structured, Parallel Language 

Structured writing builds trust. Use bullet points, tables, and parallel phrasing whenever possible. 

Instead of: 

"The scope includes workflows, it maps risks, and then we think about documents..." 

Write: 

“This phase includes: 
– Process mapping of 3 key workflows 
– Identification and logging of project risks 
– Drafting of three core planning documents” 

Tip: Every time you list more than two things—use bullets or clearly marked structure. 
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Technique 3: Use Decision-Justification Language 

Every section of this milestone is a decision: 

• “This is the scope boundary we chose…” 
• “This is the delivery model we selected…” 
• “These are the roles we defined…” 

For each decision, briefly explain why it was made. 

Use phrases like: 

• “This approach was selected based on…” 
• “This deliverable was included because…” 
• “This assumption is necessary due to…” 
• “This exclusion prevents downstream risk in…” 

Tip: Every major choice you name should pass the “Can you defend it to a sponsor?” test. 

Technique 4: Avoid Vague or Overused Phrases 

Professional planners avoid filler words like: 

• “etc.” 
• “and so on” 
• “some things” 
• “various tasks” 
• “multiple users” 
• “the system will do what is needed” 
• “as necessary” 

Instead, be specific—even if you're still operating in high-level planning mode. 

Instead of: 

“The deliverables will include system-related documents and training-type materials.” 

Write: 

“The deliverables include a system requirements document, interface mockups, a configuration checklist, and a user 
onboarding guide.” 

Tip: Specificity builds confidence. Generality invites questions. 

Technique 5: Anchor Every Section in Project Context 

Don’t just describe processes—tie them back to the project’s needs. 

Example: 
If you choose a phased approach, don’t stop at describing it—explain why it fits this project’s timeline, risk profile, and stakeholder 
availability. 

If you define a governance board, say why the project needs it: 

“Given the number of departments involved, centralized governance ensures consistent decision-making and issue 
resolution.” 

Tip: “This decision fits this project because…” should be a quiet voice behind every section you write. 
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Tool: Section Planning Prompts 

Use these questions to self-check each section before you begin writing: 

Project Scope 

• What is included by phase? 
• What is clearly excluded? 
• What would someone wrongly assume is included unless I clarify otherwise? 
• What assumptions or dependencies must be surfaced now? 

Architecture Overview 

• What are the 4–6 main components or modules? 
• What does each one do—and for whom? 
• How do they interact? 
• Where are the likely integration points? 

Project Approach 

• What model fits the client’s environment? 
• Why does this approach manage risk better than others? 
• What happens if it doesn’t work—what’s our fallback? 
• How does this approach help stakeholders stay engaged? 

Project Deliverables 

• What will stakeholders actually receive and review? 
• When are these due? 
• Who creates and approves each one? 
• How do these link back to the scope and architecture? 

Organizational Structure 

• What roles are needed—and why? 
• Who has decision authority? 
• What is the escalation path? 
• How does this structure support execution and reduce conflict? 

Final Writing Tips 

• Use confident verbs. ("Will deliver" instead of "might include") 
• Write to inform, not to impress. Simple, precise writing beats buzzwords 
• Format for scan-ability. Use headings, bullets, and short paragraphs 
• Review for alignment. Make sure scope matches deliverables, and structure matches approach 
• Use client-facing tone. Write like someone who will lead—not follow 

20 Techniques for Clear, Strategic Planning Writing 

1. Write for a Skeptical Executive 

Assume your reader is a smart, busy sponsor who will only scan the document. 
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Ask: “Would this make sense to someone who doesn’t know the project details?” 

Use direct, confident language. 
Avoid vague descriptions or internal project jargon. 

2. Begin Each Section With a Purpose Statement 

Don’t jump into details. Start by answering: 

“Why does this section matter to the project?” 

Example: 

“This section defines what the project will and will not include, ensuring stakeholder alignment and preventing scope 
creep.” 

3. Use Parallel Structure When Listing Items 

Consistency makes content easier to follow. 

“Plan the schedule, communication, and that people are accountable.” 
“Plan the schedule. Clarify communication flows. Define accountability.” 

Tip: Start bullet points or list items with the same part of speech (verbs, nouns, etc.). 

4. Use “Client-Oriented Clarity” Over Technical or Academic Language 

Write as if your sponsor is smart but not technical. 

“The core components will be loosely coupled microservices with role-based ACLs.” 
“The system includes four independent modules, each accessed based on user role.” 

5. State the Decision, Then Explain the Why 

Each section includes decisions. Lead with the decision. Then back it up. 

Example: 

“A phased delivery model was selected due to multiple stakeholder groups and regulatory approval cycles.” 

6. Use the “So That…” Test 

If a sentence feels empty, ask: “So that what?” 

“We will write documentation.” 
“We will write documentation so that future users can configure the system independently.” 

7. Name Specific Deliverables or Outcomes—Avoid Fuzzy Nouns 

Avoid phrases like “information,” “things,” “stuff,” or “resources.” 

“We will provide planning stuff.” 
“We will deliver a stakeholder map, an architecture overview, and a phase-based schedule.” 
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8. Avoid Filler Words Like “Etc.” or “And So On” 

Executives don’t want to guess what you mean. 

“This phase includes design, development, testing, etc.” 
“This phase includes interface design, backend development, integration testing, and user feedback reviews.” 

9. Use Declarative Sentences When Making Recommendations 

State what should happen and who will do it. 

“Something should probably be done about documentation.” 
“The technical lead will create a documentation template during the design phase.” 

10. Anchor Each Section in the Project Context 

Tie your writing back to the client, constraints, or purpose. 

Example: 

“Due to the client’s fixed semester calendar, development will proceed in two short, deliverable-focused iterations.” 

11. Use Subheadings Generously to Break Up Logic 

Help your reader scan quickly. In long sections, use subheadings such as: 

• Phase Breakdown 
• Assumptions and Exclusions 
• Roles and Responsibilities 
• Fallback Strategy 
• Milestone Alignment 

12. List Assumptions and Dependencies Clearly and Honestly 

Never hide uncertainty. State it directly. 

Example: 

“Assumption: The client will provide access to legacy system documentation by Week 3.” 
“Dependency: Testing cannot begin until API credentials are released by the IT department.” 

13. Use the “Who, What, When, Why, How” Framework 

Use this checklist to validate each section: 

• Who is involved? 
• What is happening? 
• When does it occur? 
• Why is it being done? 
• How is it structured? 

If a section lacks one of these, fill the gap. 
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14. Keep Paragraphs Short—No More Than 5 Lines 

Dense paragraphs create reader fatigue. Break into chunks using: 

• One idea per paragraph 
• Bullets or numbered steps 
• Transitional sentences to guide readers through logic 

15. Use Terms Consistently Across All Sections 

If you use the term “Architecture Document” in one section, don’t switch to “system spec” or “solution plan” elsewhere. 

Tip: Create a mini glossary or reuse labels from your Charter. 

16. Clarify Who Approves What 

Don’t just say “will be reviewed.” Say by whom, when, and how. 

Example: 

“The data mapping plan will be reviewed by the business analyst and approved by the client’s compliance officer.” 

17. Use Conditional Phrasing Thoughtfully 

Not everything is known. That’s fine. But express uncertainty with control. 

Example: 

“If the pilot receives fewer than 12 test cases, the project team will extend the feedback window by 5 business days.” 

18. Avoid “Academic Hedging” Language 

You’re not writing a research paper—you’re delivering a plan. 

“It could be argued that…” 
“This might suggest a possible course of action…” 
“We recommend the following approach based on timeline constraints and resource availability.” 

19. Use Tables, Lists, and Section Framing for Clarity (Even in Plain Text) 

Example: 

Deliverables by Phase 

• Planning: Charter, risk register 
• Design: Architecture spec, stakeholder sign-off 
• Execution: UAT results, training package 
• Closure: Knowledge transfer, project archive 

20. Write for Transferability 

Your final question should always be: 

“If someone new joined this project tomorrow, could they use this document to understand what’s happening and 
make decisions?” 
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If yes—your writing is ready. If not—restructure until it is. 

Closing Note: Write Like a Planner, Not a Participant 

These techniques are meant to do more than improve your writing. They’re designed to help you think like a systems-level 
planner—someone who must design, communicate, and lead at the same time. 

Your goal isn’t just to fill pages. It’s to give your future self—and your future team—a map they can use. 

That’s what real planning communication looks like. 

This page titled 3.4.1: Tools and Techniques is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 

97 (3.4.1.7)

https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum/03%3A_Project_Design_and_Approach/3.04%3A_Submission_Checklist/3.4.01%3A_Tools_and_Techniques
https://creativecommons.org/licenses/by/4.0/


3.5: Reflection and Debrief Questions 

Project Scope, Architecture, Approach, Deliverables, and Structure 

Purpose of This Reflection 

This milestone challenged you to go beyond planning on paper. You were tasked with designing the system of delivery that will 
define how your project operates—what will be done, how it will be structured, who is involved, and when key outcomes will be 
delivered. 

This reflection is not about “what you wrote.” It’s about: 

• How you thought 
• Why you made the decisions you did 
• What this taught you about planning, leadership, and structure 
• How this experience compares to your expectations and assumptions 

Use these prompts to deepen your understanding of what it means to lead a project through structure—before execution even 
begins. 

Section-by-Section Reflections 

Section 1 – Project Scope 

• How did you translate the high-level vision from the Charter into a detailed breakdown of work? What was your process for 
expanding scope by phase? 

• What decisions did you make about what to exclude—and why were those exclusions important? Did you face any uncertainty 
when declaring what was out of scope? 

• What assumptions or dependencies did you surface that could significantly affect the success of this project? How did you 
choose to communicate those in writing? 

• Looking back, is there anything you would redefine or structure differently now that the full milestone is complete? 

Section 2 – Architecture Overview 

• How did you begin conceptualizing the system or solution? Did you start with user needs, workflow logic, components, or 
something else? 

• What part of the architecture was most difficult to write in clear, non-technical language? How did you work through that 
challenge? 

• What helped you decide which components to include at this stage of planning (vs. what to leave for later design)? 
• How would you explain your architecture to a non-technical stakeholder, like a department director or executive sponsor? 

Section 3 – Project Approach 

• How did you evaluate the available delivery models? Did you start with what you were familiar with—or with what the project 
required? 

• What risks, constraints, or organizational dynamics shaped your choice of approach? 
• How did you know whether to structure the work in phases, sprints, modules, or pilots? 
• What tradeoffs did you identify between flexibility and control in your delivery model? 
• How confident are you in the fallback strategy you proposed? What would you change or prepare for if you had to actually 

lead this project? 
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Section 4 – Project Deliverables 

• What criteria did you use to decide what counts as a major deliverable? Were there deliverables that seemed “too small” to 
include—or “too large” to define clearly? 

• Did you discover any misalignments between your deliverables and your scope or approach? How did you resolve them? 
• How did you organize your deliverables in a way that would be useful for scheduling and stakeholder communication? 
• If a stakeholder asked, “What will I get and when?”—how would your deliverables list answer that question? 

Section 5 – Project Organizational Structure 

• How did you determine which roles were necessary for this project? Did you start from a template, or build your team design 
based on project needs? 

• How did you make decisions about reporting lines and approval authority? What was most challenging about mapping 
governance? 

• How did you account for communication between internal and external roles—or between client and vendor teams? 
• What lessons did you learn about project governance and the importance of escalation paths? 

Cross-Cutting (Milestone-Wide) Reflections 

• Which section was most difficult to write—and why? What skills did it require that you hadn’t used before? 
• Which section do you feel most confident about—and what contributed to your clarity? 
• How did work on one section change or influence your thinking in another? 
• If you had to revise your scope, structure, or delivery model after writing the full milestone, what would you update—and why? 

Professional Development Reflections 

• What did this milestone teach you about the difference between planning work and designing how work gets done? 
• How did this milestone stretch your ability to think structurally rather than just task-by-task? 
• What parts of this planning package would be most useful to a stakeholder, and why? 
• If this were a real consulting engagement, how would you prepare to present this milestone in a kickoff or governance 

meeting? 

Optional Team Debrief Prompts (For Class or Team Review) 

• Where did your team align easily—and where did you experience disagreement? How did you resolve it? 
• Did any member bring a perspective that changed the team’s direction or framing? 
• What team habits or processes helped you stay organized and on track during this milestone? 
• If you had to start this milestone over, how would your team work differently next time? 

This page titled 3.5: Reflection and Debrief Questions is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 
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3.6: Instructor Notes and Grading Rubric 

Project Scope, Architecture, Approach, Deliverables, and Structure 

Project Planning and Control: A Practicum 

Milestone Purpose (Instructor View) 

This milestone challenges students to translate strategic intent into structured planning. They are asked to move beyond 
vision and purpose into five interconnected areas of professional project design: 

1. What will be done 
2. How it will be delivered 
3. What outputs will be created 
4. Who is responsible 
5. How everything fits together 

This is not an execution milestone—it is a governance and design milestone. The focus is on structural clarity, leadership in 
planning, and client-ready communication. 

Students are expected to demonstrate: 

• Advanced reasoning and scope control 
• Architectural awareness (conceptual, not technical) 
• Alignment between method, risk, and deliverability 
• Organized thinking about roles, responsibilities, and governance 
• A professional writing tone that could be shared directly with a stakeholder 

Instructor Guidance for Review 

When reviewing, ask: 

• Can each section stand alone as a planning artifact? 
• Are the sections logically aligned with each other? 
• Does the writing demonstrate executive-level clarity and structure? 
• Are assumptions, exclusions, and dependencies clearly and honestly stated? 
• Could this document serve as the actual foundation of a real-world project? 
• Encourage students to revise if: 
• Any section feels templated, vague, or unconnected 
• Writing tone sounds like an academic report, not a planning brief 
• There is too much theory and not enough planning structure 
• Critical items (e.g., out-of-scope elements, decision paths) are missing 

Grading Rubric (Total: 100 Points) 

Project Structure Grading Rubric 

Category Criteria Points 
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Section 1: Project Scope Clear breakdown by phase; specific inclusions and exclusions; assumptions 
and dependencies well-articulated 

20 pts 

Section 2: Architecture Overview Major components identified; interactions and roles explained; content 
appropriate for mixed audiences 

15 pts 

Section 3: Project Approach Delivery model clearly justified; phases and governance defined; contingency 
plan included 

20 pts 

Section 4: Deliverables Tangible outcomes listed per phase; responsibility and sequencing 
addressed; aligned with scope 

15 pts 

Section 5: Organizational 
Structure 

Key roles identified; reporting and coordination logic explained; escalation 
paths present 

15 pts 

Professionalism & Readiness Tone is professional; formatting is clear; sections are cohesive; submission 
is client-facing and review-ready 

15 pts 

Grading Scale 

Project Structure Performance Scale 

Score Range Grade Descriptor 

90–100 A Exceptional—demonstrates professional-level structure, clarity, and completeness 

80–89 B Strong—well-organized and defensible; some refinement may be needed 

70–79 C Adequate—core components present but lacks cohesion, specificity, or polish 

60–69 D Below expectations—gaps in structure, logic, or clarity; may not be usable in real setting 

<60 F Incomplete or non-functional as a planning package 

Instructor Feedback Prompts 

When writing comments, focus on coaching for clarity and real-world readiness. Here are some useful prompts: 

• “Can you reframe this section for someone outside the project team?” 
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• “This scope list is strong—now how can you make the exclusions even clearer?” 
• “Consider reorganizing your deliverables to match the project phases more logically.” 
• “How would this structure help prevent confusion during execution?” 
• “Try replacing passive phrasing with decision-oriented language.” 
• “Good structure—could you add more about stakeholder interaction and review cycles?” 

This page titled 3.6: Instructor Notes and Grading Rubric is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 

102 (3.6.3)

https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum/03%3A_Project_Design_and_Approach/3.06%3A_Instructor_Notes_and_Grading_Rubric
https://creativecommons.org/licenses/by/4.0/


3.7: Wrapping Up Milestone 

What You Just Did 

Over the course of this milestone, you didn’t just fill out forms or respond to instructions—you took responsibility for designing 
the structural foundation of a real project. 

In Milestone 1, your job was to ask: Why are we doing this? What are we solving? 
In Milestone 2, your job became: How do we deliver it—responsibly, clearly, and confidently? 

That shift—from purpose to structure—is one of the most important moments in any planner’s journey. This milestone marks 
that moment. 

You’ve now completed five deeply interlinked project planning assets: 

• A Scope Statement that defines boundaries, phase-specific work, exclusions, and assumptions 
• An Architecture Overview that illustrates the system or solution’s intended shape, components, and integration points 
• A Project Approach that outlines the strategy, delivery methodology, governance cadence, and fallback plan 
• A Deliverables Map that names the tangible outputs that stakeholders will receive throughout the lifecycle 
• An Organizational Structure that explains how the team will function—who’s doing what, who decides, and how 

communication flows 

Each of these components was developed not in isolation, but as part of an integrated system. Together, they represent your 
ability to plan with foresight and design the operational integrity of a professional-grade project. 

What You Learned by Leading Structurally 

This milestone taught you how to think like a project architect—someone who doesn’t just participate in projects, but designs 
them for success from the ground up. 

Structure Is a Strategic Act 

You learned that every project needs a structure tailored to its constraints, risks, and goals. That structure includes: 

• What gets done (scope) 
• In what form (deliverables) 
• By whom (org chart) 
• Through which method (approach) 
• Within what solution framework (architecture) 

Without structure, projects drift. With it, they align. 

Boundaries Are a Form of Leadership 

Saying what’s not included, what’s out of scope, and what we are assuming is not just risk prevention—it’s clarity. You learned that 
project leaders are responsible not just for getting work done, but for keeping teams out of dangerous ambiguity. 

Planning Is an Integrated System, Not a Checklist 

Each decision you made in this milestone connected to others. Your scope affected your approach. Your architecture shaped your 
deliverables. Your delivery model influenced your team structure. 

Effective planners don’t treat these as separate worksheets. They design them as a system—one that’s coherent, intentional, and 
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built for execution. 

How This Sets You Up for the Future 

The work you’ve done here forms the foundation of everything that comes next. 

Planning Assets for Future Project Phases 

Planning Asset How It Will Be Used Next 

Project Scope Used to build the Work Breakdown Structure and validate requirements 

Architecture Overview Guides system design decisions, testing strategy, and interface planning 

Project Approach Determines milestone planning, stakeholder cadence, and risk mitigation 

Deliverables List Forms the basis for scheduling, costing, and approval checkpoints 

Organizational Structure Shapes resource planning, communication plans, and role accountability 

Rather than producing abstract models, you’ve created scaffolded structures that enable real-world work to proceed. 

These are the same kinds of assets a consulting team would prepare before client delivery—or that an internal PMO would present 
to a governance board for go-ahead funding. 

Questions to Carry Forward 

Before you move into scheduling, effort estimation, and work breakdown (Milestone 3), reflect deeply: 

Execution Readiness 

If another team took over this project tomorrow—would your planning package give them what they need to move forward? 

If not, revisit the areas that are unclear, incomplete, or internally inconsistent. Planning isn’t finished until it can be transferred. 

Risk Visibility 

Did your structure reduce future ambiguity, or embed it? 

Sometimes structure can hide assumptions. Re-read your exclusions, assumptions, and fallback plan to ensure you’ve 
reduced—not deferred—risk. 

Alignment With Purpose 

Does the structure you designed serve the purpose you defined in the Charter? 

Planning isn’t just about control. It’s about delivering the right thing, the right way. Check that your structure still advances the 
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project’s core value proposition. 

What Comes Next 

In Milestone 3 – Chapter 3, you’ll begin the tactical breakdown of the work: 

• Creating a Work Breakdown Structure (WBS) 
• Estimating effort and assigning responsibilities 
• Identifying dependencies 
• Building a milestone-based project schedule 

You’ll go from what the system is to what it will take to build it. You’ll take the scaffolding you’ve just designed and fill it in with 
activities, durations, and real-world coordination. 

Final Takeaway 

Planning is not just the creation of structure. It is the creation of clarity under uncertainty. 

What you did in this milestone was more than project design—it was decision design. You took ambiguity and turned it into 
something that could be seen, shaped, reviewed, challenged, and approved. 

That’s what project leadership looks like. 

You're now ready to move forward. 

This page titled 3.7: Wrapping Up Milestone is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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4: SCHEDULE ESTIMATION 

In this milestone, your role shifts from designing the structure of the project to defining the execution plan. You’re no longer 
just thinking about what will be done—you’re now answering: 

• How much effort will it take? 
• Who will do the work? 
• When will it happen? 
• What must be completed first—and what comes next? 

This chapter takes everything you structured in Milestone 2—scope, deliverables, phases, and roles—and transforms it into a 
detailed, sequenced, and time-aware plan. This is how you bridge planning into action. 

🧱 What You Will Build in This Milestone 🧱

You will create a five-part planning package that forms the backbone of your project execution framework: 

1. Work Breakdown Structure (WBS) 

You will translate your project scope and deliverables into a structured hierarchy of work components. Your WBS breaks the project 
into logical, manageable units that can be estimated, scheduled, and assigned. 

2. Effort and Duration Estimation 

You will estimate the time and/or effort needed to complete each major task or work package. This section will ask you to balance 
realism with constraints, and defend your numbers based on assumptions, complexity, and risk. 

3. Task Dependencies and Sequencing 

You will identify the logical order in which tasks must be performed. This will include dependencies (e.g., “Task B can’t start until 
Task A is complete”) and may reveal critical paths, parallel workstreams, or bottlenecks. 

4. Milestone Schedule 

You’ll define 3–5 major project checkpoints—milestones—that represent significant progress events or approvals. These are not 
tasks; they are decision points or deliverable completions that guide stakeholder expectations and project control. 

5. Planning Readiness Review 

In this final section, you’ll review your plan for quality, consistency, and execution readiness. You’ll verify alignment with the 
Charter, confirm your schedule reflects real constraints, and assess whether your team is prepared to move forward confidently. 

🧠 What You Will Practice and Learn 🧠

This chapter develops your ability to think like a delivery strategist, not just a designer. You’ll practice: 

• Decomposing complex work into actionable parts 
• Estimating work with clarity, logic, and defensible reasoning 
• Understanding task flow, sequencing, and critical dependencies 
• Using milestones to track progress and focus communication 
• Building tools that are both structural and usable by project teams 
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You will learn to lead execution—not by micromanaging, but by planning systems that support team clarity, focus, and 
progress. 

🛠 Tools and Thinking This Chapter Will Strengthen 🛠

• Hierarchical thinking (WBS structure) 
• Time and resource awareness 
• Estimation strategies (historical, expert judgment, analogs) 
• Critical path logic and parallelism 
• Milestone framing and delivery gates 
• Real-world pacing, tradeoffs, and buffer design 
• Planning for flow—not just tasks 

📌 Why This Chapter Matters 📌

Many projects have a great vision—but no usable plan. Without clear breakdowns, realistic estimates, and sequence-aware 
scheduling, projects collapse under their own ambition. 

This chapter teaches you how to: 

• Build planning artifacts that teams can use—not just read 
• Enable coordination across stakeholders, timelines, and delivery teams 
• Identify problems before they happen 
• Support proactive leadership through structure, not improvisation 

If the previous chapter was your project’s blueprint, this one is your construction plan. 

You’re now moving from architect to builder—from concept to execution. 

4.1: Scenario Building 

4.2: Plan of Attack 
4.2.1: Step 1 – Build the Work Breakdown Structure (WBS) 

4.2.2: Step 2 – Task Dependencies and Sequencing 

4.2.3: Step 3 – Effort and Duration Estimation 

4.2.4: Step 4 - Milestone Schedule 

4.2.5: Step 5 – Planning Readiness Review 

4.3: Best Practices Guide 

4.4: Submission Checklist 
4.4.1: Tools and Techniques 

4.5: Reflection and Debrief 

4.6: Instructor Notes and Grading Rubric 

4.7: Wrapping up Milestone 

This page titled 4: Schedule Estimation is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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4.1: Scenario Building 

Breaking Down the Work: Work Breakdown Structure and Initial 
Scheduling 

Client: University College of Medical Sciences (UCMS) 
Consulting Firm: C-Bay Inc. – Software Project Management Services (SPMS) 
Project Phase: Planning Phase – Post-Charter 

Internal Memo 

To: Project Planning Team – UCMS Engagement 
From: Director, Project Management Office, C-Bay Inc. 
Date: Week 4 of Project Timeline 
Subject: Request for Work Breakdown Structure, Effort Estimation, and Initial Milestone Scheduling 

Team, 

With the UCMS Charter formally approved and the structural foundation of the engagement now in place, it is time to shift from 
strategic planning to tactical execution planning. Our client expects us to deliver more than intent—they are now asking for 
evidence of readiness to execute. 

This milestone represents the official transition into the second half of our planning phase. Your responsibility is to define the 
flow of work, determine the effort required, and map out the sequencing logic of how this project will be delivered. 

The goal is to translate what we've committed to—scope, deliverables, and structure—into an actionable execution model that can 
be used to drive the build, testing, and deployment phases. 

Deliverables You Are Being Asked to Produce 

Your submission must include the following five components: 

1. Work Breakdown Structure (WBS) 
1. A hierarchical decomposition of the project work into structured, reviewable components. This must reflect the 

deliverables defined in the charter and planning documents. 
2. Effort and Duration Estimates 

1. A task-level estimate of how long each activity or package will take. Provide logical, realistic ranges or effort hours, and 
clearly state assumptions. 

3. Dependency and Sequencing Map 
1. A mapping of logical task relationships. Identify what must be done first, what can run in parallel, and what depends on 

external factors (e.g., stakeholder input, vendor response). 
4. Milestone Schedule 

1. A set of 3–5 major delivery checkpoints with associated dates. These must be anchored in planning logic and used to 
structure stakeholder expectations and internal coordination. 

5. Planning Readiness Review 
1. A brief review of the plan’s integrity: Are the tasks traceable to the scope? Are durations defensible? Are dependencies 

clear? Is the schedule consistent with the constraints? 

Each of these elements must be prepared as if they will be used immediately by project team leads, reviewed by UCMS 
leadership, and referenced in the upcoming Phase Kickoff. 
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Project Context 

UCMS is now preparing to allocate internal resources and coordinate with external vendors. They are requesting a clear view of 
what work will be performed, in what sequence, and when key outcomes are expected. This means your planning package must 
be: 

• Usable by execution teams 
• Aligned to stakeholder availability and term cycles 
• Flexible enough to adjust as vendor input becomes available 
• Rigorously structured to maintain accountability and control 

You are not being asked to produce a full project plan, budget, or resourcing document—but your work in this milestone will 
directly feed those next steps. 

Special Instructions 

• Ensure all WBS items connect back to charter-approved scope and agreed deliverables 
• Time estimates must be presented in hours or days (not weeks or vague “levels”) 
• Milestones must reflect actual decision points or major deliverable submissions 
• Dependencies should identify both hard constraints (must happen first) and soft ones (preferred order) 
• Your Planning Readiness Review is expected to highlight risks, gaps, or remaining unknowns—do not assume everything is 

confirmed 

Intended Use 

This planning package will be used to: 

• Drive the development of the Phase Execution Plan 
• Align internal teams with client milestones 
• Support UCMS decision-making and calendar planning 
• Serve as a readiness checkpoint before resource mobilization 

This milestone is not academic—it’s operational. Treat it as if you are submitting it to a cross-functional delivery team ready to 
act on it. 

We are counting on your ability to create a realistic, structured, and client-ready plan that can move this project from planning 
to performance. 

— 
Dr. Wendy Sheen 
Director of Project Management Office (PMO) 
C-Bay Inc 

This page titled 4.1: Scenario Building is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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4.2: Plan of Attack 

Breaking Down the Work – Work Breakdown Structure, Effort Estimation, 
and Initial Scheduling 

Objective of This Milestone 

Your mission in this chapter is to convert your structured plan into an execution-ready model—one that can be used to guide 
daily work, assign resources, estimate timing, and support stakeholder coordination. 

This is where project planning becomes operational. 

Your five deliverables must collectively answer the following questions: 

• What exactly will be done? (WBS) 
• How long will it take? (Effort Estimation) 
• What depends on what? (Sequencing & Dependencies) 
• What are the key checkpoints? (Milestone Schedule) 
• Are we actually ready to proceed? (Planning Readiness Review) 

Step-by-Step Strategy for Completing This Milestone 

Step 1: Build the Work Breakdown Structure (WBS) 

What to do: 

• Translate your deliverables and scope from Milestone 2 into a hierarchical list of work items 
• Use at least 3 levels of hierarchy: 

◦ Level 1: Major phase or deliverable (e.g., “Planning Documentation”) 
◦ Level 2: Work package (e.g., “Draft Requirements Summary”) 
◦ Level 3: Task or unit of work (e.g., “Interview 3 stakeholders”) 

Best practices: 

• Number each item (e.g., 1.0 → 1.1 → 1.1.1) 
• Use action-oriented task names 
• Make sure every item is traceable to something promised in the Charter or Scope 

Deliverable format: Outline, table, or tree diagram 

Step 2: Estimate Effort and Duration 

What to do: 

• For each task or work package, estimate either: 
◦ Effort (total work hours) 
◦ Duration (calendar time to complete) 

• Clarify whether you’re assuming full-time focus or shared time 

Example: 

• Task: Conduct stakeholder interviews 
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◦ Effort: 10 hours 
◦ Duration: 1 week (to allow for scheduling delays) 

Best practices: 

• Use historical data, expert judgment, or comparable benchmarks 
• Include assumptions (e.g., “Assumes no stakeholder cancellations”) 
• Flag any high-variance tasks (i.e., those that may swing widely) 

Deliverable format: Table with columns for Task Name, WBS ID, Effort, Duration, and Notes 

Step 3: Identify Task Dependencies and Sequence the Work 

What to do: 

• For each task, identify: 
◦ What must happen before it 
◦ What it can be done in parallel with 
◦ What it triggers downstream 

Types of dependencies to identify: 

• Finish-to-Start (most common) 
• Start-to-Start (parallel work) 
• Finish-to-Finish (linked completions) 

Best practices: 

• Use clear language (e.g., “Can’t begin Task 2.1.3 until Task 2.1.1 is approved”) 
• Identify both internal and external dependencies 
• Watch for potential bottlenecks or delays 

Deliverable format: Dependency matrix, annotated task list, or narrative dependency map 

Step 4: Define and Schedule Milestones 

What to do: 

• Choose 3–5 major milestones that mark: 
◦ Completion of critical deliverables 
◦ Readiness for handoff or approval 
◦ Decision points for the client or project sponsor 

Each milestone should include: 

• Milestone name (e.g., “Requirements Approved”) 
• Target date 
• Preconditions (what must be completed to reach it) 
• Owner (who ensures the milestone is hit) 

Best practices: 

• Don’t confuse milestones with tasks (they are zero-duration checkpoints) 
• Tie milestones to communication points (e.g., stakeholder review meetings) 
• Align with the client's academic or operational calendar 

Deliverable format: Milestone table with name, description, target date, and dependencies 
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Step 5: Conduct a Planning Readiness Review 

What to do: 

• Step back and assess your plan: 
◦ Are all WBS items aligned with the Scope and Deliverables from Milestone 2? 
◦ Are your estimates realistic for your team’s availability? 
◦ Do your dependencies make sense—and are they complete? 
◦ Do your milestones reflect meaningful project progress? 

