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Foreword

Project design and management are professional skills and invaluable everyday life competencies – from organizing school events to realizing ambitious goals. The Challenge is a book that introduces young people and their teachers to the world of project management in an accessible and engaging way.

An IPMA World team developed this publication and aims to support the development of IPMA Junior competencies – an international standard covering perspective, people, and practice in project management for youth aged 16–18. Through this book, young leaders can acquire the knowledge and skills necessary for effective planning, organization, and project execution. At the same time, teachers will find inspiration to incorporate project management elements into the educational process.

The Challenge is not just theory; it offers practical guidance, inspiring examples, and exercises that help develop key competencies for future project managers. Whether planning a school project, a social initiative or preparing for your future career, this book will guide you in the fascinating world of project management.

We invite you to take on The Challenge!
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1 Introduction

In this chapter, we will give you some guidance for reading and understanding this book.

1.1 Why Did We Write This Book?

Why? To encourage you, dear reader, to discover the world of project management. We hope this book will help you to enrich your skills and take on new challenges. We hope you will let project management become your tool to create a better future for yourself and others.

Project management is more than just a set of competencies for professionals. You can apply it to organizing school or work events, planning trips with friends or family, or even achieving personal goals. Competent project management can help you to succeed!

Remember that every project you undertake – even small and simple ones – can change the world. Don’t be afraid to dream big and act boldly. Let project management be your ally on your path through life.

We wish you success in your projects! May project management become your secret advantage for achieving outstanding results!

1.2 The Players

You will get to know the project team. The project manager, Anna, and her teammates – Bob, Diego, Eva, Sami, and Sara. You’ll also meet their project sponsor, one of their teachers, Ms. James, and Mr. Chen, a school administrator in charge of supporting and overseeing school projects.
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Figure 1 The Project Team



Together, they will be responsible for a project to organize an end-of-year trip for their fellow final year students. You will read about what they do and share their challenges while they do it.

And you won’t just read about them – you’ll hear their voices as they explore project management and share their insights with each other.

You’ll follow Anna and her team through every step of planning and delivering their project. Along the way, you’ll gain a clear, step-by-step understanding of the project management process and learn the essential vocabulary of the field.

1.3 The Project

Every year, at the team’s school, the final year students go on an end-of-year trip. The trip is planned and managed by students. It includes both learning and fun activities. In prior years, it has lasted a week. The school expects that the project team will learn about project management during the project.

This year’s class includes 68 students who will participate in the trip, accompanied by two teachers serving as chaperones.

1.4 How to Use This Book

The book’s chapters follow the phases of a simple project life cycle:
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Figure 2 The project life cycle



In each phase, different methods and techniques are used to manage different aspects of the project. You will learn about these methods and techniques through the discussions of the team members.

Definitions are given in boxes like this:


IPMA Junior

An IPMA Junior is aged 16–18. This book is mostly for you.



In the appendices, you will find templates for the project management documents that are used by the project team. You can use these in your own projects. Examples of how to use each can be found in the book’s chapters.

So, what are you waiting for?
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2 Getting Started

It was a sunny day early in the school year when Ms. James, one of the teachers, asked Anna to stop by her classroom after classes. As soon as Anna arrived, Ms. James got straight to the point. “Anna, I’d like you to be the project manager for this year’s final-year trip. I believe you’re the right person for the job. This is your chance to take on an exciting challenge and create memories that will last a lifetime.”


Project Manager

A project manager is an individual who plans, organizes, and oversees a project to achieve the desired outcome.



“Me?” Anna asked, a mix of surprise and hesitation in her voice. She was flattered that Ms. James had chosen her, but a small part of her wondered if she was ready for the responsibility.

“Yes, you,” Ms. James replied with a confident smile. “And the first step is to introduce you to your team.”
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In this chapter you’ll learn about:

• Getting to know the project team

• What is a project?

• What is project management?

• Sustainability in projects

• Ethical behavior

• Cultural respect

• The project manager as conductor

• Measuring success

• Leadership styles

2.1 Getting to Know the Project Team

Ms. James continued. “Anna, I would like to tell you all about your classmates which I think should help you with this project. My choices weren’t random. I’ve been observing all of my students for some time. I took notice of their passions, abilities, and working styles.

[image: ]

“I’m suggesting Bob, Diego, Eva, Sami, and Sara. Do you have any concerns about working with any of them?”

Anna paused for a moment, letting the names sink in before repeating them. “Bob, Diego, Eva, Sami, and Sara?”

Ms. James nodded to confirm. “That’s right.”

“I know Eva and Bob pretty well,” Anna said thoughtfully. “I’ve had a few classes with Sara and Sami, but I can’t say I know them very well yet. They both seem really smart, though. And Diego – well, I think everyone knows Diego. He’s always cracking jokes and keeping things light.”

“Any objections?” Ms. James asked, watching Anna closely.

Anna thought for a moment longer before shaking her head. “No, none that I can think of. Plus, I trust your judgment.”

“Great!” said Ms. James. “I suggest that the seven of us get together later this week for a fun exercise. I want you and your team to take something called a ‘DISC Test’. How does Thursday sound?”

“See you then!” said Anna.

2.1.1 The DISC Model

Ms. James explained the DISC Model to the team.


DISC Model

The DISC Model divides ordinary human behaviors into four main categories based on pace and priority drives. ‘Pace’ reflects behaviors that are either outgoing and fast-paced, or reserved and slower-paced. ‘Priority’ reflects behaviors that are either task-oriented or people-oriented.



“The DISC Model is used to help understand individual behaviors and communication styles. Think of it as a special pair of glasses that helps you see and appreciate the different ways people like to work and interact. ‘DISC’ represents four main personality traits: Dominance, Influence, Steadiness, and Compliance.” She showed them a slide that summarized the four dimensions.

“’Dominance’ doesn’t sound very positive”, said Eva.

“You’re right”, agreed Ms. James. “But look at the details on the chart. Don’t judge someone by one word.” She continued. “Everyone has a blend of these traits that makes them who they are. One person might be primarily blue with some yellow, while another could be a mix of green and red. The combinations influence how people approach activities, how they communicate with others, and how they make decisions. Understanding these types can help foster better communication and collaboration by helping you recognize and respect each other’s differences.”
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Figure 3 The DISC Model



She put up another slide. “Here’s another way to look at it. Any comments or questions?”



	