Best practices: 

• Use a short checklist or self-review table 
• Identify any known risks, open questions, or areas needing sponsor input 
• Prepare a 1-paragraph statement of “execution readiness” based on your assessment 

Deliverable format: Narrative summary or checklist with status of each planning element 

General Tips for Success 

• Build backward from your milestones—then fill in the tasks needed to reach each one 
• Estimate collaboratively, especially for complex tasks—don’t go solo 
• Double-check that all planning assets are traceable to what you promised in Milestone 2 
• Plan for stakeholder realities—like academic holidays, vendor delays, or review cycles 
• Communicate like a planner, not a student—your submission should feel operational, not hypothetical 

What You’ll Submit 

You’ll submit: 

• A complete WBS (structured and numbered) 
• A task list with effort/duration estimates 
• A dependency map or sequencing outline 
• A milestone schedule (3–5 major checkpoints) 
• A planning readiness review (1-page summary or checklist) 

These materials should be packaged into a single client-ready document, clearly labeled and logically ordered. 

This page titled 4.2: Plan of Attack is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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4.2.1: Step 1 – Build the Work Breakdown Structure (WBS) 

Work Breakdown Structure 

The Work Breakdown Structure (WBS) is the foundation of all detailed project planning. It is the first operational artifact that 
converts strategy and structure (from Milestone 2) into work units that can be scheduled, estimated, resourced, and managed. 

The WBS answers the question: 
“What exactly must be done—broken into components small enough to plan and track?” 

This section provides a highly detailed, replicable process for building a professional-level WBS. 

Why the WBS Comes First 

Before you can estimate effort, determine dependencies, or build a schedule, you must: 

• Understand the full scope of work 
• Break the project into manageable work packages 
• Ensure all deliverables and commitments are represented 
• Provide a structure the team can use to assign tasks and track progress 

Without a good WBS: 

• Your estimates will be wrong 
• Your dependencies will be unclear 
• Your milestones will be misaligned 
• Your schedule will not reflect reality 

A good WBS is not optional—it is the backbone of execution planning. 

Step-by-Step Instructions for Building the WBS 

Below are the detailed steps a student (or practitioner) should follow. 

STEP 1.1 – Revisit the Scope, Deliverables, and Approach From Milestone 2 

Before breaking anything down: 

1. Reopen Section 1: Scope 
2. Reopen Section 4: Deliverables 
3. Reopen Section 3: Project Approach 

Ask: 

• What outcomes must we produce? 
• What phases did we define? 
• What are the major deliverables in each phase? 

Everything in your WBS must stem from these three documents. 
No new tasks or deliverables should appear unless justified. 

OUTPUT: 
A list of all high-level deliverables/phases to be represented in the WBS. 
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STEP 1.2 – Identify Level 1 WBS Components 

Level 1 represents the highest-level project groupings, usually aligned to: 

• Project phases 
• Major deliverables 
• Workstreams 
• Functional areas 
• Project approach steps 

Typical Level 1 categories: 

• 1.0 Planning Activities 
• 2.0 Design 
• 3.0 Build/Execution 
• 4.0 Testing/Validation 
• 5.0 Deployment/Transition 
• 6.0 Project Management & Governance 

Choose Level 1 headings that reflect your project. 

OUTPUT: 
A list of Level 1 components that represent the entire project scope at a glance. 

STEP 1.3 – Break Level 1 Items Into Level 2 Work Packages 

Level 2 items should represent major work packages inside each phase. 

Example for “2.0 Design”: 

• 2.1 Requirements Documentation 
• 2.2 Architecture Modeling 
• 2.3 Interface Prototyping 
• 2.4 Integration Planning 

Example for “3.0 Execution/Build”: 

• 3.1 Module A Construction 
• 3.2 Module B Construction 
• 3.3 Data Setup 
• 3.4 Configuration & Customization 

Work Packages should: 

• Be deliverable-focused 
• Be large enough to represent meaningful work 
• Be small enough to break into tasks 

OUTPUT: 
A complete list of Level 2 work packages under each Level 1 heading. 

STEP 1.4 – Break Level 2 Items Into Level 3 Tasks 

Level 3 is where work becomes actionable. 
These are the tasks you will later: 

• Estimate 
• Sequence 
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• Assign 
• Track 

Guidelines for Level 3 tasks: 

• Each task should be 3–40 hours of work 
• Each must support a Level 2 deliverable 
• Use verb + object naming (e.g., “Document workflow inputs”) 
• Avoid overly broad tasks (“Do analysis”) or overly small tasks (“Email sponsor”) 

Example for “2.1 Requirements Documentation”: 

• 2.1.1 Conduct stakeholder interviews 
• 2.1.2 Synthesize requirements 
• 2.1.3 Draft requirements document 
• 2.1.4 Review and update based on feedback 

OUTPUT: 
3–8 Level 3 tasks for each Level 2 work package. 

STEP 1.5 – Validate That Your WBS Covers 100% of the Scope 

This is called the 100% Rule: 

The WBS must contain 100% of the work required to complete the project, no more and no less. 

Checklist: 

• Does every deliverable from Milestone 2 appear in the WBS? 
• Is anything missing? 
• Is anything added that wasn’t scoped? 
• Is project management included as a work package? 

OUTPUT: 
A WBS that reflects every deliverable defined earlier. 

STEP 1.6 – Apply WBS Numbering and Formatting 

Use standard hierarchical numbering: 

• 1.0 
◦ 1.1 

▪ 1.1.1 
◦ 1.2 

▪ 1.2.1 

Rules: 

• Level 1 always ends with “.0” 
• Children increment (“1.1”, “1.2”, “1.3”) 
• Never skip numbers 
• Use consistent indentation 

This creates easy traceability during scheduling and estimation. 

OUTPUT: 
A clean, structured, numbered WBS. 
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STEP 1.7 – Review for Clarity, Independence, and Non-Overlap 

Every WBS task must be: 

• Mutually exclusive (no overlap) 
• Collectively exhaustive (complete coverage) 
• Understandable by someone outside the team 

Ask: 

• Can someone read this WBS and understand the work without explanation? 
• Does any task duplicate another? 
• Are any tasks so vague they can’t be estimated? 

If yes → revise. 

OUTPUT: 
A professionally structured WBS that is ready for estimation and scheduling. 

STEP 1.8 – Produce the Final WBS for Submission 

Final WBS should be: 

• Cleanly formatted 
• Includes Level 1, Level 2, Level 3 
• Uses clear naming 
• Traceable to scope and deliverables 
• Ready for use in Milestone 3 Steps 2–4 

Allowed formats: 

• Table 
• Outline 
• Hierarchical list (most common) 
• Numbered work packages 

OUTPUT: 
The final WBS section of your Milestone 3 submission. 

WBS Template (Plain Text Version) 

1.0 Project Planning Activities 
    1.1 Stakeholder Engagement 
        1.1.1 Identify stakeholders 
        1.1.2 Schedule interviews 
        1.1.3 Conduct interviews 
        1.1.4 Summarize findings 
    1.2 Requirements Capture 
        1.2.1 Gather inputs 
        1.2.2 Draft requirements 
        1.2.3 Review and update 

2.0 Solution Design 
    2.1 Architecture Modeling 
        2.1.1 Create high-level diagrams 
        2.1.2 Validate assumptions 
        2.1.3 Finalize model 
    2.2 Interface Design 
        2.2.1 Draft prototypes 
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        2.2.2 Conduct walkthroughs 
        2.2.3 Update for approval 

3.0 Implementation 
    3.1 Module A Build 
        3.1.1 Configure core functions 
        3.1.2 Internal testing 
    3.2 Module B Build 
        3.2.1 Configure functions 
        3.2.2 Testing 

4.0 Testing & Validation 
    4.1 Test Plan Creation 
    4.2 UAT Execution 

5.0 Deployment 
    5.1 Training 
    5.2 Go-Live prep 

This page titled 4.2.1: Step 1 – Build the Work Breakdown Structure (WBS) is shared under a CC BY 4.0 license and was authored, remixed, and/
or curated by Sukhjit "Bob" Singh. 
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4.2.2: Step 2 – Task Dependencies and Sequencing 

Purpose of This Section 

Once you've built your Work Breakdown Structure (WBS), the next step is to determine how the work flows. 

In this section, you’ll identify: 

• Which tasks depend on the completion of others 
• What tasks can be done in parallel 
• What sequence the work must follow 
• What delays or blockers might impact delivery 

Your goal is to build a logical, actionable map of execution that enables your team to work efficiently—and your schedule to 
hold together. 

Why Task Sequencing Matters 

You can have the best scope, team, and deliverables—but if tasks are completed in the wrong order, your project will stall. 

Dependencies help teams: 

• Prevent wasted effort 
• Minimize idle time 
• Uncover bottlenecks 
• Create realistic timelines 
• Align internal and external coordination 

Well-sequenced projects are faster, clearer, and more resilient under pressure. 

What Are Task Dependencies? 

A dependency is a relationship between two tasks where one relies on the other in order to begin or end. These relationships 
define the order of execution. 

There are four basic types of task dependencies: 

Task Dependency Types and Examples 

Type Description Example 

Finish-to-Start (FS) Task B cannot start until Task A finishes “Write test plan” → “Run test cases” 

Start-to-Start (SS) Task B can start once Task A starts “Begin training materials” ↔ “Begin user manual” 

Finish-to-Finish (FF) Task B must finish at the same time or after Task A “Write report” → “Edit report” 

Start-to-Finish (SF) Task B cannot finish until Task A starts (rare) Often used in shift transitions or monitoring 

In this milestone, focus primarily on Finish-to-Start and Start-to-Start—they’re most common in planning engagements. 
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Step-by-Step Guide to Mapping Dependencies 

Step 2.1 – Start With Your WBS Task List 

Pull all Level 3 tasks from your WBS. Use your updated task list from Section 1. 

Example: 

Building a Task List from the WBS 

Task ID Task Name 

1.1.1 Identify stakeholders 

1.1.2 Schedule interviews 

1.1.3 Conduct interviews 

1.1.4 Summarize findings 

2.1.1 Draft architecture overview 

Step 2.2 – Identify Logical Predecessors for Each Task 

Ask: 

• Can this task start independently? 
• Does it need input, sign-off, or results from another task? 
• Will other tasks be delayed if this one is late? 

Example: 

Identifying Task Dependencies 

Task Predecessor Dependency Type 

Schedule interviews Identify stakeholders Finish-to-Start 

Conduct interviews Schedule interviews Finish-to-Start 

Summarize findings Conduct interviews Finish-to-Start 

Step 2.3 – Identify Parallel Workstreams 

Not all tasks need to wait for others. Some can happen simultaneously (Start-to-Start). 

Example: 

• “Write internal training guide” and “Draft user-facing manual” can start at the same time, even though they serve different 
audiences. 

Use this technique to: 

• Shorten your overall schedule 
• Maximize team capacity 
• Avoid unnecessary delay 

Step 2.4 – Flag External or Conditional Dependencies 

Some tasks depend on external events, such as: 
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• Stakeholder availability 
• Vendor responses 
• System access 
• Regulatory approvals 

Example: 

• “Conduct security review” depends on the availability of the compliance officer (external). 
• Document these clearly and include notes. 

Step 2.5 – Create a Dependency Map or Table 

Organize your logic into a readable format. 

Documenting Task Dependency Relationships 

Task ID Task Name Depends On Type Notes 

1.1.2 Schedule interviews 1.1.1 Finish-Start Needs full stakeholder list finalized 

1.1.3 Conduct interviews 1.1.2 Finish-Start Dependent on confirmed calendars 

1.1.4 Summarize findings 1.1.3 Finish-Start Can start as each interview finishes 

2.1.1 Draft architecture 1.1.4 Finish-Start Uses insights from findings 

You may also choose to visualize this using: 

• A Gantt chart 
• A simple flow diagram 
• A logic network (for more advanced schedules) 

Common Pitfalls to Avoid 

• Missing dependencies: If no task depends on another, your project will appear flat—but real projects have flow. 
• Chained delays: If too many tasks are Finish-to-Start with no overlap, your schedule will stretch unnecessarily. 
• Ignoring bottlenecks: If many tasks depend on a single task, it becomes a risk concentration. 
• Assuming ideal conditions: Assume delays, meetings, and review cycles—plan conservatively. 

Strategic Planning Tips 

• Start with milestone anchors and build backwards 
• Look for natural sequences: research → analysis → draft → review → approval 
• Build in “soft starts” where possible to enable concurrent work 
• Use sequencing to surface resourcing problems early 
• Don’t over-engineer: focus on the tasks that drive progress and control 

What to Submit 

You must submit either: 

• A dependency matrix, OR 
• A task list with annotated sequencing, OR 
• A flow-style diagram or network map (optional) 

Minimum requirements: 

• Every Level 3 task should have at least one dependency or relationship identified 
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• External or risky dependencies must be noted 
• The format should be readable, clear, and logically ordered 

Final Alignment Check 

Before submitting, verify: 

• Your sequence makes sense in real time 
• The logic aligns with your delivery approach 
• All milestones from Section 4 are supported by a sequence of tasks 
• You can explain why tasks must follow the order you’ve chosen 

This page titled 4.2.2: Step 2 – Task Dependencies and Sequencing is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 
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4.2.3: Step 3 – Effort and Duration Estimation 

Purpose of This Section 

Once your work has been broken down and sequenced, it’s time to ask the next critical question: 

“How long will each task take—and how much effort will it require to complete?” 

Effort and duration estimation allows you to: 

• Forecast resource usage 
• Build a timeline based on capacity and availability 
• Anchor your milestones to real-world task completion 
• Understand whether your schedule is feasible 

This section turns your WBS and sequencing logic into a credible forecast for execution. 

Key Definitions 
Key Definitions for Estimating Work 

Term Definition 

Effort The amount of work required to complete a task, usually measured in staff hours (e.g., 10 hours of analyst time) 

Duration The number of calendar days needed to complete a task, factoring in availability, coordination, and delays 

Availability The percentage of a team member’s time that can realistically be devoted to this task (e.g., 50% if split across 
other projects) 

Effort is about how much work is required. Duration is about how long it will take. They are related—but not the 
same. 

Step-by-Step: How to Estimate Effort and Duration 

Step 3.1 – Pull Your Level 3 Task List 

Use your WBS (Section 1) and dependencies (Section 2) to prepare a full list of actionable tasks that need estimates. 

Create a table with the following headings: 

Build the Task Estimation Table 

WBS ID Task Name Effort (hrs) Duration (days) Notes / Assumptions 

Step 3.2 – Choose an Estimation Strategy 

Choose the estimation method that best fits each task. You can mix methods based on what you know: 

Expert Judgment 

• Ask a team member or SME how long similar work has taken in the past 
• Use when: you have direct experience or a known benchmark 
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Historical Data 

• Use documentation or records from previous projects 
• Use when: similar projects have been tracked and archived 

Parametric Estimating 

• Apply a known rate: 

“Each interview takes 2 hours. We need 8 interviews = 16 hours.” 

• Use when: you’re doing repeated or scalable tasks 

Three-Point (PERT) Estimation 

• Estimate Optimistic (O), Most Likely (M), and Pessimistic (P) 
• Use the formula: 

Expected = (O + 4M + P) ÷ 6 

Use when: high uncertainty exists or tasks depend on external inputs 

Example: 

Draft training material 
O = 6 hrs, M = 10 hrs, P = 20 hrs 
Expected = (6 + 4×10 + 20) ÷ 6 = 11.6 hrs 

Step 3.3 – Assign Effort to Each Task 

For each Level 3 task: 

• Enter a realistic effort estimate (in hours) 
• Round up to account for coordination or rework 
• Be conservative, but not inflated—plan to your team’s skill level 

Tip: 

• Short tasks: 2–4 hrs 
• Medium: 6–16 hrs 
• Long: break into subtasks if over 20 hrs 

Step 3.4 – Calculate Duration Based on Availability 

Use this formula: 

Duration = Effort ÷ Daily Availability 

Assume: 

• Full-time availability = ~6–7 productive hrs/day 
• Stakeholder or vendor delays will extend duration 
• Weekends, holidays, and multitasking impact delivery 

Example: 

• Task: Create implementation guide 
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Effort: 18 hrs 
Analyst is available 6 hrs/day → Duration = 3 days 
If analyst is split 50% time → Duration = 6 days 

Step 3.5 – Document Assumptions and Risks 

Every estimate should have an explanation, especially for: 

• Long tasks 
• Tasks that depend on stakeholder response 
• Tasks in unfamiliar domains 

Example: 

Assumes interviewees are scheduled with no cancellations. If rescheduling occurs, add 2 days. 

Good estimation is not just about the numbers—it’s about the thinking behind the numbers. 

Pro Tips for Strong Estimating 

• Never estimate in a vacuum—discuss with your team or peers 
• Round to the nearest half-hour or day—avoid excessive precision 
• Break down any task larger than 20 hours 
• Use ranges or PERT estimates for uncertain tasks 
• Validate total effort per phase—does it align with your scope? 

Common Pitfalls to Avoid 

• Underestimating review cycles or feedback loops 
• Forgetting to account for partial availability 
• Skipping over high-risk tasks (“we’ll figure it out later”) 
• Making all tasks the same size (e.g., every task = 8 hrs) 
• Giving no explanation for outliers (why is this one 40 hours?) 

What You Will Submit 

Submit a clean table or spreadsheet with: 

Example Task Effort and Duration Estimates 

Task ID Task Name Effort (hrs) Duration (days) Notes / Assumptions 

2.1.1 Draft Requirements Doc 16 hrs 3 days Assumes internal review takes 1 day 

2.1.2 Conduct Stakeholder Interviews 10 hrs 5 days Based on 2 interviews/day 

This output will: 

• Feed directly into your milestone schedule 
• Provide inputs for future resourcing 
• Form the basis of delivery team workload planning 

Final Quality Check Before Submission 

• Are all Level 3 tasks from your WBS included? 
• Is each effort estimate backed by a method or rationale? 
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• Are durations realistic based on known availability? 
• Are assumptions listed for any task that’s not obvious? 
• Could a teammate or stakeholder understand and use this table? 

If yes—your effort estimation is ready for scheduling and milestone planning. 

This page titled 4.2.3: Step 3 – Effort and Duration Estimation is shared under a CC BY 4.0 license and was authored, remixed, and/or curated 
by Sukhjit "Bob" Singh. 
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4.2.4: Step 4 - Milestone Schedule 

Purpose of This Section 

Milestones represent anchor points in a project’s timeline. They are not tasks—they are significant events or decision gates 
that indicate measurable progress, mark transitions, or trigger reviews and approvals. 

In this section, you will design a Milestone Schedule to help project leaders, team members, and stakeholders: 

• Track progress at a high level 
• Know when key outputs will be delivered 
• Coordinate stakeholder input and resource availability 
• Create accountability and rhythm in the delivery process 

What Is a Milestone? 

A milestone is: 

• A zero-duration event 
• The culmination of a task group or phase 
• Often tied to stakeholder communication or approval 
• Used to trigger decisions, funding releases, or transitions 

Examples of Milestones: 

• “Requirements Finalized and Approved” 
• “Architecture Walkthrough Completed” 
• “Pilot Launch Achieved” 
• “Training Phase Complete” 
• “Final Deployment Signed Off” 

They represent outcomes, not activities. 

Step-by-Step: How to Build a Milestone Schedule 

Step 4.1 – Review Your Deliverables and Dependencies 

Revisit: 

• Section 1 (WBS) 
• Section 2 (Dependencies) 
• Section 3 (Effort/Duration) 

Ask: 

“Which events signal that meaningful progress has been achieved?” 

Look for natural points of transition, such as: 

• Completion of a major deliverable 
• Approval cycles 
• Start of a new phase 
• Completion of testing or review 
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Step 4.2 – Choose 3 to 5 Key Milestones 

Limit your milestone list to the most important checkpoints. These are often aligned with: 

• Phase completions 
• Internal handoffs 
• External reviews or approvals 
• Client-facing delivery events 

Examples: 

Example Project Milestones by Phase 

Phase Milestone 

Planning Project Charter Signed 

Design Requirements Validated 

Execution System Configuration Complete 

Testing UAT Completed and Accepted 

Transition System Go-Live Confirmed 

Step 4.3 – Define Each Milestone Clearly 

For each milestone, include: 

• A short name (e.g., “Requirements Approved”) 
• A description of what must be completed to reach it 
• An owner (who is responsible for hitting this milestone) 
• A target date or week (based on task estimates and dependencies) 
• Any dependencies or preconditions (e.g., reviews, approvals) 

Format Example: 

Milestone Schedule Format Example 

Milestone Name Description Owner Target 
Date 

Dependencies 

Requirements 
Finalized 

All stakeholder input captured, reviewed, and 
approved 

Business 
Analyst 

Week 6 Tasks 2.1.1 – 
2.1.5 

Architecture Approved Core architecture reviewed by lead and client 
sponsor 

Technical Lead Week 8 Task 2.2.3 

Step 4.4 – Align Milestones With Stakeholder Engagement Windows 

Ensure that milestones: 

• Occur when decision-makers are available 
• Support the project’s approval cadence 
• Don’t fall during holidays, academic breaks, or blackout periods 

Tip: Milestones can also drive: 

• Steering committee meetings 
• Stakeholder status reviews 
• Budget or procurement triggers 
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Step 4.5 – Check for Even Spacing and Logical Flow 

A milestone schedule should: 

• Avoid long gaps between checkpoints 
• Distribute milestones to create a sense of project momentum 
• Reflect task sequencing and effort estimates accurately 

Tip: You may adjust task sequencing slightly to support milestone rhythm. 

Common Pitfalls to Avoid 

• Treating milestones like tasks 
• Adding too many milestones (“one per task”) 
• Not identifying ownership or accountability 
• Leaving out dependencies or unclear completion criteria 
• Setting dates based on hope, not planning logic 

What to Submit 

Submit a clear milestone table that includes: 

Sample Milestone Schedule 

Milestone 
# 

Milestone Name Description Owner Target 
Date 

Dependencies 

M1 Charter Approved Formal client sign-off on scope and structure PM Week 3 Tasks 1.1–1.4 

M2 Requirements 
Finalized 

All workflows and stakeholder needs 
documented 

BA Week 6 Tasks 2.1–2.4 

M3 System Ready for Pilot Configured, reviewed, and approved Tech 
Lead 

Week 12 Tasks 3.1–3.6 

M4 Final Go-Live System deployed and handed off PM Week 16 Tasks 4.1–4.3 

Milestones should match the tone and structure of real-world delivery checkpoints. 

Final Checklist Before Submission 

• Milestones reflect key progress checkpoints 
• Each milestone has a clear name and completion criteria 
• Timing aligns with effort/duration and task dependencies 
• Milestones are spaced for project rhythm 
• Stakeholder input is built into the milestone map 
• Format is clean, consistent, and client-ready 

This page titled 4.2.4: Step 4 - Milestone Schedule is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 
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4.2.5: Step 5 – Planning Readiness Review 

Purpose of This Section 

Completing a project plan does not automatically mean the project is ready to begin. 

One of the biggest mistakes inexperienced project teams make is assuming that because all required planning documents have 
been created, execution can immediately begin. In reality, successful organizations conduct a Planning Readiness Review 
before authorizing implementation. 

The Planning Readiness Review is the final quality assurance activity for the planning phase. It allows the project team to verify 
that all planning components are complete, internally consistent, achievable, and aligned with stakeholder expectations before 
committing organizational resources. 

Think of this review as the project's final inspection before construction begins. 

Just as architects review every drawing before construction starts, project managers review every planning document before 
authorizing project execution. 

This review helps answer one very important question: 

"Are we truly ready to begin?" 

What Is a Planning Readiness Review? 

A Planning Readiness Review is a structured assessment that evaluates whether the project planning process has produced 
sufficient information to support successful execution. 

Rather than evaluating individual documents independently, the review examines how well all planning components work 
together as an integrated management system. 

The review verifies that: 

• Scope is clearly defined. 
• Deliverables are complete. 
• Work has been decomposed appropriately. 
• Tasks are sequenced logically. 
• Resource estimates are realistic. 
• Milestones are achievable. 
• Risks have been considered. 
• Stakeholders understand their responsibilities. 

The objective is not to produce additional documentation. 

The objective is to build confidence that the project can move forward successfully. 

Why Planning Readiness Reviews Matter 

Planning mistakes are among the most expensive mistakes made during projects. 

When planning errors are discovered during execution, they often result in: 

• Scope confusion 
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• Schedule delays 
• Budget overruns 
• Team frustration 
• Stakeholder dissatisfaction 
• Rework 
• Missed deadlines 

A Planning Readiness Review reduces these risks by identifying problems before work begins. 

It provides an opportunity to ask difficult questions while corrections are still inexpensive. 

Simply stated: 

Planning is much cheaper to fix than execution. 

Objectives of the Planning Readiness Review 

The review has several important objectives. 

It verifies that: 

• Every planned activity supports an approved project objective. 
• Every deliverable can realistically be completed. 
• The schedule reflects logical execution. 
• Resource estimates are reasonable. 
• Budget assumptions remain valid. 
• Dependencies are understood. 
• Risks are documented. 
• Stakeholders agree with the proposed approach. 

When these objectives have been satisfied, the project team can proceed with confidence. 

Benefits of Conducting a Planning Readiness Review 

A thorough readiness review provides numerous benefits. 

It helps the project team: 

• Identify missing work before execution begins. 
• Improve schedule accuracy. 
• Reduce project risk. 
• Increase stakeholder confidence. 
• Improve communication among team members. 
• Prevent costly rework. 
• Improve resource allocation. 
• Strengthen project governance. 
• Improve overall project quality. 

Most importantly, it provides everyone involved with a common understanding of the project before work begins. 

Step-by-Step Planning Readiness Review Process 
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Step 5.1 Review Project Scope 

Begin by reviewing the approved project scope. 

Ask yourself: 

• Does the current WBS include every approved deliverable? 
• Have any unauthorized deliverables been added? 
• Are project boundaries still clear? 
• Does every task support an approved objective? 

If any work cannot be traced back to the approved scope, it should be questioned. 

Likewise, if approved deliverables are missing, they should be added before execution begins. 

Step 5.2 Validate the Work Breakdown Structure 

Review the WBS carefully. 

Verify that: 

• All deliverables have been decomposed appropriately. 
• Tasks are manageable. 
• No duplicate work exists. 
• Every work package has clear ownership. 
• The 100% Rule has been satisfied. 
• WBS numbering is consistent. 

A poorly constructed WBS creates confusion throughout the remainder of the project. 

Step 5.3 Evaluate Task Dependencies 

Review the dependency network. 

Ask: 

• Does the task sequence make logical sense? 
• Can any activities occur simultaneously? 
• Are unnecessary dependencies delaying work? 
• Have external dependencies been documented? 
• Does the critical path appear reasonable? 

Incorrect dependencies often become one of the largest causes of schedule delay. 

Step 5.4 Review Schedule Estimates 

Review every effort and duration estimate. 

Consider: 

• Were appropriate estimation techniques used? 
• Are assumptions documented? 
• Are resource availability assumptions realistic? 
• Do durations include review cycles? 
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• Have holidays and organizational calendars been considered? 

Challenge optimistic assumptions. 

Professional schedules are based on evidence—not hope. 

Step 5.5 Evaluate Milestone Schedule 

Review every milestone. 

Ask: 

• Does each milestone represent meaningful progress? 
• Are milestone dates realistic? 
• Are stakeholder approval points included? 
• Can milestone completion be objectively verified? 
• Are milestone owners clearly identified? 

Milestones should communicate progress—not merely task completion. 

Step 5.6 Review Budget Alignment 

Although detailed budget control occurs later, planning should still verify: 

• Resource estimates appear financially reasonable. 
• Labor assumptions match schedule estimates. 
• Planned effort supports anticipated costs. 
• Major cost drivers have been identified. 

Unexpected budget problems often originate from unrealistic planning assumptions. 

Step 5.7 Review Risks and Assumptions 

Review all documented assumptions. 

Ask: 

• Are assumptions still valid? 
• Have new risks emerged? 
• Are mitigation plans sufficient? 
• Have contingency strategies been identified? 

Every assumption should be monitored because assumptions eventually become either facts—or risks. 

Step 5.8 Confirm Stakeholder Readiness 

A technically perfect plan may still fail if stakeholders are unprepared. 

Confirm that: 

• Roles are clearly understood. 
• Decision makers have been identified. 
• Communication expectations are established. 
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• Review schedules are agreed upon. 
• Approval responsibilities are understood. 

Successful projects depend as much on people as they do on plans. 

Planning Readiness Review Checklist 

Before approving project execution, verify the following: 

Scope 

⯑ Scope clearly defined 

⯑ Deliverables complete 

⯑ Scope boundaries documented 

⯑ No unauthorized work included 

Work Breakdown Structure 

⯑ WBS complete 

⯑ Appropriate decomposition 

⯑ No duplicate tasks 

⯑ Work packages assigned 

Schedule 

⯑ Dependencies verified 

⯑ Durations validated 

⯑ Milestones established 

⯑ Critical path reviewed 

Resources 

⯑ Resource assumptions realistic 

⯑ Availability confirmed 

⯑ Major skills identified 

Budget 

⯑ Labor estimates validated 

⯑ Major costs identified 
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⯑ Contingency assumptions documented 

Risk 

⯑ Risks identified 

⯑ Assumptions documented 

⯑ Mitigation plans developed 

Stakeholders 

⯑ Communication plan understood 

⯑ Roles accepted 

⯑ Review process confirmed 

Governance 

⯑ Sponsor approval obtained 

⯑ Planning documentation complete 

⯑ Execution authorization ready 

Example Planning Readiness Review Summary 

Review Area Status Comments 

Scope ✅ Ready Scope complete and approved 

WBS ✅ Ready All work packages assigned 

Schedule 🟡 Minor Revision Adjust milestone dates for stakeholder availability 

Budget ✅ Ready Estimates align with planned effort 

Risks 🟡 Needs Update Vendor dependency requires additional mitigation 

Stakeholder Readiness ✅ Ready Communication plan approved 

Overall Assessment: Ready to Proceed with Minor Adjustments 

Common Mistakes to Avoid 

Assuming Completed Documents Equal Project Readiness 

A complete document does not guarantee a complete plan. 

Always review the relationships between planning components. 
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Reviewing Documents Independently 

Planning artifacts should work together as one integrated management system. 

Never evaluate them in isolation. 

Ignoring Stakeholder Readiness 

Projects often fail because people—not plans—are unprepared. 

Confirm understanding before execution begins. 

Overlooking Assumptions 

Every major assumption should be reviewed immediately before project execution. 

Circumstances change. 

Assumptions must change with them. 

Treating the Review as a Formality 

The Planning Readiness Review is not simply another meeting. 

It is the final opportunity to improve the project before execution begins. 

Take it seriously. 

Best Practices 

Experienced project managers: 

• Conduct readiness reviews collaboratively. 
• Challenge optimistic assumptions. 
• Encourage open discussion. 
• Review every planning artifact together. 
• Document action items immediately. 
• Resolve issues before authorizing execution. 
• Focus on project success—not document completion. 
• Use readiness reviews to build team alignment and stakeholder confidence. 

Key Takeaways 

A Planning Readiness Review is the bridge between planning and execution. It confirms that the project's scope, schedule, 
resources, milestones, and assumptions form a cohesive and executable plan. Rather than asking whether individual planning 
documents are complete, it asks a more important question: 

Can this project realistically succeed using the plan we have created? 

By conducting a thorough readiness review, project teams reduce uncertainty, strengthen stakeholder confidence, improve 
coordination, and significantly increase the likelihood of successful project delivery. In professional project management, 
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readiness reviews are not administrative checkpoints—they are strategic decision points that ensure the organization is prepared 
to invest its time, people, and resources in execution. 

Remember: A successful project doesn't begin when planning documents are finished. It begins when the team is 
confident that those documents provide a realistic, integrated, and achievable roadmap for success. 

This page titled 4.2.5: Step 5 – Planning Readiness Review is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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4.3: Best Practices Guide 

Practical Advice, Professional Habits, and Common Pitfalls to avoid - 
Milestone 3. 

Each section includes: 

• Purpose 
• What “Good” Looks Like 
• Common Mistakes 
• Pro Tips 

Section 1: Work Breakdown Structure (WBS) 

Purpose: 

To decompose the project scope into structured, manageable, and traceable units of work that can be estimated, sequenced, and 
tracked. 

Best Practices: 

• Use at least three levels: Phases → Work Packages → Tasks 
• Number tasks using WBS hierarchy (e.g., 2.1.3 = Task 3 of Package 1 in Phase 2) 
• Use verb + object phrasing for all tasks: “Draft Requirements Document,” “Conduct Interviews” 
• Ensure all work packages map directly to Milestone 2 deliverables 
• Follow the 100% Rule: All work is accounted for, and nothing extra is added 

Common Mistakes: 

• Using vague task names like “Handle stuff” or “Manage process” 
• Duplicating deliverables already broken down in prior phases 
• Mixing in activities not in the approved scope 
• Only creating 1–2 levels (not truly breaking down work) 

Pro Tips: 

• Print your WBS and ask a peer: “Can someone build a schedule from this?” 
• Break down any task over 20 hours into smaller actions 
• Include project management as a legitimate work package 

Section 2: Task Dependencies and Sequencing 

Purpose: 

To define the flow of the work: which tasks rely on others, what can run in parallel, and how bottlenecks can be avoided. 

Best Practices: 

• Use Finish-to-Start (FS) as your default logic 
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• Identify parallel tasks using Start-to-Start (SS) logic 
• Include at least one dependency per task (unless it’s the first) 
• Highlight external dependencies (e.g., stakeholder input, vendor access) 
• Use a dependency matrix or annotated list—whatever is clearest for your workflow 

Common Mistakes: 

• Creating “flat” task lists with no sequencing logic 
• Assuming all tasks are sequential and cannot overlap 
• Leaving out risky or external delays that could impact flow 
• Skipping documentation of why the sequence matters 

Pro Tips: 

• Build backwards from your milestones 
• Start each task with the question: “Can this start now?” If not, identify the blocker 
• Use sequencing to optimize resource usage (e.g., don’t stack everything on one role) 

Section 3: Effort and Duration Estimation 

Purpose: 

To forecast the workload (effort) and time (duration) each task will require, supporting realistic planning and scheduling. 

Best Practices: 

• Use a mix of expert judgment, historical data, and three-point estimation 
• Differentiate effort (hours) from duration (days) based on availability 
• Document assumptions for all tasks, especially those over 16 hours 
• Use round numbers and standard ranges (2–4–8–16–20 hours) 
• Flag high-risk or uncertain estimates and explain them clearly 

Common Mistakes: 

• Using the same estimate (e.g., “8 hours”) for every task 
• Assuming team members are 100% available (they rarely are) 
• Skipping stakeholder time or review cycles 
• Forgetting weekends, holidays, or context-specific delays 

Pro Tips: 

• Break large tasks into estimable chunks 
• Double-check the total hours per role—does it align with reality? 
• Highlight which estimates are flexible and which are fixed 

Section 4: Milestone Schedule 

Purpose: 

To define key progress points where work is validated, approved, or transitioned—creating clarity and pacing for the project. 
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Best Practices: 

• List 3–5 clear, meaningful milestones 
• Tie each milestone to a deliverable or review event 
• Assign an owner and target date for each 
• Show how milestones align with your WBS and task sequencing 
• Ensure milestone names are event-driven, not task-driven (e.g., “Requirements Approved,” not “Finish Writing Requirements”) 

Common Mistakes: 

• Listing too many milestones (one per task) 
• Using vague milestone names like “Stuff Done” or “Halfway Mark” 
• Missing dependencies or decision logic 
• Forgetting to align milestones with stakeholder engagement windows 

Pro Tips: 

• Build your project schedule around your milestones, not the other way around 
• Use milestones to pace client communication and accountability 
• Ask: “Would hitting this milestone give us momentum—or permission to proceed?” 

Section 5: Planning Readiness Review 

Purpose: 

To confirm that your planning package is complete, coherent, and ready to support real-world execution—with all issues and risks 
surfaced transparently. 

Best Practices: 

• Review for internal alignment between scope, tasks, effort, and milestones 
• Create a summary statement of confidence and assumptions 
• Flag open questions, risky dependencies, or incomplete information 
• Identify areas that need stakeholder or sponsor support 
• Document all external blockers, not just internal planning gaps 

Common Mistakes: 

• Skipping this section entirely (“We already planned everything”) 
• Avoiding documentation of risks (“We don’t want to look bad”) 
• Not tying back to the Charter and Milestone 2 commitments 
• Presenting a plan with misaligned sequencing, scope, or effort 

Pro Tips: 

• Think like a sponsor: “What would I need to see to greenlight this plan?” 
• If a new team member joined—could they execute from this document? 
• Use your readiness review as a handoff checklist for execution 

Final Advice for All Sections 

• Use formatting and tables to increase scan-ability 
• Be consistent with naming, structure, and terminology 
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• Imagine handing this off to someone else—would they trust it? 
• Always ask: “Does this reflect th way real work actually happens?” 

This page titled 4.3: Best Practices Guide is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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4.4: Submission Checklist 

Purpose of This Checklist 

This checklist is your final quality assurance step before submitting your milestone. It ensures that all required components are 
complete, logically structured, execution-ready, and aligned with your prior planning commitments (especially from Milestone 2). 

Use this to verify: 

• Completeness across all five sections 
• Consistency and traceability between your planning elements 
• Professional formatting and clarity 
• Readiness for stakeholder review or internal handoff 

This is the final “ready-for-prime-time” check. Treat it as if your planning package is going into a real project kickoff meeting. 

Section 1 – Work Breakdown Structure (WBS) 

WBS Quality Review Checklist 

✔ ✔ Criteria 

⯑ All Level 1–3 items are present and clearly structured 

⯑ WBS is numbered using a consistent hierarchy (e.g., 2.1.1) 

⯑ Task names are specific, action-oriented, and traceable to the approved scope 

⯑ The 100% Rule is followed: all project work is captured 

⯑ Formatting is clear, consistent, and organized for easy reference 

Section 2 – Task Dependencies and Sequencing 

Task Dependencies and Sequencing Checklist 

✔ ✔ Criteria 

⯑ Each Level 3 task includes at least one dependency or logical relationship 

⯑ Finish-to-Start dependencies are used for sequential tasks 

⯑ Start-to-Start or Finish-to-Finish dependencies are used where appropriate 

⯑ External or risky dependencies are clearly noted 

⯑ The sequence is logical, actionable, and supports milestone progression 

Section 3 – Effort and Duration Estimation 

Effort and Duration Estimation Checklist 

✔ ✔ Criteria 

⯑ Every Level 3 task has a clear effort estimate (in hours) 

⯑ Duration estimates reflect real-world availability (calendar time) 

⯑ Estimation method (e.g., expert judgment, historical data, 3-point) is evident 

⯑ All major assumptions are documented in a Notes column or section 
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✔✔ Criteria 

⯑ The overall effort per phase or team member is reasonable and balanced 

Section 4 – Milestone Schedule 

Milestone Schedule Review Checklist 

✔ ✔ Criteria 

⯑ 3–5 milestones are clearly named and meaningfully spaced 

⯑ Each milestone includes a description, owner, target date, and dependencies 

⯑ Milestones reflect real decision points or deliverable completions—not task checkboxes 

⯑ Milestones are aligned with stakeholder availability and sequencing logic 

⯑ Schedule is formatted for quick reference and executive review 

Section 5 – Planning Readiness Review 

Planning Readiness Review Checklist 

✔ ✔ Criteria 

⯑ A clear summary statement evaluates the overall readiness of the plan 

⯑ Any open questions, missing inputs, or risks are documented 

⯑ The review confirms alignment between scope, structure, sequencing, effort, and milestones 

⯑ Plan quality is assessed from an execution perspective—not just a planning one 

⯑ Tone is confident, professional, and transparent about planning gaps 

Overall Submission Quality 

Overall Submission Quality Checklist 

✔ ✔ Criteria 

⯑ All five sections are complete, numbered, and submitted in the correct order 

⯑ Headings and subheadings are used for clear navigation 

⯑ Tone is professional, precise, and free from academic filler 

⯑ File format is correct (.docx or .pdf unless otherwise specified) 

⯑ File is named according to naming convention (e.g., Milestone3_TeamName.docx ) 

⯑ Document is proofread and clean—no placeholders, errors, or formatting issues 

Final Reflection Prompts (Optional, but Recommended) 

Ask yourself: 

• Could this plan be used by a delivery team without further explanation? 
• Would a project sponsor feel confident approving this work? 
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• If this plan were presented at a stakeholder kickoff, would it hold up under scrutiny? 

This page titled 4.4: Submission Checklist is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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4.4.1: Tools and Techniques 

Purpose of This Section 

This section is your tactical toolbox. 

You’ve learned the “what” and the “why” behind project execution planning—now let’s focus on the “how.” The techniques here are 
drawn from real-world project management practice and are used by professional planners, consultants, engineers, and delivery 
teams to: 

• Decompose work with clarity 
• Estimate time and effort realistically 
• Map task flows and avoid bottlenecks 
• Build actionable, defensible milestone schedules 
• Assess and refine planning quality before launch 

Each of the five main sections of this milestone is paired with specific tools and thinking models to help you execute with clarity, 
structure, and professionalism. 

Tools and Techniques by Section 

Section 1: Work Breakdown Structure (WBS) 

Tools: 

Hierarchical Decomposition 
Break work into levels: 

• Level 1: Phase or Workstream 
• Level 2: Work Package 
• Level 3: Task / Activity 

Helps you create structure that maps to both deliverables and schedules. 

100% Rule Checklist 
Ask: 

• Does my WBS capture all scope from the charter and planning documents? 
• Is anything missing—or added without justification? 

WBS Numbering System 
Use standard hierarchy codes: 

• 1.0 
◦ 1.1 

▪ 1.1.1 

This enhances traceability, cross-referencing, and schedule alignment. 

Verb-Noun Task Naming 
Use phrasing like: 

• “Conduct stakeholder interviews” 
• “Draft architecture diagram” 
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• “Configure test environment” 

This improves clarity and avoids ambiguity. 

Section 2: Task Dependencies and Sequencing 

Tools: 

Task Dependency Matrix 
Table with: 

• Task ID 
• Task Name 
• Depends On 
• Type (FS, SS, FF, etc.) 
• Notes 

This visually captures flow and blockers. 

Precedence Diagramming Method (PDM) 
Define: 

• Finish-to-Start (FS) 
• Start-to-Start (SS) 
• Finish-to-Finish (FF) 

Focus on identifying relationships between task pairs. 

Backward Planning Technique 
Start from your milestone and ask: 

“What absolutely must be complete before this milestone is achievable?” 

This reveals critical paths and sequencing constraints. 

Critical Path Identification 
Even without a full Gantt chart, identify: 

• Which task chain determines overall timing 
• What tasks cannot be delayed without affecting delivery 
• 

Section 3: Effort and Duration Estimation 

Tools: 

Three-Point Estimation (PERT Model) 
Estimate: 

• Optimistic (O) 
• Most Likely (M) 
• Pessimistic (P) 
• Calculate: 

Expected = (O + 4M + P) ÷ 6 

Used to add realism and reduce bias in high-uncertainty tasks. 
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Parametric Estimating 
Use formulas: 

“5 forms × 3 hours/form = 15 hours” 

Applies best when tasks are repeated or scalable. 

Historical Benchmarking 
Use data from prior projects (or prior milestones) to ground your estimates: 

“Last time it took 10 hours to draft the report—this one is similar.” 

Effort-to-Duration Ratio Table 
Plan based on availability: 

Effort-to-Duration Ratio Table 

Effort (hrs) Availability Duration (days) 

16 hrs 100% ~2 days 

16 hrs 50% ~4 days 

8 hrs 25% ~4 days 

Helps prevent underestimating task length due to multitasking or part-time staffing. 

Estimation Rationale Log 
Document your reasoning: 

• “Assumes full access to legacy data.” 
• “Assumes no rework required after draft review.” 
• This builds transparency and reduces revision cycles. 

Section 4: Milestone Schedule 

Tools: 

Milestone Definition Template 
For each milestone, define: 

• Name 
• Purpose 
• Pre-conditions 
• Owner 
• Deadline 
• Linked Deliverables 

Example: 

“M3 – Stakeholder Feedback Consolidated” 
Precondition: 6 interviews completed and summarized 
Owner: Business Analyst 
Date: Week 6 

Executive Milestone Summary Table 
Create a one-pager that could be shared in a stakeholder meeting: 
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Executive Milestone Summary Table 

Milestone Target Date Owner Decision/Event 

M1 Week 4 PM Charter Approved 

M2 Week 8 BA Requirements Finalized 

Stakeholder Calendar Overlay 
Match your milestone schedule against: 

• Client availability 
• Academic calendar 
• Holidays and blackout dates 

This ensures that reviews and approvals are possible at the planned time. 

Phase-Gating Milestones 
Use milestone completion to transition between phases: 

• Planning → Design 
• Design → Build 
• Build → Pilot 
• Pilot → Launch 

This supports control and accountability. 

Section 5: Planning Readiness Review 

Tools: 

Readiness Review Checklist 
Questions for self-evaluation: 

• Does the WBS cover 100% of scoped work? 
• Are all estimates documented with assumptions? 
• Are sequencing and dependencies logical and complete? 
• Are risks or external blockers clearly flagged? 

Risk Flag Table 
Document anything that could derail execution if ignored: 

Risk Flag Table 

Risk ID Description Area Affected Action Required 

R1 Client SME unavailable Task 2.3.1 Escalate to sponsor 

R2 Vendor timeline unknown Milestone 4 Add contingency 

2Plan Integrity Audit Trail 
Make sure every task in your schedule: 

• Ties back to a WBS item 
• Supports a milestone or deliverable 
• Includes a responsible role 
• Can be tracked and reviewed 

This tool helps ensure you’re not just estimating tasks—but building a plan that can be managed. 
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Final Planning Habits 

• Anchor every tool in your project’s context 
• Use these tools as thinking aids, not just forms 
• Keep your deliverables usable by other people (teams, clients, sponsors) 
• Review your outputs with execution in mind 

Planning isn’t documentation—t’s decision architecture. 

This page titled 4.4.1: Tools and Techniques is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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4.5: Reflection and Debrief 

Purpose of This Reflection 

Milestone 3 asked you to take ownership of execution design. You weren’t just organizing tasks—you were building a system of 
flow, effort, coordination, and commitment. 

These reflection prompts are designed to help you: 

• Step back from the technical work 
• Explore the thinking behind your planning choices 
• Identify what you learned about decision-making under ambiguity 
• Recognize how planning structure enables action 

Use these prompts for solo reflection, team debriefs, or instructor-led discussion. 

Section 1 – Work Breakdown Structure (WBS) 

• What strategy did you use to determine how deeply to break the work down? 
• Did you start from deliverables, phases, or tasks? Why? 
• Where did you feel uncertain about how granular to be? 
• What did you learn about scope management through the process of building your WBS? 

Section 2 – Task Dependencies and Sequencing 

• How did your initial understanding of the work evolve once you started mapping dependencies? 
• Were there any points in your task flow that surprised you—like hidden bottlenecks or feedback loops? 
• How did the exercise of identifying external dependencies change your project risk awareness? 
• What tradeoffs did you make between strict sequencing and flexibility? 

Section 3 – Effort and Duration Estimation 

• Which tasks were easiest to estimate? Which were hardest—and why? 
• How did you balance optimism and realism in your estimates? 
• What did you assume about team availability—and how confident are you in that assumption? 
• If your sponsor asked, “How did you get these numbers?”—how would you respond? 

Section 4 – Milestone Schedule 

• What was your rationale for choosing each milestone? 
• How did you decide what makes a checkpoint “milestone-worthy”? 
• Were any milestones added, removed, or renamed as you worked through sequencing? 
• How does your milestone schedule shape stakeholder expectations or team morale? 

Section 5 – Planning Readiness Review 

• When you reviewed your own plan, what areas felt strong—and what needed revision? 
• Did this review surface any risks or disconnects you hadn’t previously noticed? 
• How did it feel to be the one declaring “this is ready”? What responsibility came with that? 
• If this plan went live next week, what conversations would you want to have with your sponsor first? 
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Cross-Cutting Reflections 

• Which planning section forced the biggest revision in your overall approach? 
• How did your thinking evolve from “doing work” to “designing flow”? 
• Did your decisions ever conflict with each other (e.g., effort vs. sequencing)? How did you resolve that? 
• What changed about your understanding of “project planning” by the end of this milestone? 

Professional Development Prompts 

• What habits or tools from this milestone will you bring into your next project? 
• What was the most professional part of your submission? What made it feel that way? 
• If you had to present this planning package in a stakeholder meeting, which section would you lead with—and why? 
• What part of the planning process gave you the clearest sense of leadership? 

Optional Team Debrief Prompts 

• Where did your team experience alignment, and where did friction emerge? 
• Which decisions were made collaboratively—and which by default? 
• What helped your team divide, delegate, and consolidate the work? 
• If your team had to deliver this plan in the real world, what would be your next move? 

This page titled 4.5: Reflection and Debrief is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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4.6: Instructor Notes and Grading Rubric 

Purpose of ThiSs Milestone (Instructor Perspective) 

Milestone 3 represents a pivotal transition in the practicum. It challenges students to evolve from strategic thinkers to execution 
planners. 

Where Milestone 2 focused on structure and alignment, this chapter demands: 

• Clear task decomposition 
• Rational and defendable time and effort estimates 
• Logical sequencing of work 
• Stakeholder-centered milestone design 
• A planning package that could be handed off to a real-world delivery team 

This milestone helps students: 

• Practice operational realism 
• Move beyond checklists and templates 
• Design for clarity, flow, and accountability 
• Integrate technical and team perspectives into one cohesive plan 

Instructor Guidance 

When reviewing submissions, focus on these five lenses: 

1. Integrity of Structure 
1. Is the WBS complete, traceable, and appropriately granular? 
2. Does the task decomposition reflect both deliverables and execution flow? 

2. Planning Logic 
1. Are task sequences rational and feasible? 
2. Are milestones placed where meaningful progress or handoffs occur? 

3. Estimation Maturity 
1. Are time and effort estimates realistic and explained? 
2. Do assumptions reflect real-world constraints? 

4. Execution Readiness 
1. Could a team use this plan as a foundation for resource allocation and kickoff? 
2. Are risks, blockers, or unknowns acknowledged in the Planning Readiness Review? 

5. Professional Presentation 
1. Is the submission client-ready in tone, format, and clarity? 
2. Is the documentation scannable and usable by someone outside the team? 

Grading Rubric (Total: 100 Points) 
Milestone 3 Grading Rubric 

Section Criteria Points 

Section 1: Work Breakdown 
Structure (WBS) 

Task hierarchy is clear, complete, and aligned to deliverables; tasks are actionable 
and logically grouped 

20 pts 

Section 2: Dependencies and 
Sequencing 

Each task has logical relationships; flow supports delivery model; external 
dependencies flagged 

15 pts 
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Section Criteria Points 

Section 3: Effort and Duration 
Estimation 

Estimates are realistic, reasoned, and clearly documented with assumptions 15 pts 

Section 4: Milestone Schedule Milestones are meaningful, well-placed, and align with stakeholder engagement 15 pts 

Section 5: Planning Readiness 
Review 

Internal consistency confirmed; open risks and assumptions surfaced 
transparently 

15 pts 

Execution Readiness & Coherence Plan could realistically guide a delivery team or be handed off to stakeholders 10 pts 

Professionalism & 
Communication 

Tone, structure, formatting, and documentation are client-facing and scannable 10 pts 

Grading Scale 
Milestone 3 Performance Scale 

Score 
Range 

Grade Descriptor 

90–100 A Outstanding. Professional-grade planning package suitable for real execution. Clear structure, strong logic, 
and defensible thinking. 

80–89 B Strong planning. Mostly consistent and well-aligned; may include minor gaps or formatting issues. 

70–79 C Basic completion. Key elements are present but may lack realism, alignment, or readiness for use. 

60–69 D Incomplete or underdeveloped. Missing structure, low clarity, or major logic flaws. 

Below 60 F Not functional as a planning document. Cannot support delivery or be reviewed meaningfully. 

Feedback Prompts (For Instructor Comments) 

Use the following language when writing coaching-based feedback: 

• “Consider revisiting the sequencing logic—could any tasks run concurrently?” 
• “Milestones are clear, but consider adding a note on stakeholder involvement.” 
• “Estimates feel conservative—can you add assumptions to justify them?” 
• “Strong WBS structure—can you clarify how external dependencies are managed?” 
• “Planning review shows leadership—excellent attention to gaps and unknowns.” 
• “Try formatting your tables to make scanning easier for a real delivery lead.” 

Instructor Tips for In-Class Facilitation or Review Sessions 

• Have students peer-review each other’s WBS or sequencing maps and identify improvement opportunities 
• Conduct a group workshop on defending effort estimates with logic and constraints 
• Ask students to “pitch” their milestone schedule to a mock sponsor or executive panel 
• Use the Planning Readiness Review as a discussion tool: what would you change if this plan went live? 

This page titled 4.6: Instructor Notes and Grading Rubric is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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4.7: Wrapping up Milestone 

What You Just Did 

This milestone marked your transition from structural planner to execution strategist. You weren’t simply building 
documents—you were designing the operational reality of your project. 

You created a planning system that: 

• Defined the full scope of work through a hierarchical WBS 
• Sequenced tasks logically based on real-world dependencies and flow 
• Estimated effort and calendar time with defensible reasoning 
• Structured the pacing of delivery with milestone checkpoints 
• Validated the entire package through a Planning Readiness Review 

Each artifact you produced can be handed off to a project team and used to drive daily work, stakeholder coordination, and 
resource allocation. This is what execution planning looks like—when done with clarity, intent, and realism. 

What You Practiced 

This milestone asked you to stop thinking like a student—or even a strategist—and start thinking like someone responsible for 
how work happens. 

You practiced: 

Hierarchical Thinking 

You broke down broad project deliverables into specific, actionable, and trackable units of work. This is not just 
decomposition—it’s about translating strategic goals into executable work. 

Flow Mapping 

By defining dependencies, you uncovered the logic of delivery: what starts when, what gates progress, and what can move in 
parallel. 

Effort and Availability Awareness 

You learned to distinguish between workload (effort) and elapsed time (duration)—and why that matters when estimating real 
project timelines and coordinating across teams. 

Milestone-Driven Pacing 

You practiced planning checkpoints that support visibility, decision-making, and stakeholder engagement—not just deadlines. 

Execution Readiness Thinking 

You used self-review to test whether your plan was actually usable—not just compliant. This is the heart of professional project 
leadership: designing systems others can rely on. 
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How This Sets You Up for the Next Phase 

You now have: 

• A WBS that defines what will be done 
• A sequence that defines when and how work flows 
• Estimates that clarify how long and how much effort 
• Milestones that define what progress looks like 
• A planning review that reveals what still needs attention 

The only thing you haven’t answered yet is: 

“How much will it cost?” 

What Comes Next: Milestone 4 – Cost and Budget 

In the next chapter, you’ll learn to price the plan you just built. This is the next evolution of your planner’s mindset: not just how 
to deliver a project—but how to do so responsibly, transparently, and sustainably from a financial perspective. 

You will: 

• Apply your effort estimates to labor cost models 
• Identify and classify non-labor costs: tools, materials, licenses, consultants, contingency 
• Assign costs to work packages, phases, or deliverables 
• Build a phase-based or component-based budget 
• Create a funding profile that could be presented to a project sponsor or executive 
• Review your budget for risk, underestimation, and credibility 

You won’t just make a cost sheet—you’ll build a financial reflection of your plan. 

This means thinking like someone accountable for more than execution—you’re now responsible for investment strategy, cost 
realism, and financial stewardship. 

You will also practice: 

• Telling a financial story to stakeholders 
• Building in contingency without padding 
• Modeling resource usage, overhead, and return on investment 
• Communicating project cost in terms of value 

Final Questions to Carry Into Milestone 4 

• Do your effort estimates reflect enough realism to support credible cost modeling? 
• Have you identified which tasks or deliverables will be the most resource-intensive? 
• What non-labor costs are likely to emerge based on your architecture and approach? 
• If a sponsor asked, “Where’s the risk in your budget?”—would you have an answer? 

Transition From Execution Planner to Cost Strategist 

By completing Milestone 3, you’ve built a system of work. 

In Milestone 4, you’ll build a system of cost—one that empowers leaders to fund, manage, and defend the investment needed to 
make this project real. 

This is how professionals move from task managers to project investors—by owning the budget, not just the plan. 
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This page titled 4.7: Wrapping up Milestone is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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5: ESTIMATING COST AND BUILDING THE BUDGET 

🎯 Purpose of This Chapter 🎯

In this milestone, you take the final step in building a fully integrated project plan: translating your work into financial terms. 

You’ve already defined what will be delivered (scope), how it will be delivered (approach and sequencing), and how long it will 
take (effort and duration). Now you must answer the next vital planning question: 

“What will this project cost—and how do we justify that cost to decision-makers?” 

This chapter challenges you to develop a clear, structured, and defensible budget for your project—one that reflects effort, 
materials, risk, and strategic value. 

🧭 What You Will Do 🧭

In this milestone, your team will: 

• Identify all cost categories relevant to your project—labor, tools, subscriptions, materials, training, travel, and more 
• Use your effort estimates from Milestone 3 to calculate labor cost, based on standard hourly rates, team roles, and 

availability assumptions 
• Estimate non-labor costs based on quantity, unit price, usage duration, or benchmarks 
• Consolidate those estimates into a structured total budget, organized by phase, category, or work package 
• Incorporate contingency, reflect known risks, and explain how your funding request supports successful delivery 
• Present the budget in a format that could be shared with a sponsor, steering committee, or stakeholder review board 

🛠 What You Will Build 🛠

This milestone will result in five integrated budget-building components: 

1. Cost Categories and Inputs 
Identify all financial inputs required to execute your plan—organized by type, purpose, and ownership 

2. Labor Cost Estimation 
Apply your task effort estimates to labor rates by role or phase to generate a complete labor cost forecast 

3. Non-Labor Cost Estimation 
Estimate and justify one-time and recurring costs beyond labor—tools, licenses, travel, equipment, support services, etc. 

4. Total Budget and Allocation Model 
Present a clean, structured view of the total project cost—organized by phase, cost type, or milestone 

5. Contingency and Funding Narrative 
Justify risk-based buffers and tell the financial story of your project: what it costs, why it matters, and what it enables 

💼 What You Will Learn 💼

This milestone teaches you how to: 

• Translate scope, schedule, and effort into a financial model 
• Identify real-world inputs and price them responsibly 
• Think like a budget owner—not just a planner 
• Write cost narratives that build stakeholder trust and secure funding 
• Use budgeting as a tool for transparency, accountability, and alignment 
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🧠 Why This Milestone Matters 🧠

Projects are approved—or canceled—based on cost. Great ideas die when budgets are weak, incomplete, unrealistic, or 
unjustified. 

This milestone shows you how to: 

• Turn a solid plan into an investable proposal 
• Speak the language of financial stakeholders 
• Connect budget to value, not just cost 
• Lead planning conversations that include time, money, and outcomes 

It also trains you to manage one of the greatest tensions in project work: building something meaningful, without breaking 
the bank. 

🪄 Where You’re Headed Next 🪄

Once your cost model is built, you’ll move into project control and communication planning: 

• How will progress be tracked? 
• How will you manage changes to scope, time, or budget? 
• How will you communicate risk and adjust in real time? 

But before you manage the work—you must fund it. 

This chapter is your chance to demonstrate that your plan is not just sound, but sustainable and investable. 

5.1: Scenario Building 

5.2: Plan of Attack 

5.3: What You Will Submit 

5.4: Submission Checklist 

5.5: Reflection and Debrief Questions 

5.6: Instructor Notes and Grading Rubric 

5.7: Wrapping Up 

This page titled 5: Estimating Cost and Building the Budget is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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5.1: Scenario Building 

Estimating Cost and Building the Budget 

Milestone Focus: Translating execution plans into a structured and defensible budget 
Client: University College of Medical Sciences (UCMS) 
Consulting Firm: C-Bay Inc. – Software Project Management Services (SPMS) 

Internal Memo 

To: Project Planning Team – UCMS Engagement 
From: Dr. Wendy Sheen, Director, Project Management Office, C-Bay Inc. 
Date: Start of Week 6 
Subject: Development of Cost Estimate and Budget Model for UCMS Clinical System Initiative 

Team, 

With the project charter approved and the detailed execution plan nearly complete, we are now entering the final stage of the 
planning phase for the UCMS Unified Clinical Management System project. 

Your team has already completed: 

• The Work Breakdown Structure (WBS) 
• Effort and duration estimates for every major task 
• Logical sequencing of activities and milestone schedule 

The next deliverable is the Cost and Budget Planning Package—a complete financial view of what it will take to deliver this 
project successfully. This document will be reviewed by UCMS’s leadership, finance office, and external procurement reviewers to 
determine if the project moves forward into funding and launch. 

Project Deliverables for This Milestone 

You are responsible for producing a cost planning package that includes: 

1. Cost Categories and Inputs 
1. Identify all cost-driving elements (labor, tools, licensing, services, equipment, training, overhead, etc.) 
2. Categorize them as fixed/variable, one-time/recurring, and direct/indirect where appropriate 

2. Labor Cost Estimation 
1. Apply task-level effort estimates to hourly rates per role 
2. Use standard billable rates or defend market-based approximations 
3. Document assumptions about team mix, utilization, and availability 

3. Non-Labor Cost Estimation 
1. Estimate quantities and unit costs for subscriptions, tools, licenses, external services, etc. 
2. Identify vendor costs and sourcing assumptions (e.g., per-user pricing, seat-based licenses, flat contracts) 

4. Total Budget and Allocation Model 
1. Present an organized budget by phase, category, or deliverable 
2. Include subtotal breakdowns and a grand total 
3. Ensure traceability back to the WBS and execution plan 

5. Contingency and Funding Narrative 
1. Add a contingency line item justified by project risks (not arbitrary %) 
2. Write a 1-paragraph sponsor-facing explanation of what the budget covers, what risks are buffered, and what value the 

funding enables 
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Key Constraints 

• UCMS has not pre-defined a budget. Your planning will inform their request for institutional or grant-based funding 
• The budget must account for the full project duration and scope defined in Milestone 3 
• Labor costs must reflect effort and role—not team size alone 
• Non-labor costs must be sourced or benchmarked, even if placeholders are used 
• Contingency must be proportional to project risk, not a blanket add-on 

Audience and Tone 

This deliverable will be reviewed by: 

• UCMS clinical operations leadership 
• UCMS finance officers 
• Cross-departmental stakeholder groups 
• A potential IT procurement advisory board 

Therefore, it must be: 

• Clear, itemized, and scannable 
• Aligned with the approved execution structure 
• Reasoned and defensible—not padded or speculative 
• Ready for presentation in a live review session in Week 8 

Strategic Value 

A sound budget signals more than fiscal readiness—it builds trust in your entire plan. 
This is your opportunity to prove that your team can: 

• Think ahead 
• Estimate with responsibility 
• Structure a financial plan that supports success 
• Communicate value—not just numbers 

This page titled 5.1: Scenario Building is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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5.2: Plan of Attack 

Objective of This Milestone 

You are now building a financial model for your project. This milestone requires you to translate the execution plan from Milestone 
3 into a detailed, structured, and defensible budget—one that could be presented to a sponsor, finance lead, or procurement 
authority. 

The final submission must include: 

• A breakdown of all anticipated project costs (labor and non-labor) 
• Calculated labor cost estimates based on prior effort figures 
• Transparent pricing for tools, licenses, vendors, or materials 
• Justified contingency buffering 
• A clear, professional summary of what the budget enables 

What You Will Produce 

Your final deliverable will consist of the following five core components: 

Five Core Budget Model Components 

Section Description 

1. Cost Inputs and Categories A clear and comprehensive inventory of all cost-driving elements grouped by type 

2. Labor Cost Estimation A detailed calculation of effort × role × rate, linked to the WBS 

3. Non-Labor Cost Estimation Estimates for tools, subscriptions, training, travel, and other goods or services 

4. Total Budget and Allocation 
Model 

Roll-up of all costs with subtotals, grand total, and structure by phase or category 

5. Contingency and Funding 
Narrative 

A reasoned buffer based on risk, plus a summary that tells the “financial story” of your 
project 

Step-by-Step Plan of Execution 

Step 1: Identify All Cost Categories and Inputs 

Start with your WBS, architectural model, and execution plan. Build a working list of anything that will require funds, including: 

Labor 

• Time spent by analysts, developers, PMs, testers, trainers 
• Internal staff time billed to the project 
• External consulting or contract staff 

Non Labor (examples) 

• Software licenses (e.g., per-seat tools, design software, PM systems) 
• Cloud platform or hosting services 
• Specialized equipment or configuration tools 
• Third-party vendors (data cleansing, trainers, accessibility services) 
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• Stakeholder events (e.g., pilot launches, training sessions) 
• Travel, room bookings, meals (if in-person support is needed) 

Classification 

• Direct vs Indirect: Is the cost tied directly to deliverables, or a shared overhead? 
• Fixed vs Variable: Is the cost stable or usage-based? 
• Recurring vs One-Time: Will this expense repeat monthly or occur once? 

Deliverable: A categorized table of all cost inputs with basic tags for classification. 

Example Cost Input Classification Table 

Item Type Classification Description 

Developer labor Labor Direct, Variable 240 hours over 6 weeks 

Training software Non-labor Fixed, Recurring $25/user/month 

Step 2: Estimate Labor Cost (Effort × Role Rate) 

Take your task-level effort estimates from Milestone 3 and apply hourly rates based on: 

• Internal rate card (e.g., C-Bay rates: PM = $110/hr, Dev = $95/hr, BA = $85/hr) 
• Industry benchmarks (if rates not given—justify with source) 
• Assumed team structure and availability (e.g., 50% allocation, 80% billable) 

Example Calculation: 

Task: Conduct stakeholder interviews 
Effort: 16 hours 
Role: Business Analyst 
Rate: $85/hr 
→ Total Labor Cost = 16 × 85 = $1,360 

Break this down: 

• By task 
• By role 
• By project phase (optional) 

Deliverable: Labor Estimation Table 

Example Labor Estimation Table 

WBS ID Task Role Effort (hrs) Rate Cost Notes 

1.2.1 Conduct interviews BA 16 $85 $1,360 Assumes 4 interviews @ 4 hrs each 

Step 3: Estimate Non-Labor Cost 

Using your Cost Inputs list from Step 1, calculate: 

• Unit Cost × Quantity × Duration 
• Research pricing benchmarks if real quotes are unavailable 
• Document all assumptions (e.g., “$25/license/month based on vendor website”) 

Examples: 
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• 12-month license for PM software: $30/user/month × 5 users = $1,800 
• 2 stakeholder training days @ $850/day = $1,700 
• 20 data transformation hours from vendor @ $150/hr = $3,000 

Deliverable: Non-Labor Cost Table 

Example Non-Labor Cost Table 

Item Category Quantity Unit Cost Duration Total Cost Source 

Cloud subscription SaaS 12 mo $300 N/A $3,600 Vendor X pricing sheet 

Training session Event 2 $850 N/A $1,700 Industry avg training rate 

Step 4: Build the Total Budget and Allocation Model 

Create a consolidated view of: 

• Labor cost total 
• Non-labor cost total 
• Contingency 
• Grand total 
• Optional: by phase, milestone, or deliverable 

Use consistent structure. Clearly label rows and subtotals. 

Deliverable: Budget Roll-Up Table 

Example Budget Roll-Up Table 

Phase Labor Non-Labor Subtotal 

Planning $8,240 $1,800 $10,040 

Design $14,100 $3,400 $17,500 

Implementation $20,500 $5,200 $25,700 

Total (Pre-Contingency) $42,840 $10,400 $53,240 

Then calculate your contingency (see Step 5) and append it: 

Contingency Example 

Contingency (7.5%) $3,993 

Grand Total $57,233 

Step 5: Add Contingency and Write a Funding Narrative 

Contingency 

• Base your buffer on: 
◦ Risk exposure 
◦ Estimate uncertainty 
◦ Task complexity 
◦ External dependencies 

• Apply it per category (e.g., 10% on non-labor, 5% on labor), not just an overall “fudge factor” 
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Narrative 

Write a 1-paragraph financial summary from the point of view of a project leader presenting to a sponsor. 

Should answer: 

• What is included? 
• What is the basis of estimation? 
• How does the budget account for risk? 
• What value will this budget enable? 

Example: 

“This budget reflects the full execution plan approved in Week 6. Estimates are based on actual effort projections 
and market-standard rates. Contingency has been applied based on risk factors tied to stakeholder input availability 
and third-party tool integration. This funding will support configuration, training, testing, and deployment of the UCMS 
platform and prepare the system for live use by the beginning of Q2.” 

Final Deliverables You Will Submit 

1. Cost Categories and Input Summary 
2. Labor Cost Estimation Table 
3. Non-Labor Cost Estimation Table 
4. Total Budget + Contingency Roll-Up 
5. Funding Narrative (1 paragraph) 

This page titled 5.2: Plan of Attack is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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5.3: What You Will Submit 

Purpose of This Submission 

In this milestone, your submission demonstrates that you can not only design a great project plan, but also estimate its financial 
cost responsibly and present it professionally. 

You are submitting a cost model that: 

• Reflects your full execution plan 
• Applies appropriate estimation methods 
• Provides clear logic and documentation 
• Supports stakeholder review and funding approval 

This is more than an academic assignment—your submission is your budget justification package. Treat it as if it were going 
into a live approval meeting with a project sponsor, finance lead, or executive committee. 

What You Must Include 

Your submission must contain the following five structured components, in the order below: 

Cost Categories and Input Summary 

What to include: 

• A categorized list of all labor and non-labor cost items 
• Clear labels for cost types: Labor vs. Non-Labor, Fixed vs. Variable, One-Time vs. Recurring 
• Classification of each cost (Direct vs. Indirect) 
• Notes on how the item was identified (e.g., WBS reference, tool usage, stakeholder event) 

Deliverable Format: 
A well-organized table or matrix 

Example Cost Table 

Cost Item Category Classification Description Source 

Business Analyst Labor Labor Direct, Variable 60 hours across Weeks 1–3 Milestone 3 effort estimates 

Cloud Hosting Non-Labor Fixed, Recurring 12 months of platform services Vendor pricing 

Labor Cost Estimation Table 

What to include: 

• Task name or WBS ID 
• Role performing the task 
• Effort (in hours) from Milestone 3 
• Hourly rate per role 
• Total labor cost 
• Assumptions or utilization factors (e.g., full-time vs. 50% allocation) 

Deliverable Format: 
Task-based estimation table 
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Example Task-Based Estimation Table 

Task Role Effort (hrs) Rate ($/hr) Total Cost Notes 

Conduct Interviews Business Analyst 16 hrs $85 $1,360 Full availability assumed 

Non-Labor Cost Estimation Table 

What to include: 

• Item or service 
• Description of usage 
• Quantity and unit cost 
• Duration (if recurring) 
• Total calculated cost 
• Source or pricing assumption 

Deliverable Format: 
Itemized estimation table 

Example Itemized Estimation Table 

Item Description Qty Unit Cost Duration Total Cost Source 

PM Software Project tool license 5 users $30/mo 6 months $900 Vendor site pricing 

Total Budget and Allocation Model 

What to include: 

• Roll-up of all labor and non-labor costs 
• Optional: Phase-based, category-based, or deliverable-based views 
• Clearly labeled subtotals and grand total 
• Contingency added as a distinct line item (with justification) 

Deliverable Format: 
Clean, scannable budget summary table 

Example Scannable Budget Summary Table 

Category Subtotal 

Labor $42,000 

Non-Labor $10,000 

Contingency (10%) $5,200 

Total Budget $57,200 

Contingency and Funding Narrative 

What to include: 

• A brief paragraph (4–6 sentences) that summarizes: 
◦ What your budget includes 
◦ Where uncertainty exists 
◦ What risks justify contingency 
◦ What the funding enables in terms of project outcomes 

Deliverable Format: 
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Well-written paragraph, suitable for executive summary or sponsor presentation 

Example: 

"This budget accounts for all labor and platform expenses associated with planning, design, build, testing, and 
transition for the UCMS Clinical Management System. Labor cost is derived from effort estimates built in Milestone 3, 
priced at blended market rates. Contingency has been included based on risk areas including stakeholder scheduling 
volatility and third-party vendor delays. This funding request supports a full launch readiness cycle by Q2 and ensures 
cross-functional delivery with sufficient coverage for training and risk mitigation." 

File Organization and Submission Format 
File Organization and Submission Format 

Requirement Details 

File Format Submit in .docx or .pdf unless otherwise specified 

File Name Milestone4_Budget_YourTeamName.docx 

Document Order Follow the 5-section structure listed above 

Professionalism Tables aligned, no filler content, executive-ready tone 

Consistency Budget links back to the WBS, schedule, and roles used in Milestones 2 & 3 

This page titled 5.3: What You Will Submit is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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5.4: Submission Checklist 

Purpose of This Checklist 

This checklist serves as your final quality control step before submitting your cost estimation and budget package. It ensures 
your work is: 

• Complete 
• Consistent with previous milestones 
• Professionally formatted 
• Transparent and traceable 
• Ready to be reviewed by stakeholders or sponsors 

Your budget is not just a document—it’s a leadership tool. Use this checklist to confirm that what you’re submitting reflects 
maturity, accountability, and decision-readiness. 

Section 1 – Cost Categories and Input Summary 
Cost Categories and Input Summary Checklist 

✔ ✔ Criteria 

⯑ All relevant cost types are included: Labor and Non-Labor 

⯑ Each cost item is clearly labeled and categorized (Fixed/Variable, One-Time/Recurring) 

⯑ Costs are classified as Direct or Indirect where appropriate 

⯑ Items are linked to WBS tasks, deliverables, or roles 

⯑ Assumptions or data sources are noted (e.g., rate cards, vendor pricing) 

Section 2 – Labor Cost Estimation 
Labor Cost Estimation Checklist 

✔ ✔ Criteria 

⯑ Labor effort estimates are based on Milestone 3 data 

⯑ Hourly rates are appropriate and applied per role (not blended unless justified) 

⯑ Tasks are clearly named and traceable to WBS IDs or scope areas 

⯑ Total labor cost is accurately calculated (Effort × Rate) 

⯑ All roles and time allocations are realistic and documented 

⯑ Assumptions (availability, part-time load, internal vs. external) are clearly stated 

Section 3 – Non-Labor Cost Estimation 
Non-Labor Cost Estimation Checklist 

✔ ✔ Criteria 

⯑ All significant project costs beyond labor are represented (e.g., software, services, equipment) 

⯑ Quantity, unit cost, and duration are clearly shown 
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✔✔ Criteria 

⯑ Each cost is tied to a project use case or deliverable 

⯑ Source or benchmark is cited (e.g., vendor page, past project, market rate) 

⯑ Total per line item is accurately calculated and documented 

⯑ Recurring vs. one-time costs are differentiated 

Section 4 – Total Budget and Allocation Model 
Total Budget and Allocation Model Checklist 

✔ ✔ Criteria 

⯑ Labor and Non-Labor subtotals are presented clearly 

⯑ Contingency is shown as a separate, justified line item 

⯑ Budget is organized either by category, phase, or milestone 

⯑ A clean grand total is clearly stated 

⯑ Budget format is easy to scan and ready for executive-level review 

⯑ Percentages of total cost (optional but encouraged) are used to show relative spend 

Section 5 – Contingency and Funding Narrative 
Contingency and Funding Narrative Checklist 

✔ ✔ Criteria 

⯑ Contingency is calculated based on project risk—not a flat guess 

⯑ Assumptions and known risks are briefly explained 

⯑ Funding narrative clearly states: 

• What the budget covers 
• What uncertainty is accounted for 
• What the sponsor is being asked to approve 
• | ⯑ | Narrative is written in sponsor-facing, professional tone (no academic language) 

Document and Formatting Integrity 

Document and Formatting Integrity Checklist 

✔ ✔ Criteria 

⯑ All 5 sections are included and clearly labeled 

⯑ Tables and figures are neatly formatted and aligned 

⯑ Fonts, bullets, and heading levels are consistent 

⯑ Units, symbols, and dates are consistent (e.g., $USD, 2025) 

⯑ No placeholder content or unexplained abbreviations 
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✔✔ Criteria 

⯑ Document is proofread, professional in tone, and free of typos 

Submission Logistics 

✔ ✔ Criteria 

⯑ File is saved as .docx or .pdf , per instructions 

⯑ File name follows convention: Milestone4_Budget_YourTeamName.docx 

⯑ Submission is on time and uploaded to the correct platform or folder 

⯑ All team member names (if group project) are listed on the title page 

Final Review Prompts (Optional Self-Check) 

• Would a sponsor understand what you’re asking for—without a walkthrough? 
• Would your team be able to defend the logic behind each number? 
• Have you priced everything your team plans to do? 
• Is there enough clarity for someone else to take this budget and build a project proposal from it? 

If the answer to all four is yes—your milestone is ready. 

This page titled 5.4: Submission Checklist is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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5.5: Reflection and Debrief Questions 

Purpose of This Reflection 

In this milestone, you were asked to think like a budget owner—not just a planner. You took the execution model you designed 
and translated it into a cost profile that could support funding approval, procurement action, or executive decision-making. 

This reflection is designed to help you: 

• Unpack the thought process behind your numbers 
• Evaluate how confident and defensible your estimates really are 
• Consider how cost transparency builds stakeholder trust 
• Recognize the connection between budgeting and leadership 

Use these questions for individual insight, group debriefing, or instructor-led discussion. 

Section 1 – Cost Categories and Input Summary 

• How did you ensure that all relevant cost-driving elements were captured? 
• Were there any categories or line items you almost missed? What helped you catch them? 
• How did you decide whether something was a one-time, recurring, fixed, or variable cost? 
• What was the most difficult input to categorize—and why? 

Section 2 – Labor Cost Estimation 

• How did you apply your effort estimates from Milestone 3 to real-world labor cost modeling? 
• What assumptions did you make about role-based rates or team composition? 
• Were any labor costs surprising—either higher or lower than expected? Why? 
• If a sponsor challenged your labor cost total, how would you defend your logic? 

Section 3 – Non-Labor Cost Estimation 

• What sources did you use to benchmark or price your non-labor costs? 
• How did you determine whether an expense was necessary or optional? 
• Did any item spark disagreement or uncertainty among your team? How did you resolve it? 
• What non-labor costs could have the biggest impact if they were underestimated? 

Section 4 – Total Budget and Allocation Model 

• How did you choose to organize your final budget: by category, by phase, by deliverable—or another method? Why? 
• What did the process of rolling up subtotals teach you about cost distribution? 
• Did anything change in your project priorities as you saw where the money was going? 
• If you had to present this budget to a board tomorrow, what would you highlight first? 

Section 5 – Contingency and Funding Narrative 

• What risks did you include when designing your contingency buffer—and how did you quantify them? 
• What approach did you take to avoid “padding” the budget while still protecting against volatility? 
• How did you craft your funding narrative to build trust, not just explain math? 
• What did this narrative help you clarify about the value of your project? 
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Cross-Cutting Reflections 

• Which part of the budgeting process was the most technically difficult? 
• Which part required the most judgment or estimation under uncertainty? 
• What changed between your first draft of the budget and the final version? 
• How did your team resolve any cost-based disagreements or trade-offs? 

Professional Development Prompts 

• What habits or techniques from this milestone will help you in future project roles? 
• How did this experience change your understanding of financial stewardship in planning? 
• What part of your submission felt the most “professional”? What made it that way? 
• If you had to pitch this budget to secure $60,000 in real funding, how would you make the case? 

Optional Team Debrief Prompts 

• Which budgeting decisions were collaborative—and which did someone lead independently? 
• What perspectives did each team member bring (e.g., cost sensitivity, market knowledge, risk focus)? 
• What challenges came up when aligning labor assumptions, tool choices, or buffer amounts? 
• If your team had one more week to refine the budget, what would you do? 

This page titled 5.5: Reflection and Debrief Questions is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 
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5.6: Instructor Notes and Grading Rubric 

Milestone Purpose (Instructor Perspective) 

In Milestone 4, students move from execution planning to financial ownership. The milestone asks them to create a full project 
budget by: 

• Translating effort and structure into labor cost 
• Researching and estimating non-labor expenses 
• Structuring costs into an organized funding request 
• Applying contingency to reflect uncertainty and risk 
• Crafting a funding narrative that supports decision-making 

This is the first milestone where students must show: 

• Budget thinking based on execution logic (not “ballparking”) 
• Transparency and traceability of every dollar 
• The ability to communicate cost as a story—not just a spreadsheet 

Instructor Review Focus 

As you evaluate submissions, consider: 

Cost Completeness and Categorization 

• Have they captured all relevant cost-driving elements? 
• Are the items categorized logically (labor vs. non-labor, recurring vs. one-time)? 
• Do they reflect the scope, sequencing, and structure from Milestones 2 and 3? 

Estimation Logic and Transparency 

• Are labor estimates traceable to Milestone 3 effort figures? 
• Are non-labor items priced using sources, quantity logic, or clear assumptions? 
• Do totals add up? Are they defensible? 

Structure and Communication 

• Is the budget organized in a clear, stakeholder-facing format? 
• Does the contingency reflect project-specific risk—not a padded guess? 
• Is the funding narrative professional and persuasive? 

Grading Rubric (Total: 100 Points) 
Grading Rubric 

Section Criteria Points 

1. Cost Inputs and 
Categorization 

Includes all labor and non-labor items; uses appropriate classifications (e.g., one-time, 
recurring, fixed, variable, direct/indirect) 

20 pts 

2. Labor Cost Estimation Uses effort estimates; correct rate logic; shows cost by task/role/phase; assumptions 
documented 

20 pts 
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Section Criteria Points 

3. Non-Labor Cost 
Estimation 

Itemized correctly; priced using logic or benchmark; assumptions cited; totals accurate 20 pts 

4. Budget Roll-Up and 
Structure 

Subtotals are presented cleanly; categories are logical; contingency is separated and 
labeled; total budget is clear 

20 pts 

5. Contingency & 
Funding Narrative 

Justifies buffer with identified risks; summary is written professionally; explains value of 
investment 

15 pts 

Presentation & 
Professionalism 

Document is polished, well-organized, and consistent with prior milestones 5 pts 

Grading Scale 
Grading Scale 

Score Range Grade Description 

90–100 A Highly professional budget with traceable math, sound judgment, and clear formatting 

80–89 B Strong submission with solid structure; may include minor errors, unclear narrative, or formatting issues 

70–79 C Basic completeness; lacks structure, logic clarity, or full alignment with scope 

60–69 D Budget is incomplete, vague, or based on incorrect application of effort/duration estimates 

Below 60 F Budget is not usable or reviewable; major sections missing or illogical 

Instructor Feedback Prompts 

Use these when writing feedback or coaching comments: 

• “Consider tying this cost item more clearly to your WBS or role-based effort.” 
• “Where did this price come from? Can you cite or explain the source?” 
• “Nice breakdown—could you clarify whether this cost is recurring or one-time?” 
• “Strong structure—next step might be adding a pie chart or summary page for decision-makers.” 
• “Narrative is clear, but what value does this funding unlock?” 

Instructor Tips (For In-Class or Review Sessions) 

• Use sample budgets (good, better, best) to show formatting and logic in action 
• Have students walk through their contingency logic to surface hidden risk 
• Encourage peer review on estimation math before submission 
• Use narrative sharing in class—"How did you justify your funding request?" 

This page titled 5.6: Instructor Notes and Grading Rubric is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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5.7: Wrapping Up 

Wrapping Up the Budget Milestone 

With this milestone, you’ve taken a major step forward—not just as a project planner, but as someone capable of financial 
leadership. 

You created more than a spreadsheet. You constructed a financial model that: 

• Reflects the real effort and flow of your project 
• Anticipates both planned and unexpected costs 
• Tells a story of strategic investment—not just expenditure 
• Equips stakeholders to approve, fund, and support your work 

This budget is your project’s economic blueprint—a tool for coordination, credibility, and confidence. 

What You’ve Learned to Do 

You’ve now practiced turning a delivery plan into a fundable initiative. That includes: 

• Estimating labor costs based on effort, role, and allocation 
• Pricing non-labor components using real benchmarks and logic 
• Structuring the budget to be readable and reviewable 
• Applying contingency with purpose, not guesswork 
• Writing a funding narrative that frames your ask with clarity and confidence 

In doing so, you’ve demonstrated that great planning is not just operational—it’s financially responsible and investment-ready. 

What Makes This a Professional Skill 

Most stakeholders won’t read your WBS. 
Some won’t even review your schedule. 
But everyone reads the budget. 

It’s the most scrutinized part of any proposal. And it’s often the deciding factor between projects that get greenlit—and those that 
get sidelined. 

By mastering this step, you’ve crossed an invisible line: from internal planner to someone who can manage external 
accountability. 

What Comes Next: Control Implementation 

You now have a fully developed project plan—with scope, schedule, and budget aligned. 

But planning is only half the story. The next milestone is about controlling the work once it begins. 

In Milestone 5, you will learn how to: 

• Track progress against your planned schedule 
• Monitor work effort and deliverables 
• Detect and manage scope creep or timeline slippage 
• Report status to stakeholders with accuracy and authority 
• Create dashboards, trackers, and communication tools for real-world execution 

174 (5.7.1)



You’re no longer designing the plan. You’re about to learn how to lead it in motion. 

The tools you build next will help teams stay focused, sponsors stay informed, and challenges get addressed before they become 
failures. 

This page titled 5.7: Wrapping Up is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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6: CONTROL IMPLEMENTATION - SCOPE AND SCHEDULE 

🎯 Purpose of This Chapter 🎯

In this milestone, you’ll move from planning to real-time project control. 

You’ve already defined what your project will deliver (scope), how it will be structured and executed (WBS, sequencing), and what 
it will cost (budget). Now comes the next challenge: 

How will you track whether it’s actually happening—and intervene if it’s not? 

This chapter focuses on building systems to monitor, control, and communicate project progress in real time—especially around 
scope and schedule, the two most visible and failure-prone aspects of any project. 

📘 What You Will Do 📘

In this milestone, you will: 

• Translate your scope and WBS into a trackable checklist of deliverables or tasks 
• Define and build a system to monitor schedule progress (e.g., % complete, status dashboards, late flags) 
• Identify how you’ll detect scope creep or unauthorized changes 
• Establish thresholds or triggers for escalation, adjustment, or replanning 
• Design a team- or sponsor-facing control toolset—ready to be used during project execution 

You will build real-world control assets—like trackers, dashboards, RAG (Red-Amber-Green) status indicators, or scope change 
logs—that help delivery teams and project managers stay aligned, on track, and informed. 

🛠 What You Will Build 🛠

This milestone results in a Control Toolkit that includes: 

1. Scope Control Register – A method for tracking scope elements, deliverable status, and change events 
2. Schedule Progress Tracker – A system for tracking task progress (% complete, behind/ahead/on track), ideally linked to 

milestones 
3. Change Escalation Flow – A set of thresholds, indicators, or decision points to manage risks, delays, or change requests 
4. Project Control Dashboard (Lite) – A single-page, high-level control artifact (e.g., RAG chart, weekly status summary, or 

decision board) 

Each item should be designed with execution in mind—tools your team could actually use once the project starts. 

🧠 What You Will Learn 🧠

In this chapter, you’ll develop the mindset and tools of a project controller, not just a project designer. You’ll practice: 

• Thinking in terms of visibility, accountability, and intervention 
• Building systems that detect deviation early—before problems escalate 
• Tracking execution in ways that are simple, sustainable, and scalable 
• Communicating status and risk with clarity, not just data 

💼 Why This Chapter Matters 💼

Many projects fail not because the plan was wrong—but because no one noticed when it started to go off track. 
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This chapter helps you become the person who: 

• Spots issues early 
• Raises the right flag at the right time 
• Uses data to tell the story 
• Keeps sponsors and stakeholders engaged, not blindsided 
• Maintains control without micromanagement 

🔜 Where You’re Headed Next 🔜

After this milestone, your team will prepare to communicate progress, risk, and impact to others. The next milestone will focus 
on: 

• Stakeholder reporting 
• Executive briefings 
• Change communication 
• Status updates that drive decisions 

But before you can communicate performance—you must know what it is. 

This milestone gives you the internal control dashboard to lead from clarity, not chaos. 

6.1: Scenario Building 

6.2: Plan of Attack 
6.2.1: Step 1- Revisit Your WBS, Milestones, and Scope Map 

6.2.2: Step 2 - Create the Scope Control Register 

6.2.3: Step 3 - Build the Schedule Progress Tracker 

6.2.4: Step 4 - Design the Change and Escalation Protocol 

6.2.5: Step 5 - Design the Control Dashboard 

6.3: What You Will Submit 

6.4: Submission Checklist 

6.5: Reflection and Debrief Questions 

6.6: Instructor Notes and Grading Rubric 

6.7: Wrapping up Milestone 

This page titled 6: Control Implementation - Scope and Schedule is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 
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6.1: Scenario Building 

Control Implementation—Tracking Scope and Schedule 

Milestone Focus: Designing and implementing the internal controls necessary to monitor scope adherence and schedule 
progress during project execution 
Client: University College of Medical Sciences (UCMS) 
Consulting Firm: C-Bay Inc. – Software Project Management Services (SPMS) 

Internal Memo 

To: Project Planning Team – UCMS Account 
From: Director, Project Management Office 
Date: Week 3 of Planning Engagement 
Subject: Building the Scope and Schedule Control System for the UCMS Clinical System Project 

Team, 

With the planning phase of our UCMS engagement nearing completion, it is time to prepare the control systems that will be 
used to manage project execution once the build phase begins. 

As of today: 

• The Charter has been approved 
• Scope has been defined and confirmed by UCMS leadership 
• Work packages have been structured through the WBS 
• Sequencing, milestones, and estimates are finalized 
• The project budget has been submitted for internal alignment and funding consideration 

We are now entering the Control Design phase, which is essential to ensure that this meticulously planned project stays on track 
once execution begins. 

Your Responsibility in This Milestone 

Your role is to develop a control toolkit for the UCMS Clinical System implementation team that will be used to: 

• Monitor which tasks and deliverables are complete, in-progress, or behind 
• Identify any deviation from agreed scope or unapproved change 
• Provide a simple and reliable view of schedule health and risk 
• Escalate issues early enough to correct them without major disruption 
• Enable weekly or biweekly reporting to UCMS leadership and stakeholders 

What You Are Expected to Build 

The control system must be lightweight, adaptable, and execution-ready. The specific tools you are being asked to produce 
include: 

1. Scope Control Register 
1. A table or log that includes all major deliverables, their current status, approval checkpoints, and notes on any scope 

deviations or proposed changes 
2. Schedule Progress Tracker 

1. A tool that maps your WBS or milestone tasks to current progress—using formats like % Complete, RAG status (Red-
Amber-Green), or behind/on/ahead indicators 

3. Change Escalation Protocol 
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1. A visual or tabular model that defines what happens when issues are detected (e.g., delays, scope change, milestone 
slippage)—who decides, when, and how 

4. Control Dashboard (Lite) 
1. A one-page summary showing overall project health, critical status areas, upcoming milestones, and any urgent flags 

All four tools should be cohesive and professional. Together, they form the internal operating system for project control—not just 
for reporting, but for active leadership. 

Constraints and Use Context 

• UCMS has multiple departments engaged, and cross-team coordination will be complex. Control tools must simplify—not 
overwhelm—execution tracking 

• Sponsors are demanding real-time insight into scope changes, milestone risk, and completion status 
• Status updates will be shared biweekly in standing meetings. Your toolkit must support ongoing updates and visibility without 

requiring a complete rebuild each time 
• The system must be flexible to adjust with project scale and team feedback, but also firm enough to prevent slippage going 

unnoticed 

Planning Mindset 

This is not a reporting exercise—it is a leadership practice. 

The control system you design will: 

• Catch problems early 
• Reduce confusion during execution 
• Enable smarter decision-making 
• Build sponsor confidence 

It is not enough to build a great plan. Projects succeed when they are actively managed, monitored, and corrected. 

Your job now is to build the tools of that discipline. 

This page titled 6.1: Scenario Building is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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6.2: Plan of Attack 

Objective of This Milestone 

This milestone focuses on building practical control mechanisms to help project managers and delivery teams monitor 
execution in real time—especially around scope adherence and schedule performance. 

Your job is to turn your planning assets into an active project control system that enables timely visibility, structured 
accountability, and responsive escalation when deviations occur. 

You will design tools that allow a project manager (or project team) to answer these essential questions week after week: 

• Are we on track? 
• What’s done—and what’s late? 
• Has anything been added or changed from scope? 
• Are we managing issues before they escalate? 
• How do we communicate progress effectively? 

What You Will Design and Submit 

Your submission will consist of a four-part Control Toolkit, built from your Milestone 3 plan and designed for immediate use in 
project execution. 

Tool 1: Scope Control Register 

This is your master tracking sheet for approved scope elements, including: 

• Deliverables 
• Milestone outputs 
• Major work packages 

You will: 

• List each scope element from your WBS or milestone plan 
• Assign owners, due dates, and approval checkpoints 
• Track delivery status (Not Started / In Progress / Completed / Blocked) 
• Note any deviation, proposed changes, or out-of-scope activity 

Why it matters: 
Scope creep is one of the top causes of project failure. This tool helps you see it coming and take corrective action early. 

Tool 2: Schedule Progress Tracker 

This tool will track each task’s or deliverable’s progress over time, linked to the milestone schedule. 

You will: 

• List major tasks, deliverables, or phases 
• Include original start/end dates 
• Track current status using a % Complete or RAG (Red/Amber/Green) system 
• Highlight delays, lead time gains, or pending blockers 

Options: 
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• Use Excel/Gantt-style formats 
• Build a weekly status log 
• Include conditional formatting (e.g., >5 days late = RED) 

Why it matters: 
Execution visibility enables proactive replanning. It prevents surprises and reduces finger-pointing. 

Tool 3: Change and Escalation Protocol 

You will build a simple, visual protocol for how issues or risks should be: 

• Identified 
• Logged 
• Escalated 
• Resolved 

Your protocol should define: 

Trigger thresholds (e.g., a task is more than 3 days behind) 

• Decision owners (e.g., PM, sponsor, steering committee) 
• Escalation flow (e.g., Team Lead → PM → Stakeholder) 
• Frequency and format of reviews 

Deliverable format: 

• Escalation flowchart or table 
• Risk severity matrix with escalation guidelines 
• Link to communication and reporting rhythm 

Why it matters: 
Fast, transparent response to emerging problems keeps momentum and trust intact. 

Tool 4: Control Dashboard (Lite Version) 

You will build a 1-page control dashboard that provides an at-a-glance view of project health. 

Minimum recommended elements: 

• Project name, phase, date 
• Milestone health (on track / at risk / delayed) 
• Task completion summary (e.g., 12 of 20 complete) 
• Top 3 issues or blockers 
• Scope change log or “watch list” 
• Next major milestone and dependencies 

Optional visual elements: 

• RAG color codes 
• Bar charts 
• Status icons 
• Countdown timers 

Why it matters: 
Executives, team leads, and stakeholders rarely read long updates—but they will look at dashboards. Your design should be 
scannable, simple, and useful. 
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Step-by-Step Plan of Execution 

Step 1: Revisit Your WBS, Milestones, and Scope Map 

Make sure your scope register and schedule tracker tie directly to the previously approved plan. 

Step 2: Create the Scope Control Register 

List every major deliverable or output. Add status columns, update triggers, and change notes. 

Step 3: Build the Schedule Tracker 

Map key dates and link to tasks. Decide on a tracking method (RAG, % complete, task labels). 

Step 4: Design Escalation and Control Logic 

Create a flow that describes when and how to raise a flag—and who makes decisions. 

Step 5: Summarize With a 1-Page Control Dashboard 

Bring your plan together. Use formatting, clarity, and structure to design a weekly or biweekly leadership-facing tool. 

Tips for Success 

• Use tools that your team could actually use during execution 
• Think “low lift, high value”—don’t overbuild complex trackers that will never be updated 
• Remember: the best control system is the one people actually follow 
• Use Excel, Notion, Google Sheets, or another simple format—make it digital, editable, and collaborative 
• Ask: Would this help us detect scope creep or delay—before it’s too late? 

Your Final Submission Will Include: 

1. Scope Control Register (table format) 
2. Schedule Progress Tracker (Gantt, % Complete, or RAG-based) 
3. Change Escalation Protocol (flowchart or matrix) 
4. Control Dashboard (1-page summary format) 

This page titled 6.2: Plan of Attack is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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6.2.1: Step 1- Revisit Your WBS, Milestones, and Scope Map 

Purpose of This Step 

Before you can begin building control tools, you need to ensure you are anchored to the correct baseline. 

Control systems are only effective if they measure against: 

• Approved scope 
• Confirmed milestones 
• Structured deliverables from earlier planning stages 

This step ensures you’re not building trackers “from memory” or on gut feel. Instead, you're reconnecting to what was formally 
planned—and possibly signed off by stakeholders. 

What You Should Gather First 

Reopen the following planning assets from Milestones 2, 3, and 4: 

Key Planning Artifacts and Their Purpose 

Artifact Purpose in This Step 

Project Charter Reminds you of scope boundaries and key deliverables 

WBS (Work Breakdown Structure) Provides the detailed hierarchy of what work is to be done 

Milestone Schedule Defines key progress checkpoints and decision gates 

Scope Summary or Deliverables 
List 

Ensures control tools are linked to the outputs that matter most 

Approved Budget (Optional) Helps align cost control logic, if you’re tracking time-bound budgets or milestone-based 
payments 

Tasks You Must Complete in This Step 

Review the WBS in Detail 

• Confirm that your Scope Control Register will include every major Level 2 or 3 deliverable or task. 
• Double-check naming: the task or deliverable names in your tracker should match the WBS—no ad hoc renaming. 
• Identify which tasks were marked as milestone-bound or external-facing—these often require higher control visibility. 

Tip: 
Color-code or flag deliverables in the WBS that will be included in your control tools. 

Map Milestones to Deliverables 

• Create a reference table or mind map showing which deliverables contribute to which milestone. 
• This will allow your schedule tracker and dashboard to reflect not just “tasks,” but milestone health. 
• If milestones are vague (“System Ready”), define the deliverables that unlock them. 

Example: 

183 (6.2.1.1)



Milestones and Deliverables 

Milestone Deliverables Required 

M3 – Pilot Launch Ready Training Completed, QA Sign-Off, Pilot Build Complete 

M2 – Requirements Finalized Workflow Diagrams, User Role Mapping, Stakeholder Review Sign-Off 

Define Your Control Baseline 

Once you've verified your WBS and milestones, identify the version or snapshot that represents your official baseline plan. 

This is the version against which you’ll measure all changes, slippage, or scope adjustments. 

Decide: 

• What counts as “planned”? 
• What has been revised since? (if applicable) 
• What is the cutoff date for tracking baseline vs. updates? 

Tip: 
You can include a column in your scope register like: 

Example Deliverable Tracking Baseline 

Deliverable Planned Date Current Status Baseline Version 

QA Test Plan Mar 10 In Progress v3 – Signed off Mar 3 

Reconfirm Scope Boundaries 

This is your chance to tighten the edges of what will (and won’t) be tracked. 

Ask: 

• Are there any tasks that are out of scope but might show up in conversations? 
• Is there any gray area where extra work could sneak in unnoticed? 
• Do we need to document exclusions to protect the team during execution? 

Example: 
In your Scope Control Register, you could add a field like: 

Example Scope Control Register Entry 

Deliverable In Scope? Notes 

Rebuild legacy reporting No Only migration to new platform is included 

Why This Step Is Critical 

Without reconnecting to your WBS and schedule: 

• You may miss key deliverables that go untracked 
• You risk tracking the wrong tasks or outdated versions 
• Your dashboards and status tools lose credibility fast 
• You’ll have no clear “source of truth” for measuring actual vs. planned 

This step transforms your planning work from documentation into performance criteria. It ensures your control system is built 
on approved architecture, not assumptions. 
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Outputs of This Step 

By the end of this step, you should have: 

1. A clean, verified list of scope items to include in the Scope Control Register 
2. A mapping of deliverables to milestones, ready to inform your schedule tracker 
3. A clearly defined baseline (WBS version and dates) 
4. Documented exclusions or scope boundaries for edge-case clarity 
5. Linked your future control tools directly to your previously approved planning assets 

This page titled 6.2.1: Step 1- Revisit Your WBS, Milestones, and Scope Map is shared under a CC BY 4.0 license and was authored, remixed, 
and/or curated by Sukhjit "Bob" Singh. 
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6.2.2: Step 2 - Create the Scope Control Register 

Purpose of This Step 

The Scope Control Register is your master list of deliverables—linked directly to your approved project plan—that allows you to 
track what’s completed, what’s in progress, and what has changed. It is the frontline tool for managing: 

• Completion status 
• Ownership and accountability 
• Scope changes (both requested and approved) 
• Early detection of scope creep or unplanned additions 

In professional settings, this kind of register becomes the source of truth used by the project manager, sponsor, and execution 
team to stay aligned and avoid surprises. 

What You’re Building 

You will create a working table (typically in Excel, Google Sheets, Notion, or similar format) that lists every key deliverable or 
scope item, and tracks its status throughout the project. 

Think of this as your “scope scoreboard.” 

Step-by-Step Instructions 

1. Start With Your Approved WBS and Deliverables List 

Begin by pulling every Level 2 or Level 3 item from your Work Breakdown Structure that represents a tangible output. 

• These are typically deliverables, artifacts, approvals, or major outcomes. 
• Do NOT include internal coordination tasks or administrative actions. 
• If you’re unsure, ask: Would this item be reviewed, signed off, or handed off? 

Example Deliverables: 

• “Finalize Requirements Document” 
• “Stakeholder Training Session Conducted” 
• “Clinical Workflow Wireframes Approved” 
• “Pilot Build Deployed” 

2. Build a Scope Control Register Table With the Following Columns: 

Column Description 

WBS ID Optional. Use if you want to trace back to your project plan. 

Deliverable / Output Name Clear, actionable description of what will be completed. 

Owner / Role Who is responsible for delivering or managing this item. 

Target Date When this item is expected to be complete (from milestone schedule). 

Current Status Use dropdowns like: Not Started, In Progress, Complete, Blocked. 

% Complete Numeric progress indicator (optional but helpful). 
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Column Description 

Scope Change Flag (Y/N) Has this item changed from its original scope? 

Change Description / Notes Why it changed, who approved, or other context. 

Approval Required? (Y/N) Helps clarify which deliverables need formal sign-off. 

Optional Add-Ons: 

• “Linked Milestone” – helps connect to the bigger picture. 
• “Revision History” – if this register is used weekly, this helps track versioning. 

3. Define Status Triggers and Update Rhythm 

Clarify how this register will be used and updated: 

• Who updates it (PM? Lead? Each task owner?) 
• How often (Weekly? Biweekly? After each milestone?) 
• What triggers a change in status (e.g., draft submitted = 50%, sponsor sign-off = 100%) 
• When does a scope change flag get activated? 

Example Status Rules: 

• “Not Started” = No work or kickoff done 
• “In Progress” = Work underway; draft or partial submission exists 
• “Complete” = Fully delivered and approved (if required) 
• “Blocked” = Can’t move forward due to external dependency 
• 

4. Use Color or Icons for Visual Clarity 

Make the register scannable: 

• Use color coding 
• Freeze top row headers for scrolling 
• Conditional formatting (e.g., highlight overdue tasks in red) 

This helps sponsors and team leads immediately identify risks and wins. 

5. Set Ground Rules for Managing Scope Changes 

Scope change is inevitable. Your register should include: 

• A formal “Scope Change Flag” (Yes/No toggle) 
• A “Change Description” column 
• Possibly: Date of change, source of request, and resolution status 

This becomes your first line of defense against scope creep. 

Example: 

Scope Change Description 

Yes Added an accessibility audit after client request. Approved by sponsor 3/12. Estimated +8 hrs. 
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What a Strong Scope Control Register Looks Like 

WBS 
ID 

Deliverable Owner Target 
Date 

Status % 
Complete 

Scope 
Change 

Notes 

2.1.1 Draft Requirements 
Document 

BA Mar 10 In 
Progress 

60% No SME review pending 

3.2.4 Launch Pilot Build Dev 
Lead 

Apr 5 Not 
Started 

0% No Blocked by delay in Test Plan 

4.1.3 Conduct Stakeholder 
Training 

Trainer Apr 12 Complete 100% Yes Training duration extended by 
1 day 

Why This Tool Is Powerful 

• Keeps all parties aligned on what’s done and what’s changing 
• Allows the team to focus on deliverables that matter 
• Serves as early warning system for misalignment, drift, or blockers 
• Supports transparent and professional stakeholder communication 
• Creates a shared accountability culture among delivery leads 

Once your Scope Control Register is complete, you’re ready to track execution with clarity. 

This page titled 6.2.2: Step 2 - Create the Scope Control Register is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 

188 (6.2.2.3)

https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum/06%3A_Control_Implementation_-_Scope_and_Schedule/6.02%3A_Plan_of_Attack/6.2.02%3A_Step_2_-_Create_the_Scope_Control_Register
https://creativecommons.org/licenses/by/4.0/


6.2.3: Step 3 - Build the Schedule Progress Tracker 

Purpose of This Step 

Once you’ve identified your scope, the next challenge is to monitor when and how fast it’s getting done. 

The Schedule Progress Tracker allows you to: 

• See what’s on track, delayed, or ahead of schedule 
• Report on actual vs. planned progress 
• Identify execution issues before they become crises 
• Prepare reliable updates for stakeholders and team leads 

This tool is your operational heartbeat. It keeps your team focused and informed while making it easy for sponsors to track 
momentum. 

What You’re Building 

You will create a structured, update-ready tracker for schedule performance using either: 

• A spreadsheet (Excel or Google Sheets) 
• A digital board (Notion, Trello, Smartsheet, etc.) 
• A lightweight Gantt-style timeline (optional) 

Your tracker will show how project tasks and milestones are progressing against your planned timeline. 

Start With These Inputs 

Before building your tracker, gather these from Milestone 3: 

Source Use in This Step 

WBS Tasks (Level 2/3) Items to track progress on 

Effort and Duration Estimates Used to determine expected timing 

Milestone Schedule Used to track milestone-based pacing 

Assigned Roles Helps clarify ownership in the tracker 

Step-by-Step Instructions 

1. Choose the Right Granularity 

Not every task from your WBS needs to be tracked individually. 

Track: 

• All Level 2 deliverables 
• Any critical or time-sensitive Level 3 tasks 
• All milestones (e.g., “Requirements Signed Off,” “Go-Live Ready”) 
• Any task that is a dependency for other teams 

Tip: Track just enough to be accountable, but not so much that it becomes noise. 
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2. Set Up Your Tracker Table 

Here’s a recommended structure: 

Column Description 

Task / Deliverable Name of item being tracked 

Owner / Role Assigned person or role 

Planned Start Planned calendar date 

Planned Finish Deadline per your schedule 

Actual Start When work began (if started) 

Actual Finish When completed (if done) 

Status On Track / At Risk / Delayed / Completed 

% Complete Numeric value or range (0–100%) 

Variance (Days) # of days ahead/behind schedule 

Notes / Blockers Comments, updates, escalation needs 

3. Define Your Status and Color Codes 

Use simple, meaningful labels that help team members and reviewers understand task health at a glance. 

Status Description Visual 

Completed Task delivered and confirmed Green or Checkmark 

On Track Progress matches plan Light Green 

At Risk Slightly behind or blocked Amber 

Delayed Major slippage or unresolved issues Red 

Blocked External issue preventing start Gray 

Pro Tip: 
Use conditional formatting or icons in Excel to automate color changes based on status or variance. 

4. Define Update Frequency and Owners 

Determine: 

• How often this tracker will be updated (weekly, biweekly) 
• Who is responsible for each update (usually PM or task owner) 
• What the update process looks like (live meeting? email check-in? self-update?) 

Tip: 
Schedule recurring calendar reminders or assign update responsibility in your team’s working agreement. 

5. Include Variance Calculations (Optional but Powerful) 

Variance helps you quantify how far ahead or behind schedule each task is. 

Formula: 

Variance (Days) = Actual Finish – Planned Finish 
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Or: % Complete vs. Time Elapsed 

Example: 

Task due in 10 days; we’re 5 days in but only 10% done → At Risk 

Sample Tracker Table 

Task Owner Planned 
Finish 

Actual 
Finish 

Status % 
Complete 

Variance Notes 

Conduct Stakeholder 
Interviews 

BA Mar 10 – At Risk 40% -2 2 of 5 interviews 
completed 

Pilot Configuration Tech 
Lead 

Apr 5 – Delayed 20% -5 Blocked by missing 
environment 

Finalize Test Plan QA 
Lead 

Mar 18 Mar 18 Completed 100% 0 Signed off 

Visualization Options (Optional Add-Ons) 

• Use progress bars for % complete 
• Create a burn-down chart to show cumulative progress 
• Add calendar-based views for stakeholders (Gantt or timeline) 
• Use color-coded milestone flags to map timeline health 

Why This Tracker Matters 

• Encourages early risk identification 
• Keeps your team focused on what matters this week 
• Supports credible reporting during sponsor or stakeholder updates 
• Anchors status meetings in facts, not feelings 

This isn’t about micromanaging. It’s about building the discipline of visibility—so you can act when it counts. 

This page titled 6.2.3: Step 3 - Build the Schedule Progress Tracker is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 
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6.2.4: Step 4 - Design the Change and Escalation Protocol 

Purpose of This Step 

In every project—no matter how well planned—things will change. 

Tasks run late. Scope expands. A stakeholder asks for “just one more thing.” Unless these changes are tracked and escalated 
through a structured process, they often lead to: 

• Missed milestones 
• Budget overruns 
• Team burnout 
• Stakeholder distrust 

This step ensures your project has a clear, transparent, and proactive system for managing scope or schedule deviations and 
escalating risks before they cause failure. 

What You’re Building 

You will design a simple control protocol that shows: 

• When a risk or issue needs to be flagged 
• How escalation works (who to tell, when, how) 
• What decisions or approvals are required 
• How change is logged and monitored over time 

You’ll express this as: 

• A flowchart, escalation matrix, or decision tree 
• A written procedure or table describing who does what 
• A practical guide your team could actually follow 

Step-by-Step Instructions 

1. Identify What Should Be Escalated 

Start by defining the types of issues or changes that require formal attention. 

Common Escalation Triggers: 

Category Trigger 

Schedule Task is >3 days behind planned finish date 

Scope New feature request or deliverable not in original WBS 

Risk A blocker cannot be resolved within the team 

Approval Delay A key milestone can’t proceed due to stakeholder unavailability 

Resource Conflict Key team member is pulled to another project or becomes unavailable 
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2. Define Escalation Thresholds 

Be clear about when an issue should be escalated. 

Example Thresholds: 

Issue Type Escalate If… 

Delay More than 10% of scheduled duration has passed with no progress 

Incomplete Deliverable Missed by >1 week with no recovery plan 

Scope Change Impacts timeline, cost, or deliverables 

Stakeholder Unavailable Approval or input needed in <5 days and contact has failed 

3. Build the Escalation Flow 

Create a simple, scannable decision path or escalation ladder. 

Example Flow: 

[Team Member Identifies Issue] 
↓ 
[Team Lead Logs It in Tracker] 
↓ 
[PM Reviews Severity] 
↓ 
If HIGH impact → PM escalates to Sponsor 
If LOW impact → PM resolves in team 
↓ 
[Decision is documented and status is updated] 

OR present as a ladder: 

Level Role Example Action 

Level 1 Task Owner Identifies issue and flags to team lead 

Level 2 Team Lead Confirms issue, updates log 

Level 3 Project Manager Assesses impact, escalates if needed 

Level 4 Sponsor / Steering Approves scope/budget changes or deadline shifts 

4. Create a Change Log Format 

Build a table (or Notion board, Google Sheet, etc.) to record each change or escalation. Include: 

Field Purpose 

Change ID Unique number or label 

Date Identified When issue was logged 

Description What happened or what’s being requested 

Type Scope, Schedule, Resource, etc. 

Impact None / Low / Medium / High 

Escalated To Who owns the decision 
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Field Purpose 

Decision / Outcome Approved / Denied / Adjusted 

Date Resolved When the issue was closed 

Bonus: add a column for “Linked Deliverable” or “Impacted Milestone” 

5. Document or Visualize the Process 

Make the protocol usable: 

• Create a short 1-page summary 
• Build a flowchart with swimlanes 
• Include it as a reference in your team working agreement or kickoff guide 

Example (Summary Format): 

“If a task is delayed by more than 3 days, the responsible team member must log the issue and notify the team lead. If 
the impact is rated ‘Medium’ or higher, the PM will escalate to the project sponsor within 2 business days. All changes 
must be logged in the Change Log.” 

Why This Step Matters 

Projects don’t fail when issues happen. 
They fail when no one acts on them in time. 

A simple, clearly owned escalation process will: 

• Reduce firefighting 
• Improve trust between teams and sponsors 
• Ensure approvals happen fast and visibly 
• Protect your scope, schedule, and team morale 

This page titled 6.2.4: Step 4 - Design the Change and Escalation Protocol is shared under a CC BY 4.0 license and was authored, remixed, 
and/or curated by Sukhjit "Bob" Singh. 
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6.2.5: Step 5 - Design the Control Dashboard 

Purpose of This Step 

The Control Dashboard is your one-page, visual project status report. It’s not a planning tool—it’s a communication tool, 
designed to help stakeholders, sponsors, and team members quickly understand: 

• What’s on track 
• What’s at risk 
• What actions are needed 
• What decisions are coming next 

This dashboard is used in weekly or biweekly status meetings, and helps teams manage without getting lost in spreadsheets, 
task lists, or update threads. 

Think of it as the cockpit view for your project. 

Who It’s For 

This dashboard should be readable in 60 seconds by: 

• Project sponsors 
• Team leads 
• Internal stakeholders 
• Your own team (for weekly focus and accountability) 

Step-by-Step Instructions 

1. Identify Your Key Control Dimensions 

Your dashboard should focus on scope and schedule tracking, but also touch on: 

• Milestone health 
• Major issues or risks 
• Scope change activity 
• Summary progress metrics 

Recommended Core Sections: 

1. Overall Project Status 
2. Milestone Tracker 
3. Task Progress Summary 
4. Top Issues / Risks 
5. Scope Change Summary 
6. Next Key Actions / Milestones 

2. Design a Clean Visual Layout 

Your dashboard should be: 

• One page (PDF, slide, or digital board) 
• Easy to scan 
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• Minimalist (not a spreadsheet dump) 
• Consistent in formatting 

Recommended Layout (Left to Right or Top to Bottom): 

[Project Title + Date] [Overall Status Indicator] 

[Progress Metrics] [Milestone Table or Gantt Snippet] 

[Top Risks / Issues] [Scope Changes] 

[Upcoming Actions or Decisions] 

Use boxes, color bands, tables, icons, and visual cues to break up sections. 

3. Add Visual Indicators (RAG, Icons, Bars) 

Use status visuals to improve scan-ability. 

Examples: 

• ✅ Green = On Track 
• 🟡 Amber = At Risk 
• 🔴 Red = Delayed 
• 🟦 Blue = Completed 
• 📌 = Pending decision 
• 📉 = Falling behind 
• 📈 = Trending up 

Progress Bars: 
| Tasks Completed: ▓▓▓▓▓▓░░░░░░ | 60% 
| Milestones Achieved: 2 / 5 | 

4. Build a Milestone Tracker 

Show each upcoming or recent milestone, its target date, and current status. 

📘 Example: 

Milestone Target Date Status Notes 

M1: Requirements Finalized Mar 12 ✅ Completed Signed off 2 days early 

M2: Training Completed Mar 26 🟡 At Risk 2 sessions pending reschedule 

M3: Go-Live Ready Apr 15 🔴 Delayed Blocked by vendor approval 

5. Create a Top 3 Issues/Risks Table 

Limit this to the biggest current problems. 

Format: 

Issue Owner Status Resolution Plan 

Stakeholder SME unavailable PM 🟡 At Risk Request alternate approver 

Security review not started Dev Lead 🔴 Delayed Push to next sprint 

196 (6.2.5.2)



Issue Owner Status Resolution Plan 

Scope creep: audit module Sponsor 📌 Pending Decision in next steering meeting 

Tip: Label issues as "Escalated" if they triggered your escalation protocol. 

6. Add a Scope Change Summary 

If any scope item has been added, removed, or revised—note it here. 

Change ID Description Date Impact Status 

SC-01 Add Accessibility Compliance Check Mar 5 +8 hrs Approved 

SC-02 Merge workflows A & B Mar 7 None Approved 

If there are no changes this week, write “No scope changes logged.” 

7. Include Upcoming Milestones or Required Decisions 

Let the dashboard drive action. List: 

• What’s due next 
• Who owns it 
• What decision is pending 
• What follow-up is required 

Example: 

Next Key Actions: 

• Complete Pilot Build (Dev Team) – due Apr 4 
• Review training results (QA Team) – due Apr 6 
• Scope decision on analytics (Sponsor) – Apr 10 

8. Add Branding and Presentation Elements 

Optional but useful: 

• Project name and logo 
• Client name (e.g., UCMS) 
• C-Bay Inc. branding (consulting firm identity) 
• Date / version stamp (e.g., “Dashboard Week 7 – April 1”) 
• Team lead or contact listed at bottom 

What Makes a Great Dashboard 

Quality Description 

Scannable Can be understood in under 60 seconds 

Current Data is recent and matches real project activity 

Action-Oriented Highlights what’s being done or needs to be done 

Visual Uses color, space, and layout for quick comprehension 

Decision-Ready Supports steering meetings or updates with confidence 
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Tools You Can Use 

• PowerPoint or Google Slides 
• Google Docs or Microsoft Word (use tables and icons) 
• Canva (for more design polish) 
• Notion, Trello, or ClickUp (if your project is live) 
• Excel with conditional formatting and embedded charts 

This page titled 6.2.5: Step 5 - Design the Control Dashboard is shared under a CC BY 4.0 license and was authored, remixed, and/or curated 
by Sukhjit "Bob" Singh. 
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6.3: What You Will Submit 

Purpose of This Submission 

Your submission for this milestone demonstrates your team’s ability to move from planning into operational control. You are 
submitting a set of tools designed to: 

• Monitor scope completion and milestone health 
• Track actual progress against scheduled work 
• Detect delays or deviations in real time 
• Respond to scope creep, risks, or blockers 
• Communicate status effectively to internal and external stakeholders 

You are expected to submit a complete, cohesive Control Toolkit that could be used by a real project team to guide execution 
and reporting. 

Overview of Required Components 

Component Purpose 

1. Scope Control Register Track all major deliverables, their completion status, and any scope change activity 

2. Schedule Progress Tracker Track progress (% complete, dates, risk flags) for all critical tasks and milestones 

3. Change & Escalation 
Protocol 

Provide clear rules and structure for how changes, delays, and blockers are escalated and 
resolved 

4. Control Dashboard (Lite) One-page status summary that presents health of the project to sponsors and stakeholders 

Each component must be: 

• Logically linked to your previously submitted WBS and milestone schedule 
• Professionally formatted and usable in an execution context 
• Clean, complete, and readable by someone who did not help build the plan 

1. Scope Control Register 

What to include: 

• Complete list of major deliverables (Level 2/3 WBS) 
• Owner or responsible party 
• Original due dates 
• Current status (e.g., Not Started, In Progress, Complete, Blocked) 
• Percent complete (optional but recommended) 
• Scope change flag (Y/N) 
• Notes on scope deviations or risks 
• Column to track formal approval status if needed 

Submission Format: 
Editable spreadsheet (.xlsx, .csv, or embedded in Word/Google Doc table) 

Example Row: 
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WBS 
ID 

Deliverable Owner Due 
Date 

Status % 
Complete 

Scope 
Change 

Notes 

2.1.3 Training Material 
Draft 

Instructional 
Lead 

Apr 5 In 
Progress 

40% No SME review scheduled for 
Apr 3 

2. Schedule Progress Tracker 

What to include: 

• Critical tasks, deliverables, and milestones 
• Planned start and end dates 
• Actual start and end dates (if known) 
• Percent complete OR status indicator (RAG color or On Track / At Risk / Delayed) 
• Days behind/ahead (optional) 
• Short notes or blockers field 
• Ownership clearly indicated 

Submission Format: 

• Spreadsheet or Gantt-style chart (.xlsx, .docx table, or timeline tool export) 
• Optional: add progress bars, color-coding, conditional formatting for status 

Example: 

Task Owner Planned 
End 

Actual 
End 

Status % 
Complete 

Notes 

Finalize 
Requirements 

BA Mar 10 Mar 12 🔴 
Delayed 

100% Approved late due to stakeholder 
review 

3. Change and Escalation Protocol 

What to include: 

• A short written procedure or flowchart outlining how issues are escalated 
• Defined triggers for scope or schedule escalation 
• Escalation levels (Team → PM → Sponsor) 
• Table or matrix showing response timeline and decision owner 
• Change Log format for tracking all raised and resolved issues 

Submission Format: 

• PDF, DOCX, or slide showing escalation diagram + table 
• Include Change Log table with at least 1–2 mock entries 

Example Change Log Entry: 

Change ID Description Type Date Owner Impact Status 

SC-001 Add security audit step to build phase Scope Apr 1 PM +12 hrs Approved 

4. Control Dashboard 

What to include: 
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• Project name, date, and overall status indicator 
• Milestone summary with status (green/yellow/red) 
• High-level progress indicators (e.g., 70% complete, 4 of 6 milestones met) 
• Top 3 active risks or issues with owners 
• Scope change summary or “no changes this cycle” 
• Next major actions or decisions due 

Submission Format: 

• 1-page PDF, DOCX, or slide deck 
• Designed for visual clarity: icons, tables, status bars, RAG indicators 
• Should be scannable in under 60 seconds 

Example Snapshot: 

• UCMS Clinical System – Week 6 Dashboard 
• Overall Status: 🟡 At Risk (Training Delay) 

Milestones: 

• Requirements Signed Off ✅ 
• Training In Progress 🟡 (2 of 4 sessions complete) 
• Go-Live Prep 🔴 (Blocked by vendor access) 

% Complete: 68% of WBS tasks delivered 

Top Risks: 

1. SME unavailable for Testing Review (Owner: QA Lead) 
2. Platform license delayed (Owner: PM) 

Scope Changes: 

• SC-001: Audit step added, Approved Apr 1 

Next Actions: 

• Finish Training Sessions (Due Apr 7) 
• Confirm Pilot Launch Readiness (Due Apr 10) 

Submission Format Guidelines 

Requirement Details 

File Type Submit as PDF, DOCX, XLSX, or Google Doc/Sheet link (as instructed) 

File Name Milestone5_ControlToolkit_TeamName.docx (or equivalent) 

Organization Submit as one document (preferred) or clearly labeled separate files 

Professionalism Clean formatting, no placeholder text, real sample data 

Versioning Optional: add "Week 6 Draft" or "Final Submission" tag in footer/header 

Quality Criteria for Submission 

Quality Area What We’re Looking For 

Traceability Control tools map directly to WBS, schedule, and scope from earlier milestones 
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Quality Area What We’re Looking For 

Clarity Tables are readable, indicators are clear, status is not buried in long text 

Usability Tools are designed for actual execution—not just for the assignment 

Completeness All required components are present and populated with real sample data 

Professionalism Layout is clean, consistent; tone is sponsor-facing and execution-ready 

This page titled 6.3: What You Will Submit is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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6.4: Submission Checklist 

Purpose of This Checklist 

This checklist is your final quality assurance tool. It ensures that your submitted Control Toolkit is: 

• Complete and properly structured 
• Internally consistent with earlier milestones (scope, WBS, milestones, budget) 
• Designed for real-world use during project execution 
• Ready to support weekly reporting, issue tracking, and status reviews 

You are not just submitting templates—you are submitting tools of leadership. 

SECTION 1 – Scope Control Register 

✔ ✔ Criteria 

⯑ Includes all Level 2 and major Level 3 deliverables from WBS 

⯑ Each deliverable includes owner, due date, and status field 

⯑ Status indicators used consistently (e.g., Not Started, In Progress, Completed) 

⯑ Optional: Includes % complete or blocker notes 

⯑ Includes scope change flag (Yes/No) and explanation field 

⯑ Reflects current status and scope change history (if any) 

SECTION 2 – Schedule Progress Tracker 

✔ ✔ Criteria 

⯑ Task or milestone names are consistent with WBS/schedule from Milestone 3 

⯑ Includes planned vs. actual start and finish dates (if available) 

⯑ Includes status field (RAG indicator, % complete, or tracking label) 

⯑ Notes or blockers documented for items at risk or delayed 

⯑ Tracker is organized by owner, date, or phase 

⯑ Visual clarity: status color, symbols, or formatting aid scan-ability 

SECTION 3 – Change and Escalation Protocol 

✔ ✔ Criteria 

⯑ Clearly explains when and how issues are escalated 

⯑ Identifies escalation thresholds (e.g., delay >3 days, unplanned task added) 

⯑ Shows escalation flow: task owner → PM → Sponsor 

⯑ Includes a change log format or example 

⯑ At least one sample issue or change is documented 
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✔✔ Criteria 

⯑ Written in a concise, usable format (procedure or diagram) 

SECTION 4 – Control Dashboard (Lite Version) 

✔ ✔ Criteria 

⯑ One-page status overview designed for stakeholder communication 

⯑ Includes project name, date, and high-level health status 

⯑ Lists at least 2–3 current milestones and their status 

⯑ Provides summary progress metric (e.g., % complete, tasks done) 

⯑ Top 2–3 issues or risks are flagged with owner and status 

⯑ Includes recent or pending scope changes 

⯑ Lists next actions or upcoming deadlines 

⯑ Designed for scan-ability (colors, icons, tables, formatting) 

FORMATTING & PRESENTATION 

✔ ✔ Criteria 

⯑ All tables are clean, labeled, and legible 

⯑ Consistent language used across all documents (e.g., “Complete” vs. “Done”) 

⯑ No placeholders, incomplete rows, or missing columns 

⯑ Fonts, dates, headings, and field types are consistent 

⯑ File is named correctly and saved in requested format 

⯑ Final version is spell-checked and professionally formatted 

SUBMISSION LOGISTICS 

✔ ✔ Criteria 

⯑ All four required tools (Scope Register, Schedule Tracker, Escalation Protocol, Dashboard) are included 

⯑ Submitted as one document or clearly labeled separate files 

⯑ File type matches instructions (.docx, .pdf, .xlsx, Google link, etc.) 

⯑ File name follows naming convention: Milestone5_ControlToolkit_TeamName 

⯑ Submitted to correct location on time 

⯑ Team member names and date listed on cover page or top of submission 

Final Self-Check Questions 

• Would your team use these tools to track work next week? 
• Would a sponsor or stakeholder understand your dashboard without a walkthrough? 
• Are there decisions that could be made from this information? 
• Is your change escalation process practical, or just decorative? 
• Have you shown actual progress and possible friction—not just status symbols? 
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This page titled 6.4: Submission Checklist is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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6.5: Reflection and Debrief Questions 

Purpose of This Reflection 

Milestone 5 asked you to shift from planning to real-time project control. You were no longer just thinking about what 
will happen—you were designing systems to track what actually does happen, how to respond when it doesn’t, and how to 
communicate that clearly to others. 

This reflection is designed to help you and your team: 

• Internalize how visibility and structure prevent project failure 
• Think critically about how your tools will work during execution 
• Recognize the link between early action and long-term success 
• Practice leadership through transparency, not just delivery 

Scope Control Register 

• How did you choose which deliverables to track at the register level? 
• Were any deliverables hard to define or monitor in isolation? Why? 
• Did you encounter gray areas about what “counts” as in scope or complete? 
• What is the biggest risk to your scope staying stable over time? 
• How will this register help your team say “no” to unapproved work? 

Schedule Progress Tracker 

• How did you decide what level of detail was helpful vs. distracting to track? 
• What format or update rhythm do you believe your team could sustain week to week? 
• Did your schedule reveal any bottlenecks, blockers, or critical paths you hadn’t noticed before? 
• How would your tracker perform under pressure—during a delay or team change? 
• Would someone new to the team be able to understand the tracker without extra explanation? 

Change and Escalation Protocol 

• What kind of issues did you design your escalation protocol to handle most effectively? 
• How did you decide what counts as “serious enough” to escalate? 
• If a team member disagrees with an escalation, how should that be handled? 
• What would you want your sponsor or client to know about how your team manages risk? 
• How does this process help prevent small issues from becoming major problems? 

Control Dashboard (Lite) 

• What status information did you prioritize in the dashboard—and why? 
• How did you balance visual simplicity with informative depth? 
• If you had to present your dashboard in a sponsor meeting, what would you highlight first? 
• How often would you realistically update this dashboard? 
• What feedback would you expect from a stakeholder after seeing it? 

Cross-System Integration 

• How well do your four tools work together? Is information repeated, siloed, or flowing? 
• If one of your tools were missing, what would be hardest to replace? 
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• What was the hardest part of making all four tools align with your WBS, milestones, and scope? 
• How would your control tools need to evolve if your project duration doubled? 

Professional Development Prompts 

• How did this milestone help you move from planning to project leadership? 
• What did you learn about risk visibility and the importance of honest status? 
• Which part of this submission do you feel is most “execution-ready”? Why? 
• If you were hired as a project analyst tomorrow, which control tool would you bring with you to that role—and how would you 

use it? 

Optional Team Debrief Prompts 

• Which tools were developed collaboratively—and which were led by a specific team member? 
• What did each team member bring to the table in terms of logic, design, or realism? 
• Did anyone challenge the usefulness or simplicity of a tool—and how was that resolved? 
• What practices from this milestone would your team carry forward into a real project? 

This page titled 6.5: Reflection and Debrief Questions is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 

207 (6.5.2)

https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum/06%3A_Control_Implementation_-_Scope_and_Schedule/6.05%3A_Reflection_and_Debrief_Questions
https://creativecommons.org/licenses/by/4.0/


6.6: Instructor Notes and Grading Rubric 

Purpose of This Milestone (Instructor Perspective) 

This milestone marks a critical turning point in the practicum. Students move from building a plan to managing the execution 
of that plan. For the first time, they are expected to: 

• Design operational control systems 
• Monitor and track real-world progress (scope, schedule) 
• Define thresholds for issue escalation and scope change 
• Present a clean, concise dashboard for reporting project health 

The goal is not just completeness—it’s usability. The submitted toolkit should reflect how a real project team would manage 
delivery after kickoff. 

Instructor Review Focus 

As you evaluate student submissions, consider the following questions: 

1. Does this toolkit align with their previously submitted plan? 
1. Are tasks and deliverables traceable to their WBS and schedule? 
2. Is the scope register capturing meaningful deliverables? 

2. Would these tools support actual project execution? 
1. Are the formats sustainable for weekly updates? 
2. Is the information structured for decision-making? 

3. Do the escalation rules demonstrate risk awareness and accountability? 
1. Are they practical and well-defined—not just decorative? 

4. Does the dashboard communicate progress and risk clearly? 
1. Could a stakeholder scan it in 60 seconds and understand the health of the project? 

5. Is the team demonstrating ownership of project reality—not just ideal plans? 

Grading Rubric (Total: 100 Points) 

Section Criteria Points 

Scope Control 
Register 

Includes all major deliverables; status, ownership, and scope change tracking are clear and 
consistent 

20 pts 

Schedule Progress 
Tracker 

Tracks key tasks/milestones; includes status updates, percent complete, delays, and owner 
notes 

20 pts 

Change & Escalation 
Protocol 

Escalation rules are specific, logical, and linked to triggers; includes usable process or diagram 
+ change log format 

20 pts 

Control Dashboard 
(Lite) 

Dashboard is complete, readable, scannable; includes milestone summary, status indicators, 
top issues, and upcoming actions 

20 pts 

Consistency & 
Integration 

All tools align with previously submitted WBS, scope, and milestones; data is not contradictory 
or misaligned 

10 pts 

Professionalism & 
Usability 

Submission is well-organized, clearly formatted, and execution-ready for real project use 10 pts 
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Grading Scale 

Score 
Range 

Grade Description 

90–100 A Excellent. Tools are professional, aligned, and execution-ready. Stakeholders could use them with 
confidence. 

80–89 B Very good. Strong structure and logic, with minor gaps in clarity, formatting, or completeness. 

70–79 C Acceptable. Core tools are present but may be overly general, unclear, or misaligned with the plan. 

60–69 D Underdeveloped. Major sections missing, unclear ownership, or weak real-world usability. 

Below 60 F Not usable. Tools are incomplete, disconnected from plan, or do not reflect a functional control system. 

Feedback Language for Coaching 

Use these sentence starters to give students clear, supportive feedback: 

• “Consider refining your escalation flow to better reflect realistic thresholds for action…” 
• “Your scope tracker is strong—consider adding a filter for items with scope change flags…” 
• “This dashboard shows good formatting; try linking it more explicitly to milestone deadlines…” 
• “The tracker would be easier to use weekly if progress were color-coded or auto-calculated…” 
• “Your change log format is useful. You could improve it by including decision ownership…” 

Instructor Tips (Optional In-Class Review Ideas) 

• Have teams present their dashboards to peers in a 3-minute simulation 
• Do a live “tracker update” walkthrough—what’s missing? What would the PM ask? 
• Ask students to write mock emails using their dashboards to communicate delay, scope change, or risk escalation 
• Compare two submissions and discuss: Which one would work better in real life—and why? 

This page titled 6.6: Instructor Notes and Grading Rubric is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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6.7: Wrapping up Milestone 

What You Just Did 

In this milestone, you made the critical leap from planning what will happen to managing what is actually happening. You 
moved from drafting deliverables to creating the systems that keep those deliverables on time, within scope, and aligned with 
sponsor expectations. 

Your work was no longer theoretical. You built real tools that could be used tomorrow to lead a project through its most vulnerable 
phases: early execution and mid-project drift. 

What You Built 

You now have a Control Toolkit designed for day-to-day project leadership. This includes: 

1. A Scope Control Register that tracks deliverable status, ownership, and scope change events 
2. A Schedule Progress Tracker that gives you visibility into what’s on track, what’s delayed, and why 
3. A Change and Escalation Protocol that turns chaos into process—clarifying when to act and how 
4. A Control Dashboard (Lite) that tells your project's story at a glance, and earns trust in review meetings 

These tools are not documents. They are disciplines made visible. 

What You Practiced 

You developed the mindset of a project controller, someone who leads through awareness, structure, and timely intervention. 
You learned to: 

• Create tracking systems that spot drift before it becomes failure 
• Distill complexity into dashboards and checklists that others can actually use 
• Think not just about what needs to be done, but how you’ll know it got done 
• Communicate issues with confidence, not excuses 

You also learned that control doesn’t mean micromanaging. It means being present, prepared, and proactive. 

Why This Matters in the Real World 

The best project plans fall apart when there’s no system to guide execution. 

What you built here is what project managers, product owners, client leads, and delivery teams use to: 

• Keep stakeholders informed 
• Prevent invisible scope creep 
• Protect teams from burn-out 
• Recover from delays without panic 
• Track milestones with clarity and calm 

These tools are used across industries—tech, healthcare, construction, public sector, consulting—because without control, 
planning is just guessing. 

What Comes Next: Control Implementation – Budget and Quality 

In the next milestone, you’ll continue building your control system—this time with a focus on money and outcomes. 
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You’ll answer: 

• Are we spending according to plan? 
• Are our deliverables meeting expectations? 
• What’s our process for monitoring quality? 
• How do we know we’re building the right thing—the right way? 

You’ll develop the tools to: 

• Track budget burn against planned cost 
• Monitor and respond to financial variance 
• Define quality checkpoints and acceptance criteria 
• Build a quality assurance rhythm that supports both precision and learning 

If Milestone 5 was about controlling progress, Milestone 6 is about controlling value. 

This page titled 6.7: Wrapping up Milestone is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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7: CONTROL IMPLEMENTATION - BUDGET AND QUALITY 

🎯 Purpose of This Chapter 🎯

In this milestone, you’ll extend your project control system beyond task tracking and schedule oversight into two equally critical 
dimensions: 
Financial performance and quality assurance. 

You’ve already planned your scope, timeline, and budget. You’ve built tools to track whether the work is happening. Now it’s time 
to ask: 

Are we spending wisely—and are we delivering the right level of quality? 

This chapter focuses on designing real-world tools and systems that allow you to: 

• Monitor how project funds are being used 
• Detect cost overruns or financial underperformance 
• Ensure that deliverables meet the required quality standards 
• Prevent rework and defects before they derail timelines or stakeholder trust 

📘 What You Will Do 📘

In this milestone, you will create two control frameworks: 

1. Budget Control System 
◦ Track actual spending against your planned budget 
◦ Detect financial variance by category, role, or phase 
◦ Prepare a “burn-down” or cost-tracking log that supports accountability 

2. Quality Control & Assurance System 
◦ Define quality criteria and standards for key deliverables 
◦ Establish checkpoints, acceptance protocols, and escalation routes 
◦ Build a system to log, review, and resolve defects or nonconformities 

🛠 What You Will Build 🛠

By the end of this milestone, you will submit a two-part control system that includes: 

Component Description 

Cost Control Tracker A living tool for monitoring actual vs. planned spending over time 

Variance Analysis Table A structured way to flag and explain over/under budget events 

Quality Control Checklist Deliverable-based QA criteria tied to client expectations 

Defect Log or QA Tracker A tool to log, assign, and track issues or gaps in quality 

These tools will become your project's financial conscience and quality gatekeeper. 

🧠 What You Will Learn 🧠

You will gain experience in: 

• Translating budget plans into financial oversight systems 
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• Managing scope, schedule, and cost as an integrated triangle 
• Defining “good enough” vs. “unacceptable” for deliverables 
• Creating quality controls that are proactive, not just reactive 
• Using data to prompt action before it’s too late 

💼 Why This Chapter Matters 💼

Too many teams ignore financial and quality control—until it’s too late. 

This chapter shows you how to become the person who: 

• Flags a budget issue before the sponsor sees it 
• Identifies quality concerns before the client complains 
• Uses dashboards, logs, and checklists to lead execution with credibility 

This is what separates planners from delivery leads. 

🔜 Where You’re Headed Next 🔜

Once you’ve built out all execution control systems—scope, schedule, cost, and quality—you’ll be ready to finalize your capstone 
project. The next phase will focus on: 

• Preparing a closeout summary 
• Conducting lessons learned 
• Reflecting on how your planning model evolved 
• Packaging everything for transition or future phases 

But first, it’s time to control the money and protect the outcomes. 

7.1: Scenario Building 

7.2: Plan of Attack 
7.2.1: Step 1 - Reconnect to Your Approved Budget 

7.2.2: Step 2 - Build the Budget Tracking Log 

7.2.3: Step 3 - Create the Variance Analysis Table 

7.2.4: Step 4 - Define QA Criteria for Key Deliverables 

7.2.5: Step 5 - Create a Defect Log or QA Tracker 

7.2.6: Step 6 (Optional)- Map Out a Quality Escalation Process 

7.3: What You Will Submit 

7.4: Submission Checklist 

7.5: Reflection and Debrief 

7.6: Instructor Notes and Grading Rubric 

7.7: Wrapping Up Milestone 

This page titled 7: Control Implementation - Budget and Quality is shared under a CC BY 4.0 license and was authored, remixed, and/or curated 
by Sukhjit "Bob" Singh. 
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7.1: Scenario Building 

Chapter Title: Control Implementation—Budget and Quality 
Milestone Focus: Building control systems for tracking actual cost performance and monitoring deliverable quality throughout 
project execution 
Client: University College of Medical Sciences (UCMS) 
Consulting Firm: C-Bay Inc. – Software Project Management Services (SPMS) 

Internal Memo 

To: Project Planning Team – UCMS Account 
From: Director, Project Management Office 
Date: Week 9 of Planning Engagement 
Subject: Designing Budget and Quality Control Systems for UCMS Clinical System Implementation 

Team, 

We are now in the final stages of project readiness for the UCMS Unified Clinical Management System engagement. Having 
completed our execution plan (Milestone 3), financial modeling (Milestone 4), and scope/schedule control toolkit (Milestone 5), 
we must now prepare the systems that will protect project funding and ensure the quality of our deliverables. 

This milestone focuses on Control Implementation for Budget and Quality—two domains that are essential to the credibility, 
value, and sustainability of any client-facing engagement. 

What You’re Being Asked to Build 

Your task is to create two integrated control systems: 

1. Budget Control System 

UCMS stakeholders and the internal finance team require ongoing visibility into how funds are being used. 

You will: 

• Track actual labor and non-labor costs against the approved budget from Milestone 4 
• Identify cost categories, time periods, or roles where budget variance emerges 
• Flag risks of overruns and provide narrative insight into cause and resolution 
• Support “burn-down” reporting by showing how much of the budget has been used vs. remaining 

Tools to include: 

• Budget Tracking Log or Burn-down Table 
• Variance Analysis Table (planned vs. actual by category, owner, or phase) 
• Visual or narrative indicators for over-/under-spend 

2. Quality Control & Assurance System 

UCMS will rely on us not only to deliver on time, but to deliver solutions that work, meet specifications, and require minimal 
rework. 

You will: 

• Define quality standards and acceptance criteria for key deliverables (based on Charter and stakeholder priorities) 
• Design a quality checkpoint schedule (linked to milestone or phase reviews) 
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• Create a Defect Log or QA Tracker for recording, assigning, and resolving quality gaps 
• Build escalation protocols for unresolved or critical quality issues 

Tools to include: 

• Quality Criteria Checklist or QA Acceptance Template 
• Defect Log / QA Tracker (with item severity, owner, resolution notes) 
• Optional: Visual risk map of quality gaps or trends 

Key Requirements and Constraints 

• This is not a one-time audit system—your tools must be designed for ongoing use during project delivery 
• Budget controls must reflect real cost categories from your Milestone 4 plan (labor, tools, licenses, training, etc.) 
• Quality controls should focus on deliverables that have stakeholder-facing outcomes (e.g., training materials, user workflows, 

system build outputs—not internal drafts) 
• Assume that project sponsors will review both sets of tools monthly to approve funding continuation and delivery phase sign-

offs 

Your Planning Mindset 

You’re building the systems that protect the project's credibility. 

• Budget control protects the money 
• Quality control protects the outcomes 
• Together, they protect the relationship 

These tools are not documents—they’re how your project will keep promises, avoid unnecessary rework, and manage the tension 
between done and done well. 

You are now a project leader responsible for delivery health, not just plan compliance. 

This page titled 7.1: Scenario Building is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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7.2: Plan of Attack 

Objective of This Milestone 

The goal of this milestone is to design a live control system for two of the most scrutinized dimensions of any project: 
Budget performance and deliverable quality. 

In Milestones 3–5, you created detailed plans, cost models, and execution control tools. Now you must build tools to: 

• Track actual project spending against your planned budget 
• Identify and respond to financial variance 
• Ensure that what is delivered meets stakeholder expectations 
• Detect and resolve quality issues before they derail project success 

This milestone transforms your project from a plan on paper into a living, accountable operation. 

What You Will Build 

Your final deliverable will include two integrated control systems: 

PART 1: Budget Control System 

Purpose: 
To monitor actual project costs (labor + non-labor) in real time, and detect deviations from the budget approved in Milestone 4. 

What You Will Build: 

1. Budget Tracking Log or Cost Burn-down Sheet 
1. Tracks how much of the budget has been used over time 
2. Includes cumulative totals, category breakdowns, and visual summaries 

2. Variance Analysis Table 
1. Compares planned vs. actual spending by phase, role, or cost type 
2. Includes variance amounts, percentage difference, and explanations 

3. Narrative Flagging Mechanism 
1. Highlights causes of over/under spending 
2. Suggests resolution, reallocation, or escalation 

PART 2: Quality Control & Assurance System 

Purpose: 
To verify that each deliverable is reviewed, meets acceptance standards, and—if not—triggers corrective action. 

What You Will Build: 

1. QA Acceptance Checklist 
1. Lists deliverables, associated quality criteria, and sign-off checkpoints 
2. Defines “done,” “needs revision,” and “rejected” status for each item 

2. Defect Log or Quality Tracker 
1. Records reported issues, their severity, owner, and resolution path 
2. Useful for stakeholder review and team accountability 

3. Quality Escalation Flow (Optional) 
1. Shows what happens when a quality issue cannot be resolved by the delivery team 
2. Includes severity-based thresholds for review or rework 
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Step-by-Step Execution Plan 

Step 1: Reconnect to Your Approved Budget 

• Review your submitted budget: labor categories, unit rates, non-labor items, contingency, etc. 
• Identify which line items or cost categories will be tracked separately (e.g., development labor, vendor licenses, stakeholder 

training) 
• Confirm the unit of tracking: weekly cost, per role, per deliverable, or per phase 

Deliverables: Budget Categories Table + Baseline Reference 

Step 2: Build the Budget Tracking Log 

• Create a spreadsheet or table to show: 
◦ Budgeted amount 
◦ Actual amount spent to date 
◦ Remaining budget 
◦ % Burned (Actual ÷ Planned) 

• Organize by: 
◦ Cost type (Labor, Tools, Travel, etc.) 
◦ Role or task group 
◦ Time period (weekly or phase-based) 

Visuals: Use progress bars, red flags, and conditional formatting to highlight risk areas 

Step 3: Create the Variance Analysis Table 

• Add a companion table that compares: 
◦ Planned vs. Actual cost 
◦ Variance ($ and %) 
◦ Narrative explanation: "Why is this off plan?" 
◦ Resolution notes: “Absorbed in contingency,” “Flagged to sponsor,” etc. 

Tip: Track negative variance (cost savings) just as carefully as overruns 

Step 4: Define QA Criteria for Key Deliverables 

• Select at least 3–5 client-facing deliverables (e.g., Training Deck, Workflow Spec, Pilot Build, Final Report) 
• Define quality criteria for each (e.g., accuracy, completeness, formatting, stakeholder sign-off) 
• Build a QA Acceptance Checklist with: 

◦ Deliverable name 
◦ Criteria 
◦ Date submitted 
◦ Status (Accept / Revise / Reject) 
◦ Notes and reviewer signature 

Step 5: Create a Defect Log or QA Tracker 

• Build a defect log table that includes: 
◦ Defect or issue ID 
◦ Deliverable affected 
◦ Description 
◦ Severity (Low/Medium/High) 
◦ Owner 
◦ Resolution status and date 
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Option: Use color coding for status (e.g., 🔴 = Unresolved, 🟡 = In Review, ✅ = Fixed) 

Step 6: (Optional) Map Out a Quality Escalation Process 

• Define what happens when quality issues: 
◦ Recur repeatedly 
◦ Are blocked by reviewers 
◦ Cannot be resolved within delivery timelines 

Include a 3-tier escalation: 

1. Team Review 
2. PM + Stakeholder Review 
3. Executive Review / Schedule Adjustment 

Design Tips 

• Budget control isn’t just math—it’s pattern recognition + storytelling 
• Quality control is a discipline, not a checklist—design for actual usage 
• Use formatting that enables quick decision-making: colors, icons, filters 
• Make all tools execution-ready—not just formatted for grading 

Submission Checklist Preview 

You will submit: 

1. Budget Tracking Table 
2. Variance Analysis Table 
3. QA Acceptance Checklist 
4. Defect Log or Quality Tracker 
5. (Optional but recommended) Quality Escalation Flow or QA Rhythm Summary 

This page titled 7.2: Plan of Attack is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 
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7.2.1: Step 1 - Reconnect to Your Approved Budget 

Purpose of This Step 

Before you can monitor real-world financial performance, you must re-anchor your work to the approved baseline budget created 
in Milestone 4. 

This step ensures your budget control system starts from: 

• The original budgeted amounts for labor and non-labor costs 
• The correct categorization of costs 
• A traceable structure that aligns with your WBS and execution phases 

This prevents your tracking system from being disconnected, misaligned, or overly simplified. Your cost control model must reflect 
the plan that was approved—and what you’re now expected to deliver within. Step-by-Step Instructions 

1. Retrieve and Review Your Approved Budget (Milestone 4) 

Start by reopening the full budget you submitted for Milestone 4. This should include: 

• Total labor cost 
• Total non-labor cost 
• Breakdown by role, category, or phase 
• Contingency (if included) 
• Assumptions and narrative rationale 

Tip: If you used a table or visual summary, this becomes your cost control baseline. No new costs should be tracked unless 
approved via scope or change control. 

2. Create a Cost Structure Mapping Table 

List the budget line items or categories from your approved budget. These are the elements you will now track and compare to 
actual spend. 

Example Mapping Table: 

Budget Category Description Budgeted Amount Source 

Labor – Business Analyst 60 hours @ $85/hr $5,100 Task 1.2, WBS Level 2 

Labor – Project Manager 45 hours @ $110/hr $4,950 Admin + Milestone Prep 

Software Licenses 5 seats @ $30/mo × 6 months $900 Training platform access 

Travel – Onsite Kickoff Flights, meals, lodging $1,500 Week 2 kickoff session 

Contingency 8% buffer $1,000 Risk-linked (vendor delay) 

Note: Use the same categories and naming from Milestone 4 to ensure consistency across all milestones and control tools. 

3. Group Budget Items for Tracking 

Decide how you will group or disaggregate cost items for tracking during execution. 

Options include: 
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• By cost type: Labor vs. Non-Labor 
• By role: PM, BA, QA, Developer 
• By project phase: Planning, Build, Test, Launch 
• By WBS workstream: Training, Platform Build, Testing, etc. 
• By client billing type: Billable vs. internal, one-time vs. recurring 

Tip: Don’t overcomplicate—choose a grouping strategy that supports visibility, not just formality. 

4. Define Units of Measurement 

Make clear what unit of cost tracking you’ll use: 

Category Unit of Tracking 

Labor Hours × Hourly Rate = $ 

Licenses Per user, per month 

Travel Per trip or event 

Software/Hosting Monthly subscription (fixed or usage-based) 

Clarify: 

• How frequently you will update this (weekly, biweekly) 
• What documentation will verify actual cost (timesheets, receipts, invoices, effort logs) 

5. Identify Risk-Prone Budget Areas 

Highlight any categories that are: 

• Historically prone to overrun (e.g., developer time, vendor services) 
• Highly dependent on third parties (e.g., hosting, training vendors) 
• Priced based on assumptions that may change (e.g., usage-based tools) 

Flag these items for closer monitoring or early warning thresholds. 

Example: 

“Cloud Hosting: Assumes base-level instance. Will monitor monthly usage to avoid auto-scaling charges.” 

6. Establish the Version Control Baseline 

Label your budget control system with: 

• A baseline version date (e.g., “Budget v1 – Approved Apr 1”) 
• A note that all variance will be measured against this version only 
• A reference to your scope change and escalation protocol for any budget revisions 

Tip: Add a header or footer note to your Budget Tracking Log and Variance Table that says: 

“All tracking reflects comparison to Milestone 4 Budget (v1, Approved Week 6). Changes beyond original scope require 
sponsor sign-off.” 

Deliverables from This Step 

By the end of this step, you should have: 
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• A complete mapping of approved budget line items 
• Grouping categories for cost tracking 
• Defined units of measurement per cost type 
• Flagged risk-prone cost areas 
• A clearly defined budget baseline for control comparison 

This sets you up to begin tracking actual spend in Step 2 using your Budget Tracking Log. 

This page titled 7.2.1: Step 1 - Reconnect to Your Approved Budget is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 
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7.2.2: Step 2 - Build the Budget Tracking Log 

Purpose of This Step 

This step helps you create a live financial tracking system—a Budget Tracking Log—that allows you to monitor how much of 
your project’s approved budget has been used, how much remains, and where you may be over or under-spending. 

It ensures that your team (and your sponsor) can answer in real time: 

• How much of the budget has been spent so far? 
• What’s trending over budget? 
• Are we burning through funds faster than expected? 
• Do we need to reallocate or escalate? 

This isn’t just an accounting tool. It’s a risk radar and a decision-making lens for delivery leaders. 

Step-by-Step Instructions 

1. Build the Budget Tracking Table Structure 

At minimum, your table should include the following columns: 

Column Description 

Cost Category Same category used in Milestone 4 (e.g., BA Labor, Hosting, Tools) 

Planned Budget ($) Approved budget for that line item 

Actual to Date ($) How much has been spent so far 

Remaining Budget ($) Formula: Planned – Actual 

% Burned Formula: (Actual ÷ Planned) × 100 

Status On Track, At Risk, Over Budget 

Update Week Date of last log update 

Notes / Source Reference to time logs, invoice, or payment event 

Recommended format: Excel, Google Sheets, or a table in Notion/Airtable. 

2. Populate the Planned Budget Column 

Use the values from your approved Milestone 4 budget. 

Tip: Match names, cost groupings, and sequencing. This ensures traceability when comparing control logs to original funding 
plans. 

3. Define How Actual Costs Will Be Tracked 

Clearly state where actual cost numbers are coming from: 

• Labor costs: Time logs × hourly rates 
• Tools/software: Subscription invoices 
• Vendors or services: Receipt or contract deliverables 
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• Events/travel: Per diem estimates or receipt uploads 

Example update rule: 

“Labor costs updated weekly using team-submitted hours × role-based rates. Software and vendor fees tracked 
monthly.” 

4. Add Calculated Fields 

Use formulas or auto-calculation to compute: 

• Remaining Budget = Planned – Actual 
• % Burned = Actual ÷ Planned 
• Optional: % Remaining = 100% – % Burned 

Color code by percentage thresholds: 

• 🟢 < 80% burned = On Track 
• 🟡 80–95% burned = At Risk 
• 🔴 >95% burned = Over Budget 

5. Set Update Rhythm and Responsibility 

Decide: 

• Who owns this tracker? (PM, analyst, team lead?) 
• How often is it updated? (Weekly? Biweekly?) 
• Where is the tracker stored/shared? (Google Drive? MS Teams? Project Portal?) 

Suggested rhythm: 

“Updated every Friday based on time logs and vendor invoices. Reviewed at Monday status meeting.” 

6. Example Table (Basic Version) 

Category Planned 
($) 

Actual 
($) 

Remaining % 
Burned 

Status Last 
Update 

Notes 

BA Labor 5,100 3,400 1,700 66.7% 🟢 On Track Apr 10 40 hours submitted @ $85/hr 

Training Tool 
License 

900 1,050 -150 116% 🔴 Over 
Budget 

Apr 8 Added 2 extra users 

PM Labor 4,950 4,950 0 100% 🟡 At Risk Apr 10 PM fully allocated through 
Week 8 

7. Optional Visuals 

Add charts or graphs to summarize: 

• Cumulative spend over time 
• % burned by category 
• Budget remaining (burn-down visual) 
• Stacked bar by labor/non-labor distribution 

Example: Use a bar chart titled “Burn Rate by Week” or a pie chart for “Budget Utilization by Category” 
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Why This Tool Matters 

Without this tracker, teams often: 

• Discover overruns after it’s too late 
• Underspend in areas where more investment was needed 
• Fail to explain why additional funding is required 
• Lose sponsor confidence due to unclear reporting 

A clean, living budget tracker makes you look professional, proactive, and trusted. 

This page titled 7.2.2: Step 2 - Build the Budget Tracking Log is shared under a CC BY 4.0 license and was authored, remixed, and/or curated 
by Sukhjit "Bob" Singh. 
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7.2.3: Step 3 - Create the Variance Analysis Table 

Purpose of This Step 

The Budget Tracking Log (Step 2) shows what has been spent—but the Variance Analysis Table explains why that spending 
matters. 

It helps your team: 

• Compare actual vs. planned costs 
• Identify over- or under-spending trends 
• Understand whether cost deviations are acceptable or need action 
• Link financial performance to project decisions and accountability 

In short, this tool turns budget numbers into narrative insight and decision guidance. 

Step-by-Step Instructions 

1. Build the Table Structure 

Add the following fields to your variance analysis table: 

Column Description 

Category Cost item or grouping (e.g., Dev Labor, Tools, Travel) 

Planned Budget ($) Original budgeted amount from Milestone 4 

Actual Spend ($) Cost incurred to date (from Budget Tracking Log) 

Variance ($) Formula: Actual – Planned 

Variance (%) Formula: (Variance ÷ Planned) × 100 

Direction Over Budget / Under Budget / On Target 

Root Cause or Explanation Brief reason for variance 

Resolution or Action Taken What the team did or will do about it 

2. Set Variance Thresholds 

Determine what level of variance deserves attention: 

• <5% → Acceptable (No action required) 
• 5–15% → Monitor (Document and flag) 
• >15% → Escalate (Review for sponsor discussion or reallocation) 

Tip: These thresholds may vary by cost type. For example, minor tool license shifts may be normal, while labor cost overruns 
should trigger action sooner. 

3. Document Causes of Variance 

For any line with a notable variance: 

• Identify what changed (scope shift, delay, price increase, usage error) 
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• Avoid vague labels like “misc.” or “unexpected” 
• If savings occurred, explain whether it’s intentional or due to underutilization 

Good Examples: 

• “Added 2 training seats due to stakeholder request” 
• “BA hours exceeded due to additional workflow review” 
• “Tool license under budget due to promo discount for Q2” 

4. Document Resolutions or Decisions 

For any variance >10%, state: 

• Whether it was approved in advance 
• Whether contingency absorbed the extra cost 
• Whether team behavior or planning assumptions need to change 

Example Notes: 

“Variance absorbed in contingency buffer. Added column to training tracker to flag scope creep.” 
“Vendor invoiced at incorrect rate; resolved with credit applied next cycle.” 

5. Example Table 

Category Planned 
($) 

Actual 
($) 

Variance 
($) 

% Direction Root Cause Action Taken 

BA Labor 5,100 5,865 +765 +15% Over Extended interviews with 
stakeholders 

Flagged, reallocated from PM 
buffer 

Hosting 1,200 900 -300 -25% Under Lower-than-expected usage 
tier 

Reforecast next phase 
budget 

PM Labor 4,950 4,950 0 0% On 
Target 

N/A No action 

6. Add a Summary Narrative (Optional) 

At the top or bottom of your variance analysis sheet, include a short summary of budget health: 

“As of Week 10, 3 out of 8 cost categories show notable variance. Two are over budget (BA Labor +15%, 
Training Tools +20%) and have been addressed through reallocation and risk communication. One under-
spend (Hosting) is expected to remain consistent through project close.” 

Why This Step Matters 

Without analysis, your cost tracking is just data. This table: 

• Builds credibility with sponsors and finance stakeholders 
• Links your decisions to project health 
• Enables proactive course correction 
• Demonstrates financial leadership, not just accounting 

This page titled 7.2.3: Step 3 - Create the Variance Analysis Table is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 
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7.2.4: Step 4 - Define QA Criteria for Key Deliverables 

Purpose of This Step 

Quality control is not just about fixing what’s broken—it’s about ensuring that deliverables meet predefined expectations the 
first time. 

This step helps you define the standards and criteria by which key deliverables will be assessed during execution. These criteria 
protect the project from: 

• Stakeholder dissatisfaction 
• Excessive rework 
• Delayed approvals 
• Low-impact or off-target outcomes 

You’re now designing the definition of “done” for each critical item. 

Step-by-Step Instructions 

1. Identify the Deliverables to Be Evaluated for Quality 

Focus on stakeholder-facing or mission-critical deliverables. 

Examples: 

• “Final Training Manual” 
• “Workflow Design Diagrams” 
• “Stakeholder Onboarding Presentation” 
• “Pilot System Configuration” 
• “QA Test Plan” 

Avoid tracking trivial internal drafts. Focus on what would require approval, acceptance, or sign-off. 

2. Build a QA Acceptance Criteria Table 

Create a table for quality assurance with the following fields: 

Column Description 

Deliverable Name Match WBS or scope language 

Owner / Lead Who is responsible for quality delivery 

Quality Criteria Clear, measurable, and relevant expectations 

QA Method How will quality be assessed (review, test, approval, etc.) 

Reviewer / Approver Role or title of the person signing off 

Due Date When the review or acceptance is expected 

Status Pending, Accepted, Rework Needed 

Notes / Exceptions Issues, feedback, or improvement required 
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3. Define SMART Quality Criteria 

Use specific, measurable, actionable standards—no vague phrases like “should be professional.” 

Examples of Effective QA Criteria: 

Deliverable Sample QA Criteria 

Training Manual 100% of core modules covered, no broken links, uses UCMS branding 

Pilot Workflow All steps verified by SME, matches system behavior, legible in print 

Test Plan Includes pass/fail for each feature, aligned with requirements spec, reviewed by QA lead 

Tip: Ask yourself, “What would cause this to be rejected by a client?” and use that to reverse-engineer your criteria. 

4. Determine QA Method and Review Process 

Decide how quality will be checked: 

• Internal peer review 
• Client stakeholder sign-off 
• Automated or manual testing 
• Demo or walkthrough validation 
• Scorecard / Rubric-based review 

Example: 

“Workflow Diagrams will be peer-reviewed by Systems Analyst, then submitted for stakeholder sign-off. Final approval 
due 5 business days before Go-Live.” 

5. Assign Ownership and Reviewer Roles 

Assign clear accountability: 

• Owner: the person/team who must meet the criteria 
• Reviewer: the person/team who must verify and sign off 
• These may be different, especially in QA workflows 

Tip: Include title, not just names (e.g., “Training Lead” or “Client SME”) for flexibility. 

6. Example QA Criteria Table 

Deliverable Owner QA Criteria QA Method Reviewer Due 
Date 

Status Notes 

Stakeholder 
Training 
Deck 

Instructional 
Lead 

Covers all modules, branded, 
<15 typos, approved examples 

Manual review 
+ client sign-
off 

Sponsor / 
Training 
SME 

Apr 
14 

Pending SME sign-off 
scheduled Apr 
12 

Workflow 
Maps 

BA Includes all decision paths, 
print-ready, stakeholder-
reviewed 

Peer review + 
walkthrough 

Product 
Owner 

Apr 
8 

In 
Review 

Requires 
version control 
stamp 

Why This Step Matters 

Too often, teams focus only on delivery and not on acceptance. Without pre-agreed quality standards: 

228 (7.2.4.2)



• You waste time chasing unclear approvals 
• Sponsors lose trust in your work 
• “Done” becomes subjective 

This step: 

• Clarifies expectations early 
• Builds trust through transparency 
• Prevents rework by aligning “quality” to shared definitions 

Once you’ve defined QA criteria for your critical deliverables, you’re ready to track performance in real time. 

This page titled 7.2.4: Step 4 - Define QA Criteria for Key Deliverables is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 
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7.2.5: Step 5 - Create a Defect Log or QA Tracker 

Purpose of This Step 

Even with strong QA criteria, some deliverables will fall short. The Defect Log (or QA Tracker) is a structured tool that helps your 
team: 

• Record issues or quality gaps 
• Classify them by severity and impact 
• Assign owners and track status 
• Ensure issues are resolved, not forgotten 

This tool transforms reactive fire-fighting into a repeatable quality assurance process. 

Step-by-Step Instructions 

1. Determine What You Will Track 

You can use the log to track: 

• Defects (e.g., functionality issues, typos, missing content) 
• Quality gaps (e.g., missing acceptance criteria, vague documentation) 
• Review comments (e.g., stakeholder feedback, peer review flags) 

Tip: Focus only on issues that impact stakeholder expectations, milestone approval, or readiness. Don’t log every small 
internal preference or personal style edit. 

2. Build the Tracker Structure 

Use a table or spreadsheet with the following fields: 

Column Description 

Issue ID Unique identifier (e.g., DEF-001) 

Date Logged When the issue was first recorded 

Deliverable Name / WBS ID Affected document, feature, or output 

Description Clear, factual summary of the issue 

Severity High / Medium / Low 

Type Content / Visual / Functional / Format / Other 

Owner Person/team responsible for fixing 

Status Open / In Progress / Resolved / Deferred 

Resolution Date When it was completed/fixed 

Notes / Action Taken Additional comments or resolution steps 

3. Define Severity Levels 

Add a simple reference guide to help your team assess impact: 
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Severity Description 

High Critical issue blocks delivery, breaks core functionality, or violates a key acceptance criterion 

Medium Noticeable issue impacts quality, but not delivery; stakeholder may raise concern 

Low Cosmetic or minor error; fix recommended but not urgent 

Tip: You can add color codes for quick scanning (🔴 Red = High, 🟡 Yellow = Medium, 🟢 Green = Low) 

4. Assign Ownership and Status Rules 

Every item in the tracker should have: 

• A clearly assigned fix owner 
• A status field updated regularly (Open → In Progress → Resolved) 
• A note if the item is deferred (i.e., intentionally left unresolved) 

Tip: Assign QA owner to follow up weekly or at each milestone checkpoint. 

5. Add Examples to Your Tracker 

Sample Log Entries: 

ID Date Deliverable Severity Description Owner Status Resolution 
Date 

Notes 

DEF-001 Apr 
10 

Workflow 
Diagrams 

High Missing alternate path for 
rejection loop 

BA In 
Progress 

– Flagged by 
SME 

DEF-002 Apr 
11 

Stakeholder 
Slide Deck 

Medium 3 typos in section headers Training 
Lead 

Resolved Apr 12 Fixed in 
v2.1 

DEF-003 Apr 
11 

Test Plan Low Table formatting misaligned 
on page 3 

QA Lead Deferred – Not client-
facing 

6. Optional Enhancements 

Add one or more of the following features: 

• Filter or sort by deliverable for team reviews 
• Charts showing open vs. closed items 
• QA trend log over time (e.g., # of issues per milestone) 
• “Escalation” flag for unresolved high-impact items 

Why This Tool Matters 

Without a defect log: 

• Teams lose track of known issues 
• Quality reviews become inconsistent 
• Minor problems resurface in later phases 
• Sponsors lose confidence in deliverables 

With it, you ensure that quality isn’t just “checked”—it’s managed and improved. 
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This page titled 7.2.5: Step 5 - Create a Defect Log or QA Tracker is shared under a CC BY 4.0 license and was authored, remixed, and/or 
curated by Sukhjit "Bob" Singh. 
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7.2.6: Step 6 (Optional)- Map Out a Quality Escalation 
Process 

Purpose of This Step 

Even the best QA system can’t resolve every quality issue at the team level. Sometimes, deliverables fall short of expectations in 
ways that require leadership attention, sponsor input, or trade-off decisions. 

This optional—but highly recommended—step helps you define a structured escalation pathway for: 

• Unresolved or recurring quality issues 
• Repeated rejections of deliverables 
• Conflicts over what “done” or “acceptable” means 
• Stakeholder dissatisfaction or performance concerns 

By building a Quality Escalation Process, you demonstrate maturity in managing: 

• Risk 
• Client expectations 
• Internal accountability 
• Team workload and decision bottlenecks 

Step-by-Step Instructions 

1. Define Triggers for Escalation 

Start by identifying the types of quality issues that can’t—or shouldn’t—be handled solely by the delivery team. 

Common Escalation Triggers: 

Trigger Description 

Repeated Rejection Deliverable fails acceptance 2+ times with no resolution 

Critical Quality Failure Issue violates regulatory/compliance criteria or puts end users at risk 

Client Pushback Stakeholder refuses to accept work that team deems acceptable 

QA Owner Disagreement Internal disagreement over whether deliverable meets acceptance standards 

High-Impact Defect Blocker-level defect that affects multiple deliverables or phases 

2. Define Escalation Levels (3-Tier Approach) 

Structure your process in three levels, based on severity and resolution capacity. 

Level Reviewer Purpose 

Level 1 Team QA Lead / Task Owner Internal resolution attempt (peer review, revisions) 

Level 2 Project Manager + Stakeholder Reviewer Formal quality review, issue clarification, revised deadline or feedback 

Level 3 Sponsor / Steering Committee Strategic intervention: adjust timeline, scope, or quality bar 

Tip: Only escalate to Level 3 if the issue impacts delivery, client trust, or contractual success. 
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3. Build an Escalation Flow Diagram or Table 

Example Quality Escalation Flow: 

Issue Identified (QA Owner or Reviewer) 
↓ 
Level 1: Delivery Team attempts fix within 3 business days 
↓ 
IF UNRESOLVED → escalate to PM 
Level 2: PM convenes 1:1 with Stakeholder or SME to align on acceptance criteria 
↓ 
IF STILL UNRESOLVED or IMPACTING SCHEDULE → 
Level 3: Sponsor Review / Steering Committee votes or approves workaround 

4. Set Timeline Expectations 

Each level should have a clear response window so issues don’t sit idle. 

Example: 

• Level 1: Fix or response within 3 business days 
• Level 2: Decision made or escalated within 2 business days 
• Level 3: Sponsor response within 5 business days (with option to extend milestone) 

5. Define How the Escalation is Logged 

All escalated issues should be: 

• Flagged in the QA Tracker or Defect Log 
• Documented in meeting notes or emails 
• Tied to specific deliverables and reviewers 
• Closed only when resolution is accepted by the escalation-level reviewer 

Optional: Add a column to your QA Tracker labeled “Escalated? Y/N” or “Resolution Path” 

6. Example Escalation Matrix 

Issue Type Trigger Escalation To Response Time Decision Owner 

Stakeholder rejects 2+ revisions Repeated rejection PM + SME 2 days PM 

Critical QA failure Compliance violation Sponsor 5 days Steering Committee 

Quality criteria disputed Reviewer vs. Owner QA Lead + PM 2 days PM (final say) 

Why This Step Matters 

In real-world projects, quality is subjective—and quality issues are emotional. When escalation is unclear, teams experience: 

• Friction 
• Delays 
• Blame 
• Missed deadlines 
• Damaged sponsor relationships 

With a defined escalation process: 
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• Issues are surfaced and owned quickly 
• Stakeholders see professionalism and transparency 
• The project maintains momentum and trust 

This page titled 7.2.6: Step 6 (Optional)- Map Out a Quality Escalation Process is shared under a CC BY 4.0 license and was authored, remixed, 
and/or curated by Sukhjit "Bob" Singh. 
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7.3: What You Will Submit 

Purpose of This Submission 

This submission represents the creation of your project’s internal financial and quality assurance operating system. These 
tools are not theoretical—they are designed for use during project execution to: 

• Track actual project costs against your approved budget 
• Identify financial risks and respond with clarity 
• Monitor the quality of deliverables using pre-set criteria 
• Resolve issues quickly and visibly 
• Build credibility with sponsors and protect team time 

You’re submitting tools that demonstrate financial awareness, quality leadership, and control maturity—the hallmarks of a 
project-ready team. 

Your Submission Will Include: 

Component Description 

1. Budget Tracking Log A table showing planned vs. actual spending, remaining budget, % burned, and status per 
cost category 

2. Variance Analysis Table A structured explanation of over-/under-spending with root causes, direction, and 
corrective actions 

3. Quality Acceptance Criteria 
Checklist 

Predefined QA expectations for key deliverables, including review method and sign-off 
status 

4. Defect Log or QA Tracker A running log of quality issues, severity, owner, and resolution path 

5. (Optional) Quality Escalation 
Flow or Matrix 

A visual or tabular guide that explains how unresolved or critical QA issues are escalated 
and who owns the decision 

Required Details for Each Component 

1. Budget Tracking Log 

Must include: 

• Cost category 
• Planned budget (from Milestone 4) 
• Actual cost to date 
• Remaining budget 
• % Burned 
• Status (On Track / At Risk / Over Budget) 
• Notes field (for update justification or references) 

File Type: Excel or formatted table in Word/Google Doc 
Must use consistent terminology from Milestone 4 budget 

2. Variance Analysis Table 

Must include: 
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• Category 
• Planned vs. actual spend 
• Dollar variance 
• % variance 
• Direction (Over / Under / On Target) 
• Root cause / explanation 
• Action taken or escalation note 

File Type: Word table or spreadsheet 
Should align line-by-line with Budget Tracker categories 

3. QA Acceptance Criteria Checklist 

Must include: 

• Deliverable name (aligned to WBS/scope) 
• Owner of the deliverable 
• Quality criteria (SMART-formatted) 
• QA method (e.g., peer review, testing, sign-off) 
• Reviewer or approver 
• Due date for review 
• Status (Pending / Approved / Rework Needed) 
• Optional: Notes column 

File Type: Formatted table in Word or Google Doc 
Minimum of 3–5 stakeholder-facing deliverables evaluated 

4. Defect Log / QA Tracker 

Must include: 

• Issue ID or unique label 
• Deliverable name 
• Description of issue or gap 
• Severity (High / Medium / Low) 
• Owner 
• Status (Open / In Progress / Resolved / Deferred) 
• Resolution date 
• Notes / Action Taken 

File Type: Spreadsheet or table 
Optional filters, color codes, or dashboard visuals encouraged 

5. (Optional but Recommended) Quality Escalation Matrix or Flow 

Should include: 

• Trigger conditions for escalation (e.g., repeated rejection, unresolved issue) 
• Escalation levels (Team → PM → Sponsor) 
• Response deadlines or turnaround expectations 
• Decision owner at each level 
• Format: Flowchart, swimlane diagram, or escalation table 

File Type: Slide, Word doc, or diagram in PDF 
Use your QA Tracker to reference any open escalated items 
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Submission Format and Naming 

Requirement Details 

Format Submit as a single document (Word or PDF) or clearly labeled attachments 

File Name Milestone6_BudgetAndQualityControls_TeamName.docx 

Organization Each section labeled with headers and tables appropriately titled 

Professionalism Spell-checked, consistent formatting, polished tables and visuals 

Consistency All tools should reflect data linked to your original budget and deliverables from Milestones 3–5 

This page titled 7.3: What You Will Submit is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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7.4: Submission Checklist 

Purpose of This Checklist 

This checklist serves as a final validation guide for your submission. It ensures that all deliverables are: 

• Fully developed and populated with meaningful, traceable data 
• Consistent with your previous milestones (especially Milestone 4) 
• Designed for actual execution, not just academic completion 
• Usable by a project manager, stakeholder, or QA lead in a real project environment 

This checklist also reinforces professional readiness—your submission should function as a leadership toolkit, not just a set of 
templates. 

SECTION 1 – Budget Tracking Log 

✔ ✔ Criteria 

⯑ All cost categories from Milestone 4 are included (labor, non-labor, contingency if used) 

⯑ Each category includes: Planned Budget, Actual to Date, Remaining Budget, % Burned 

⯑ Status field clearly flags On Track / At Risk / Over Budget 

⯑ Notes column is used for updates, source references, or explanations 

⯑ All formulas (Remaining, % Burned) are functioning and correct 

⯑ Formatting aids readability (tables aligned, currency symbols used, color coding optional) 

SECTION 2 – Variance Analysis Table 

✔ ✔ Criteria 

⯑ Planned vs. Actual spend shown side-by-side per category 

⯑ Variance ($ and %) calculated and displayed 

⯑ Each variance includes a Direction: Over / Under / On Target 

⯑ Root causes or triggers are described briefly and clearly 

⯑ Action Taken field describes how issue was resolved or mitigated 

⯑ Language used is clear, professional, and execution-oriented 

SECTION 3 – QA Acceptance Criteria Checklist 

✔ ✔ Criteria 

⯑ Includes at least 3–5 major deliverables from project scope or WBS 

⯑ Each deliverable has clearly stated SMART quality criteria 

⯑ QA method is defined (e.g., peer review, test, walkthrough, approval) 

⯑ Reviewer/approver roles are specified (internal or client-facing) 

⯑ Status field shows current acceptance state (Pending, Accepted, Rework Needed) 
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✔✔ Criteria 

⯑ Due dates and tracking notes included where applicable 

⯑ Matches terminology from previous milestones 

SECTION 4 – Defect Log / QA Tracker 

✔ ✔ Criteria 

⯑ Each defect or issue is uniquely identified (e.g., DEF-001) 

⯑ Deliverable or scope area is referenced 

⯑ Severity is classified (High, Medium, Low) 

⯑ Owner is assigned for follow-up 

⯑ Status column used consistently (Open, In Progress, Resolved, Deferred) 

⯑ Resolution date and actions taken are documented 

⯑ Optional: Sorting/filtering enabled, visual aids (color codes, icons) used effectively 

SECTION 5 – Quality Escalation Process (Optional but Recommended) 

✔ ✔ Criteria 

⯑ Triggers for escalation are clearly defined (e.g., repeated rejections, unresolved issue) 

⯑ Escalation levels shown with decision owners (Team → PM → Sponsor) 

⯑ Timeline expectations for each escalation level included 

⯑ Matrix, table, or flow diagram is clearly structured and easy to follow 

⯑ Linked to quality tracker (or references it in application) 

⯑ Scenario examples (even hypothetical) are used to validate its function 

FORMATTING & PRESENTATION 

✔ ✔ Criteria 

⯑ All components are labeled clearly and presented in professional layout 

⯑ Consistent headers, fonts, and alignment used throughout 

⯑ Tables are cleanly structured (no broken columns or unclear labels) 

⯑ No placeholder text or empty fields remain 

⯑ Units (e.g., $USD, hours, %) are used consistently 

⯑ Document includes page numbers, title section, and version/date footer (optional) 

SUBMISSION LOGISTICS 

✔ ✔ Criteria 

⯑ File type submitted as PDF, DOCX, XLSX, or Google Doc/Sheet (as assigned) 
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✔✔ Criteria 

⯑ File name uses correct format: Milestone6_BudgetAndQualityControls_TeamName 

⯑ All components submitted together or in clearly labeled attachments 

⯑ Submitted to the correct platform/location by the deadline 

⯑ All team member names listed on title page or first section 

Final Self-Check Questions 

• Would your QA Tracker be helpful during a stakeholder review or product demo? 
• Could your Budget Tracking Log support a conversation about financial health with your sponsor? 
• Are all deliverables and budget categories traceable to Milestones 3–5? 
• If asked to explain one over-budget item or quality escalation, would your documentation support that answer? 
• Would your tools still be usable by someone taking over your project midstream? 

This page titled 7.4: Submission Checklist is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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7.5: Reflection and Debrief 

Purpose of This Reflection 

This milestone challenged you to step into the role of project controller—not just a planner. It required you to track the money, 
manage the expectations, and protect the value of your team’s work. 

These reflection prompts are meant to help you and your team: 

• Process how your financial and quality systems work in real time 
• Consider how your tools would function under pressure 
• Think like a delivery leader—calm under scrutiny, responsive under stress 
• Learn from this experience so future control systems are even stronger 

Use these questions individually, in team debriefs, or in guided classroom discussions. 

Budget Tracking & Financial Control 

• How did your team decide what categories to track in the budget log? 
• Were any cost items harder to measure or update than expected? Why? 
• How confident are you that someone else could use your budget log without explanation? 
• What would happen if a sponsor asked you, “Why are we over budget here?”—does your system support a clear answer? 
• If you had to teach a new team member how to manage the budget log, what steps would you highlight? 

Variance Analysis 

• What patterns emerged from your variance table? Were most variances preventable? 
• Which was more challenging: identifying a variance—or explaining it? 
• How did your team determine whether to escalate a variance or absorb it internally? 
• What would you do differently next time to minimize or better manage financial deviations? 
• Did your budget tools help tell a compelling financial story—or just record numbers? 

Quality Assurance and Deliverable Management 

• How did you choose which deliverables needed quality criteria? 
• Was it easy or hard to define “done” in a measurable way? 
• Which of your quality standards would be easiest to enforce in a live project? Which would be hardest? 
• How did the process of writing quality criteria affect the way you viewed your own deliverables? 
• If a client challenged the quality of a deliverable, would your checklist help you respond? 

Defect Log / QA Tracker 

• How well does your defect tracker support follow-up and accountability? 
• What made an issue “worth logging”? Did your team struggle with that threshold? 
• Did assigning severity levels spark any debates? Why? 
• How would this tool help prevent the same mistakes from happening again? 
• If a deliverable had 3 issues logged and 2 were unresolved—how would your tracker reflect that? 

Quality Escalation (if included) 

• Did your escalation process clarify or complicate quality issue handling? 
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• Was there a moment when your team realized escalation would reduce friction—not increase it? 
• How would you adapt your escalation model for a larger or more distributed team? 
• Would your process work under tight deadlines—or does it need more flexibility? 

Integration and Usability 

• Do your financial and quality control systems connect—or operate in silos? 
• Which tool was most difficult to build, and why? 
• Which tool are you most proud of, and why? 
• If you had to present this toolkit in a live sponsor meeting, what would you highlight—and what would you be nervous about? 

Personal Growth & Team Dynamics 

• What new habits or mindsets did you develop during this milestone? 
• Did this milestone change how you think about project leadership? 
• How did your team divide the work—and which tools were more collaborative by nature? 
• What strengths did you discover in yourself or your teammates? 
• What feedback would you give your “past self” at the start of this milestone? 

This page titled 7.5: Reflection and Debrief is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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7.6: Instructor Notes and Grading Rubric 

Purpose of This Milestone (Instructor Perspective) 

This milestone shifts students into project control accountability for the two dimensions that most directly affect stakeholder 
trust and delivery success: 

• Budget performance (how funds are used) 
• Quality control (how well deliverables meet expectations) 

Students are asked not only to track numbers, but to demonstrate: 

• Cost awareness 
• Financial variance analysis 
• QA design and delivery readiness 
• Decision-oriented communication 

The goal is to evaluate whether students have moved from building plans to operating as responsible, proactive project 
leaders. 

Instructor Review Focus 

Use the following questions to guide your evaluation: 

Budget and Financial Controls 

• Are cost tracking and variance tools aligned with their Milestone 4 budget? 
• Can the budget tracker and variance table be updated and used week to week? 
• Do their explanations for variance reflect real thinking, not filler text? 

Quality Assurance and Control 

• Are the quality criteria practical, measurable, and tied to the right deliverables? 
• Would their QA process lead to early detection of problems—not just passive review? 
• Are defect logs organized for actual use—not just a list of issues? 

Integration and Leadership Readiness 

• Do the budget and quality tools work together in a cohesive system? 
• Would a client or sponsor feel confident in the team's ability to deliver value? 
• Are students applying judgment, not just process? 

Grading Rubric (Total: 100 Points) 

Section Criteria Points 

1. Budget Tracking Log Accurate, clear, and fully populated; includes all expected categories; uses 
consistent terminology 

20 pts 

2. Variance Analysis Table Shows financial understanding; includes cause-and-effect analysis and decision 
response 

20 pts 
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Section Criteria Points 

3. QA Acceptance Criteria 
Checklist 

Defines clear, measurable quality standards for critical deliverables; review 
method is practical 

20 pts 

4. QA Tracker / Defect Log Organized and usable; tracks ownership, severity, resolution status, and history 
of quality issues 

20 pts 

5. Integration, Logic, and 
Presentation 

Tools are internally consistent and execution-ready; presentation is polished and 
traceable to prior milestones 

10 pts 

6. Optional Escalation 
Process (Bonus) 

Clearly structured escalation flow or matrix; thoughtful, actionable, and aligned 
to QA tracker 

+5 pts (extra 
credit) 

Grading Scale 

Score Range Grade Description 

90–100 A Outstanding—tools are professional, integrated, and decision-ready; shows leadership thinking 

80–89 B Strong—tools are complete and logical; minor issues in formatting, traceability, or real-world use 

70–79 C Sufficient—basic completeness met, but lacks detail, depth, or usability in one or more areas 

60–69 D Underdeveloped—key sections are incomplete, vague, or fail to demonstrate professional readiness 

Below 60 F Incomplete or not functional—tools cannot be used to monitor budget or ensure delivery quality 

Feedback Language for Coaching 

• “Consider clarifying how your actual costs are being calculated and sourced each week…” 
• “Your QA tracker is well structured—now try adding owner accountability and resolution status.” 
• “Nice budget tracking—would like to see more analysis on why you went over budget in X category.” 
• “Your escalation model shows maturity—great work mapping stakeholder decision routes.” 
• “Make sure your deliverable names match those used in Milestone 3 and QA checklist.” 

Instructor Tips (Optional Class Activities) 

• Have teams conduct mock walkthroughs of their QA checklist with another team 
• Create a budget review simulation where a stakeholder questions variance from the table 
• Facilitate peer feedback on defect logs: “Would you use this tracker to resolve a real issue?” 
• Use dashboard comparisons to discuss stakeholder readiness and clarity 

This page titled 7.6: Instructor Notes and Grading Rubric is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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7.7: Wrapping Up Milestone 

What You Just Did 

In this milestone, you designed and implemented the final control systems needed to run a professional-grade project. You moved 
beyond execution visibility (scope and schedule) into the two domains that most influence a project’s long-term success: 

• How money is spent, and 
• How quality is ensured 

You didn’t just monitor cost—you analyzed variance. You didn’t just define quality—you made it measurable, reviewable, and 
improvable. 

What You Built 

• A live budget tracking system to detect over- and under-spending 
• A variance analysis framework to explain financial decisions 
• A set of QA criteria that define “done” and “accepted” 
• A defect tracking system that assigns resolution ownership 
• (Optionally) a quality escalation process that helps resolve what can’t be fixed at the team level 

These are tools of accountability, leadership, and delivery maturity. 

What You Practiced 

This milestone developed your ability to: 

• Link budget use to stakeholder trust 
• Catch issues early and frame them as learnings 
• Build deliverables that don’t just work—they meet expectations 
• Protect your project’s credibility while maintaining team focus 

You learned that leadership is not just about showing up—it’s about showing the numbers, showing the quality, and showing the 
plan to improve both. 

Why This Milestone Matters 

Many project teams plan well but fail to deliver because they: 

• Burn through budgets without noticing 
• Wait too long to escalate an issue 
• Deliver incomplete work and expect it to be accepted 
• Confuse activity with value 

This milestone was your chance to build the systems that prevent those failures. It’s where you stop managing “work” and start 
managing performance. 

What Comes Next 

With Milestone 6 complete, you now have a full portfolio of planning and control tools. But before this practicum closes, we’ll 
shift our focus from delivering the project to reflecting on the process and elevating your experience into a portfolio-ready 
body of work. 
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In the final section of this book, we’ll guide you through the transition from project simulation to professional presentation. 
You’ll explore: 

• A recap of your complete project journey 
• How to present this project in interviews or portfolios 
• A glossary of core terms to solidify your knowledge 
• A quick guide to roles in a real-world project team 
• Common project pitfalls and how to avoid them 
• Sample artifacts you can compare your work against 
• Final words to carry with you as you move from practice to profession 

This page titled 7.7: Wrapping Up Milestone is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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This page titled Glossary is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" Singh. 

249

https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum/zz%3A_Back_Matter/20%3A_Glossary
https://creativecommons.org/licenses/by/4.0/


DETAILED LICENSING 

Overview 

Title: Project Planning and Control - A Practicum 

Webpages: 115 

All licenses found: 

• CC BY 4.0: 95.7% (110 pages) 
• Public Domain: 4.3% (5 pages) 

By Page 
• Project Planning and Control - A Practicum - CC BY 4.0 

◦ Front Matter - CC BY 4.0 
▪ Project Planning and Control - A Practicum - CC 

BY 4.0 
▪ Info Page - Public Domain 
▪ Program Page - CC BY 4.0 
▪ Table of Contents - Public Domain 
▪ Accessibility Statement - CC BY 4.0 
▪ AI Use - CC BY 4.0 
▪ About the Book - CC BY 4.0 
▪ Welcome Letter - CC BY 4.0 
▪ How to use this book? - CC BY 4.0 
▪ How was this book created? - CC BY 4.0 
▪ Motivational Message for the first day of class - 

CC BY 4.0 
▪ Meet the Author - CC BY 4.0 
▪ Licensing - Public Domain 

◦ 1: Foundations for Success- How to Navigate This 
Book - CC BY 4.0 
▪ 1.1: Preface - CC BY 4.0 
▪ 1.2: How to Use This Book - CC BY 4.0 
▪ 1.3: Overview - CC BY 4.0 
▪ 1.4: Problem-Based Learning - CC BY 4.0 
▪ 1.5: Your Role - CC BY 4.0 
▪ 1.6: Tools and Resources - CC BY 4.0 
▪ 1.7: Grading and Assessment Overview - CC BY 

4.0 
▪ 1.8: Collaboration and Integrity - CC BY 4.0 
▪ 1.9: Problem-Based Learning Student Guide - 

CC BY 4.0 
▪ 1.10: Overview of C-Bay Inc. - CC BY 4.0 
▪ 1.11: Forming Teams for the Practicum - CC BY 

4.0 
▪ 1.12: Project Management Basics - CC BY 4.0 

◦ 2: Structuring Scope- Project Charter and 
Stakeholder Alignment - CC BY 4.0 
▪ 2.1: Milestone 1 - Introduction - CC BY 4.0 
▪ 2.2: Scenario Building - CC BY 4.0 
▪ 2.3: Plan of Attack - CC BY 4.0 
▪ 2.4: What You Will Submit - CC BY 4.0 

▪ 2.5: Submission Checklist - CC BY 4.0 
▪ 2.6: Reflection and Debrief Questions - CC BY 

4.0 
▪ 2.7: Instructor Notes and Grading Rubric - CC 

BY 4.0 
▪ 2.8: Wrapping Up Milestone - CC BY 4.0 
▪ 2.9: Techniques and Tools for Writing a Project 

Charter - CC BY 4.0 
▪ 2.9.1: Techniques and Tools for writing a 

Project Charter - CC BY 4.0 
▪ 2.9.2: How to Write a Project Charter That 

Aligns and Authorizes - CC BY 4.0 
▪ 2.9.3: Stakeholder Role Mapping- The 

Planning Leader’s First Reality Check - CC 
BY 4.0 

▪ 2.9.4: Defining Success Before the Work 
Begins - CC BY 4.0 

▪ 2.9.5: Constraint Framing- How to Set 
Boundaries That Guide Decisions - CC BY 
4.0 

▪ 2.9.6: Surfacing Risks and Assumptions 
Early - CC BY 4.0 

▪ 2.9.7: Scoping at the Right Level- What’s In, 
What’s Out, and Why It Matters - CC BY 4.0 

▪ 2.9.8: Writing Like a Consultant- Tone, 
Structure, and Strategic Language - CC BY 
4.0 

▪ 2.9.9: Applying C-Bay’s Six Best Practices 
in Real Planning Work - CC BY 4.0 

▪ 2.9.10: Charter as a Governance Tool - CC 
BY 4.0 

◦ 3: Project Design and Approach - CC BY 4.0 
▪ 3.1: Scenario Building - CC BY 4.0 
▪ 3.2: Plan of Attack - CC BY 4.0 
▪ 3.3: What You Will Submit - CC BY 4.0 
▪ 3.4: Submission Checklist - CC BY 4.0 

▪ 3.4.1: Tools and Techniques - CC BY 4.0 
▪ 3.5: Reflection and Debrief Questions - CC BY 

4.0 
▪ 3.6: Instructor Notes and Grading Rubric - CC 

250

https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/


BY 4.0 
▪ 3.7: Wrapping Up Milestone - CC BY 4.0 

◦ 4: Schedule Estimation - CC BY 4.0 
▪ 4.1: Scenario Building - CC BY 4.0 
▪ 4.2: Plan of Attack - CC BY 4.0 

▪ 4.2.1: Step 1 – Build the Work Breakdown 
Structure (WBS) - CC BY 4.0 

▪ 4.2.2: Step 2 – Task Dependencies and 
Sequencing - CC BY 4.0 

▪ 4.2.3: Step 3 – Effort and Duration 
Estimation - CC BY 4.0 

▪ 4.2.4: Step 4 - Milestone Schedule - CC BY 
4.0 

▪ 4.2.5: Step 5 – Planning Readiness Review 
- CC BY 4.0 

▪ 4.3: Best Practices Guide - CC BY 4.0 
▪ 4.4: Submission Checklist - CC BY 4.0 

▪ 4.4.1: Tools and Techniques - CC BY 4.0 
▪ 4.5: Reflection and Debrief - CC BY 4.0 
▪ 4.6: Instructor Notes and Grading Rubric - CC 

BY 4.0 
▪ 4.7: Wrapping up Milestone - CC BY 4.0 

◦ 5: Estimating Cost and Building the Budget - CC BY 
4.0 
▪ 5.1: Scenario Building - CC BY 4.0 
▪ 5.2: Plan of Attack - CC BY 4.0 
▪ 5.3: What You Will Submit - CC BY 4.0 
▪ 5.4: Submission Checklist - CC BY 4.0 
▪ 5.5: Reflection and Debrief Questions - CC BY 

4.0 
▪ 5.6: Instructor Notes and Grading Rubric - CC 

BY 4.0 
▪ 5.7: Wrapping Up - CC BY 4.0 

◦ 6: Control Implementation - Scope and Schedule - 
CC BY 4.0 
▪ 6.1: Scenario Building - CC BY 4.0 
▪ 6.2: Plan of Attack - CC BY 4.0 

▪ 6.2.1: Step 1- Revisit Your WBS, Milestones, 
and Scope Map - CC BY 4.0 

▪ 6.2.2: Step 2 - Create the Scope Control 
Register - CC BY 4.0 

▪ 6.2.3: Step 3 - Build the Schedule Progress 
Tracker - CC BY 4.0 

▪ 6.2.4: Step 4 - Design the Change and 
Escalation Protocol - CC BY 4.0 

▪ 6.2.5: Step 5 - Design the Control 
Dashboard - CC BY 4.0 

▪ 6.3: What You Will Submit - CC BY 4.0 
▪ 6.4: Submission Checklist - CC BY 4.0 
▪ 6.5: Reflection and Debrief Questions - CC BY 

4.0 
▪ 6.6: Instructor Notes and Grading Rubric - CC 

BY 4.0 
▪ 6.7: Wrapping up Milestone - CC BY 4.0 

◦ 7: Control Implementation - Budget and Quality - CC 
BY 4.0 
▪ 7.1: Scenario Building - CC BY 4.0 
▪ 7.2: Plan of Attack - CC BY 4.0 

▪ 7.2.1: Step 1 - Reconnect to Your Approved 
Budget - CC BY 4.0 

▪ 7.2.2: Step 2 - Build the Budget Tracking 
Log - CC BY 4.0 

▪ 7.2.3: Step 3 - Create the Variance Analysis 
Table - CC BY 4.0 

▪ 7.2.4: Step 4 - Define QA Criteria for Key 
Deliverables - CC BY 4.0 

▪ 7.2.5: Step 5 - Create a Defect Log or QA 
Tracker - CC BY 4.0 

▪ 7.2.6: Step 6 (Optional)- Map Out a Quality 
Escalation Process - CC BY 4.0 

▪ 7.3: What You Will Submit - CC BY 4.0 
▪ 7.4: Submission Checklist - CC BY 4.0 
▪ 7.5: Reflection and Debrief - CC BY 4.0 
▪ 7.6: Instructor Notes and Grading Rubric - CC 

BY 4.0 
▪ 7.7: Wrapping Up Milestone - CC BY 4.0 

◦ Back Matter - CC BY 4.0 
▪ Index - Public Domain 
▪ Glossary - CC BY 4.0 
▪ Detailed Licensing - Public Domain 
▪ Executive Summary of the Practicum - CC BY 

4.0 
▪ Role Guide: Who Does What in a Project Team - 

CC BY 4.0 
▪ Capstone Reflection and Portfolio Assembly - 

CC BY 4.0 
▪ Common Mistakes and How to Prevent Them - 

CC BY 4.0 
▪ From Practicum to Professional - CC BY 4.0 

This page titled Project Planning and Control - A Practicum is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 

251

https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/
https://workforce.libretexts.org/Courses/De_Anza_College/Project_Planning_and_Control_-_A_Practicum
https://creativecommons.org/licenses/by/4.0/


Executive Summary of the Practicum 

🎯 What This Practicum Is 🎯

This practicum is a hands-on, milestone-based project simulation that walks learners through the complete lifecycle of a real-
world consulting engagement—from initial scope design to budget control and quality assurance. 

It’s more than just an academic exercise. It’s a leadership laboratory. 

Each chapter is built to help students experience and apply the responsibilities of a working project manager, analyst, or 
delivery lead, using the tools, language, and mindset required in modern project environments. 

The project scenario—delivering consulting services to UCMS for a new clinical system—is intentionally realistic, ambiguous, and 
evolving. Why? Because that’s how real projects work. 

🔁 The Arc of the Practicum 🔁

The practicum is structured into six integrated milestones, aligned with common phases of the project lifecycle: 

Milestone Focus Area Industry Phase 

1. Project Initiation Project charter, team roles, scenario grounding Initiate (PMBOK), Concept (Agile) 

2. Project Definition & 
Approach 

Scope design, architecture, execution model Plan (PMBOK), Backlog Grooming 
(Agile) 

3. Planning & Scheduling WBS, task sequencing, effort estimation Schedule Management 

4. Budget & Cost Planning Budget development, contingency, financial narrative Cost Management 

5. Scope & Schedule Control Scope tracker, progress dashboard, change 
management 

Monitor & Control 

6. Budget & Quality Control Cost tracking, variance analysis, QA framework Control Quality, Earned Value Analysis 

Each milestone includes: 

• A scenario briefing 
• A detailed plan of attack 
• Best practices guide 
• Templates and examples 
• Deliverable checklists 
• Reflection and instructor support 

By the end, students don’t just “complete” a project—they experience what it feels like to lead one. 

🧠 What Learners Will Be Able to Do 🧠

Upon completing this practicum, students will be able to: 

✅ Draft a client-ready Project Charter with defined objectives and constraints 
✅ Design and structure a WBS with meaningful work packages 
✅ Sequence tasks, estimate effort, and create milestone-driven schedules 
✅ Build a defensible project budget and write funding justifications 
✅ Develop live control systems to track scope, time, cost, and quality 
✅ Use dashboards, trackers, and escalation protocols to manage real-world risk 
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✅ Communicate deliverable status with confidence, professionalism, and clarity 
✅ Reflect on project success factors and incorporate lessons learned 
✅ Assemble a capstone portfolio of project artifacts for internship or job interviews 

🌐 Alignment to Industry Frameworks 🌐

This practicum is framework-agnostic but deeply aligned with core principles from: 

📘 PMBOK (Project Management Institute) 📘

• Integration, Scope, Schedule, Cost, Quality, Resource, and Communication Management 
• Milestones mirror standard process groups: Initiating → Planning → Executing → Monitoring & Controlling 

⚙ Agile/Hybrid Environments ⚙

• Emphasis on iteration, client feedback, and scope adaptability 
• Weekly status updates and change management simulate sprint cycles and backlog prioritization 
• Deliverables reviewed using real-world quality acceptance criteria 

🛠 Real Consulting and Delivery Practices 🛠

• Role-based accountability (PM, Analyst, QA, etc.) 
• Escalation models, peer review protocols, stakeholder briefings 
• Burn rate tracking, sponsor dashboards, and milestone gating 

🎓 Final Takeaway 🎓

This practicum is not a case study. It’s a rehearsal. 
A safe, scaffolded space where students practice the skills they’ll need to lead projects in startups, enterprise teams, public sector 
work, or tech consulting engagements. 

When learners complete this book, they walk away with more than a grade. 
They walk away with experience they can show, explain, and grow from. 

This page titled Executive Summary of the Practicum is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit 
"Bob" Singh. 
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Role Guide: Who Does What in a Project Team 

🎯 Purpose of This Guide 🎯

Understanding the distinct roles within a project team is essential to effective collaboration, accountability, and communication. 
This guide explains the most common functional roles you encountered (or assumed) during this practicum. 

It also outlines the key responsibilities, deliverables, and decision-making authority associated with each role—helping you 
prepare for real project environments. 

📌 Note: In smaller teams, one person may take on multiple roles. In larger or formal settings (e.g., consulting, product 
development, IT), each role is often filled by a different specialist. 

🗂 Role Overview Table 🗂

Role Core Responsibility Key Deliverables Decision Authority 

Project Manager 
(PM) 

Coordinates the team, scope, timeline, and 
risk 

Project Schedule, Control 
Dashboard, Status Reports 

High – day-to-day decisions, 
stakeholder updates 

Business 
Analyst (BA) 

Gathers requirements and translates 
stakeholder needs into deliverables 

Requirements Summary, 
Workflow Diagrams 

Medium – defines scope clarity, 
but defers to PM 

Quality 
Assurance (QA) 
Lead 

Ensures deliverables meet predefined 
acceptance criteria 

QA Checklist, Defect Log Medium – can reject 
deliverables not meeting 
quality 

Sponsor Approves scope, budget, and major 
decisions 

Project Charter Sign-Off, 
Budget Approval 

High – controls funding, formal 
approvals 

Subject Matter 
Expert (SME) 

Provides deep content knowledge for 
specific deliverables 

Reviewed Content, Feature 
Validation 

Low – advisory, not 
accountable for delivery 

Stakeholder Reviews outcomes and ensures alignment 
with user needs 

Feedback Forms, Acceptance 
Sign-Off 

Medium – reviews and 
approves assigned items 

Developer / 
Builder 

Executes technical or operational work 
packages 

Prototypes, Reports, Tools Low – focused on task 
execution 

Trainer / 
Instructional 
Lead 

Designs and delivers knowledge-transfer 
materials 

Training Decks, Reference 
Guides 

Low – delivery-focused, aligns 
with BA & QA 

🧑‍💼 Detailed Role Descriptions 🧑‍💼

🧑‍✈ Project Manager (PM) 🧑‍✈

Category: Leadership / Delivery 
Primary Mission: Ensure the project is delivered on time, within scope, and aligned with client expectations. 

Typical Responsibilities: 

• Facilitate kickoff and milestone meetings 
• Track progress via dashboards and control logs 
• Manage team assignments and role distribution 
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• Handle scope changes and escalate unresolved issues 
• Communicate with the sponsor and stakeholders 
• Approve the final milestone package for submission 

In the Practicum: 
The PM was the anchor role for Milestones 3–6, ensuring the WBS, schedule, and QA tracker all aligned with project objectives. 

🧑‍💻 Business Analyst (BA) 🧑‍💻

Category: Planning / Requirements 
Primary Mission: Translate business needs into technical or workflow deliverables that align with project goals. 

Typical Responsibilities: 

• Conduct stakeholder interviews 
• Document workflows and process maps 
• Draft requirements for tools or services 
• Validate alignment between stakeholder expectations and team outputs 
• Support PM and QA in deliverable design 

In the Practicum: 
The BA often led the creation of deliverables like the Workflow Diagrams, Requirements Summary, and Training Flow Map in 
Milestones 2 and 3. 

🧪 Quality Assurance (QA) Lead 🧪

Category: Quality Control 
Primary Mission: Define, evaluate, and enforce standards to ensure deliverables are acceptable and ready for use. 

Typical Responsibilities: 

• Define QA criteria for each deliverable 
• Maintain and update the Defect Log 
• Conduct or coordinate peer reviews 
• Ensure issue resolution or escalate quality failures 
• Sign off on QA acceptance before final submission 

In the Practicum: 
QA Leads were key contributors in Milestone 6, developing QA Checklists, tracking defects, and enforcing quality gates. 

💼 Project Sponsor 💼

Category: Governance 
Primary Mission: Provide funding, strategic direction, and executive support for the project. 

Typical Responsibilities: 

• Approve project charter, budget, and high-level scope 
• Review milestone outputs 
• Authorize scope changes or escalations 
• Resolve strategic conflicts between teams 
• Ensure alignment with organizational goals 

In the Practicum: 
Sponsors were referenced in the Project Charter and invoked for approvals in Milestones 4–6 (e.g., budget authorization and 
change requests). 
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🧠 Subject Matter Expert (SME) 🧠

Category: Advisory 
Primary Mission: Provide deep expertise and domain-specific insight to shape project content and accuracy. 

Typical Responsibilities: 

• Review deliverables for technical or regulatory correctness 
• Participate in requirement validation 
• Suggest improvements based on field experience 
• Flag gaps or omissions in scope 

In the Practicum: 
SMEs were used in role-play scenarios during Milestones 2 and 6—for example, reviewing training manuals or workflow diagrams 
for alignment with UCMS standards. 

🧑‍🤝‍🧑 Stakeholder 🧑‍🤝‍🧑

Category: End-User / Beneficiary 
Primary Mission: Represent the needs of the people who will use the project's outcomes. 

Typical Responsibilities: 

• Provide feedback on drafts and prototypes 
• Review training materials and documentation 
• Participate in walkthroughs or demos 
• Approve deliverables they’re accountable for 
• Raise change requests or concerns 

In the Practicum: 
Stakeholders played an active role in walkthroughs, feedback cycles, and QA reviews. Their approval was required for some 
milestone deliverables in Milestone 6. 

🧑‍🔧 Developer / Builder 🧑‍🔧

Category: Execution 
Primary Mission: Create and deliver the tools, reports, software, or physical materials defined by the WBS. 

Typical Responsibilities: 

• Execute assigned work packages 
• Follow specification from BA or PM 
• Submit deliverables for QA review 
• Communicate blockers or constraints 

In the Practicum: 
Developers were often simulated roles for building content like dashboards, user guides, or prototype tools in Milestones 3–5. 

🧑‍🏫 Trainer / Instructional Lead 🧑‍🏫

Category: Communication / Enablement 
Primary Mission: Develop and deliver materials that ensure users understand and can adopt the project’s outputs. 

Typical Responsibilities: 

• Draft training guides or reference materials 
• Deliver live or asynchronous training sessions 
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• Review clarity and completeness of content 
• Collaborate with SME and QA reviewers 
• Prepare materials for knowledge handoff 

In the Practicum: 
Trainers featured prominently in Milestone 2 and Milestone 6, responsible for ensuring that knowledge products (e.g., stakeholder 
decks) met expectations. 

🎯 Final Notes 🎯

In real-world projects, the boundaries between these roles often blur. Strong teams: 

• Know who is accountable for what 
• Respect the expertise of each function 
• Collaborate across specialties 
• Communicate clearly when escalating or handing off work 

You now have a foundational understanding of these roles—and the ability to step into any of them with clarity and confidence. 

This page titled Role Guide: Who Does What in a Project Team is shared under a CC BY 4.0 license and was authored, remixed, and/or curated 
by Sukhjit "Bob" Singh. 
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Capstone Reflection and Portfolio Assembly 

🎯 Why This Section Matters 🎯

You’ve now completed a rigorous, milestone-driven project simulation that mirrors what real professionals do in the field. But your 
work shouldn’t live in a folder or disappear after grading—it should evolve into a portfolio of evidence you can show in: 

• Internship or job interviews 
• Scholarship or program applications 
• Class presentations or senior projects 
• LinkedIn or personal websites 

This section will help you: 

• Reflect meaningfully on what you accomplished 
• Package your artifacts into a polished submission 
• Choose what to showcase—and how to talk about it 
• Highlight your growth, leadership, and readiness 

📦 What to Include in Your Project Portfolio 📦

Milestone Core Artifact Optional Enhancements 

1: Initiation Project Charter Executive Summary Slide, Role Assignment Sheet 

2: Scope & Approach Project Definition Document Architecture Diagram, Visual Timeline 

3: Schedule Planning WBS + Task Sequencing Table Gantt-style Milestone Schedule 

4: Budgeting Cost Estimate & Funding Narrative Contingency Justification, Visual Budget 
Breakdown 

5: Control – Scope & 
Schedule 

Control Dashboard + Scope Tracker Escalation Protocol, RAG Tracker 

6: Control – Budget & Quality Budget Tracker, QA Checklist, Defect 
Log 

Variance Analysis Summary, QA Escalation Flow 

📘 Tip: You don’t have to include everything. Instead, select a few well-developed, polished artifacts that show clarity, structure, 
and insight. 

🧠 Capstone Reflection Prompts 🧠

Write 1–2 paragraphs (per prompt or combined) for your final portfolio reflection. These will demonstrate self-awareness, depth, 
and communication skill. 

🎯 1. What did you actually build? 🎯

Describe your project at a high level. What was the scenario? Who was the client? What were the major deliverables? 
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🧠 2. What role(s) did you play? 🧠

Were you the Project Manager, Analyst, QA Lead, or a mix? How did your role shape the outcome? 

🔍 3. What was hardest—and how did you respond? 🔍

Share a moment when something didn’t go as planned. What did you learn about leadership, communication, or 
compromise? 

💡 4. What are you most proud of? 💡

Is there a specific deliverable, tool, or decision that reflects your best work or growth? 

📈 5. What would you do differently in a real project? 📈

If this were live with a paying client, what would you improve or handle differently? 

🎤 Talking About Your Project (in Interviews) 🎤

When someone says: 

“Tell me about a time you led a project...” 

You can now say: 

“In my project planning practicum, I led a consulting engagement with a simulated healthcare client. I managed the 
schedule, budget, and team deliverables, and created live control systems to track scope, progress, and quality. For 
example, I built a dashboard that tracked weekly milestones, burn rate, and deliverable status. When a training module 
failed review, I helped the team redesign the content, escalated it using our QA process, and delivered it successfully 
two days later. I’d love to show you how we managed risk and communication…” 

📘 Tip: Practice using terms from your portfolio (WBS, stakeholder review, contingency, escalation) to show fluency in project 
language. 

✨ Portfolio Formatting Suggestions ✨

• Clean, consistent formatting (headers, page numbers, version control) 
• Use PDF for portfolio submissions or presentations 
• Add a 1-page “Index of Artifacts” at the beginning 
• Include short reflection blurbs with each document (2–3 sentences) 

🔚 Final Thoughts 🔚

Your practicum was more than a simulation. It was a demonstration of: 

• Ownership 
• Team collaboration 
• Risk awareness 
• Communication clarity 
• Growth under pressure 
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Whether you're entering the job market, applying for a program, or continuing your academic journey—you now have something 
tangible to show for your learning. 

🎓 “This is the difference between a student and a project leader. You built it. You led it. Now—go present it. 

This page titled Capstone Reflection and Portfolio Assembly is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by 
Sukhjit "Bob" Singh. 
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Common Mistakes and How to Prevent Them 

🎯 Why This Section Matters 🎯

Even the best project plans can fall apart—not because the team lacked skills, but because they made avoidable mistakes. 

This section distills the most common missteps students (and even professionals) make during each milestone of the practicum, 
and offers practical advice on how to avoid them. 

Think of this as your early warning system—a checkpoint before you submit or present your work. 

🧱 Milestone 1: Initiating the Project 🧱

❌ Mistake: Writing a generic Project Charter ❌

Fix: Tailor your charter to the client scenario. Use UCMS-specific context (healthcare, education, consulting) to make the goals 
real. Include assumptions, risks, and measurable success indicators. 

❌ Mistake: Confusing roles or leaving them blank ❌

Fix: Assign functional roles (e.g., PM, QA Lead) clearly in your charter. Clarify responsibilities and align them with deliverables 
early on. 

🗺 Milestone 2: Defining the Project Scope and Approach 🗺

❌ Mistake: Treating “Project Approach” like a narrative ❌

Fix: Structure this section with headers like: Scope Summary, Execution Structure, Deliverables, Architecture Overview, and 
Project Phasing. 

❌ Mistake: Ignoring deliverable boundaries ❌

Fix: Define what is in and out of scope. If stakeholders ask for extras later, you’ll need this boundary to track scope creep. 

🧮 Milestone 3: Building the Work Plan and Schedule 🧮

❌ Mistake: Listing tasks instead of structuring a real WBS ❌

Fix: Organize work hierarchically—Phase > Deliverable > Work Package. Each item should be assignable, trackable, and 
budgetable. 
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❌ Mistake: Underestimating task duration or effort ❌

Fix: Don’t guess. Use effort × rate formulas and buffer for unknowns. Cross-check duration vs. effort to catch gaps. 

💰 Milestone 4: Estimating Costs and Building the Budget 💰

❌ Mistake: Forgetting key cost categories ❌

Fix: Include both labor (by role) and non-labor (tools, training, licenses). Don’t forget to add a contingency line (5–10%). 

❌ Mistake: Submitting numbers without narrative ❌

Fix: Pair your budget table with a Funding Narrative that explains assumptions, rationales, and why your budget makes sense. 

📊 Milestone 5: Controlling Scope and Schedule 📊

❌ Mistake: Tracking tasks but ignoring scope creep ❌

Fix: Use a Scope Control Register and log all changes, even “small requests.” Flag deviations from your WBS and escalate early. 

❌ Mistake: Building dashboards no one can read ❌

Fix: Keep dashboards scannable—one page, clear status colors, and a summary. Don’t cram in everything. Focus on milestones, 
% complete, blockers, and top risks. 

🧾 Milestone 6: Controlling Budget and Quality 🧾

❌ Mistake: Ignoring variance explanations ❌

Fix: Budget logs show “what happened.” Variance tables explain why. Without the narrative, your numbers mean nothing. 

❌ Mistake: Using vague quality criteria ❌

Fix: QA checklists must be specific: “All pages titled and spell-checked” beats “Well-formatted.” Make “acceptance” objective 
and reviewable. 

❌ Mistake: Not tracking defects and rework ❌

Fix: Use a Defect Log. Assign owners, log dates, classify severity, and close the loop. This shows maturity and readiness. 
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🔁 Across All Milestones 🔁

❌ Mistake: Submitting empty templates ❌

Fix: Templates are tools, not boxes to check. Fill them with logic, thought, and decision-making. Show you used them to lead. 

❌ Mistake: No connection between documents ❌

Fix: Your WBS, schedule, budget, QA plan, and dashboard should all reflect the same deliverables. Consistency builds trust. 

❌ Mistake: Not thinking like a leader ❌

Fix: Don’t just complete the assignment. Ask: 

• Would this help my team? 
• Would this build sponsor trust? 
• Would I use this in the real world? 

If not—revise until it would. 

This page titled Common Mistakes and How to Prevent Them is shared under a CC BY 4.0 license and was authored, remixed, and/or curated 
by Sukhjit "Bob" Singh. 
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From Practicum to Professional 

If you’ve reached this point, you’ve done something powerful—something 
many professionals never fully experience: 

You’ve led a complete project simulation. 
You’ve made decisions under constraints. 
You’ve built tools, tracked progress, solved problems, and delivered value. 

But most importantly, you’ve developed a mindset: 
Not just of a student—but of a project leader. 

You now understand that project management isn’t about perfect plans or checking boxes. It’s about navigating the real-world 
tension between scope, speed, quality, and cost. 
It’s about listening, adjusting, and delivering what matters—especially when things change. 

That’s what employers, clients, and teams value: 
Someone who shows up ready to lead—not just with ideas, but with systems, clarity, and calm under pressure. 

🔁 The Growth Isn’t Over 🔁

Every milestone in this practicum was designed to stretch you: 

• To face ambiguity with confidence 
• To organize work that didn’t come with perfect instructions 
• To practice quality and communication when it would’ve been easier to rush 

You might have made mistakes along the way. 
Good. That means you were learning. 
Reflecting on failure is how you sharpen your process. 
Iteration is how you build excellence. 

In the real world, there is no perfect plan—only teams who reflect, adapt, and try again faster and better. 

“Every post-mortem becomes your next playbook.” 

📈 The Lifelong Impact of Delivering Well 📈

When you deliver a project well—whether it’s a system launch, a grant proposal, a community event, or a product rollout—you 
change things. 

You build trust. 
You gain influence. 
You open doors—for yourself, and for others. 

You become someone people want on their team. 
Not because you’re the loudest voice, but because you bring order to chaos, energy to deadlines, and integrity to the process. 

That’s the real power of project leadership. 
It’s not about Gantt charts. 
It’s about service, structure, and follow-through. 

And you’ve practiced all three—milestone by milestone. 
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🎓 From Here 🎓

You don’t need a title to lead a project. 
You just need a problem, a purpose, and the courage to own the outcome. 

Whether your next project is an internship, a startup idea, a research assignment, or a real-world consulting engagement—take 
what you’ve built here and put it to work. 

Keep building. 
Keep reflecting. 
Keep leading with clarity. 

You’re not just ready for the next project. 
You’re ready to run it 

This page titled From Practicum to Professional is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by Sukhjit "Bob" 
Singh. 
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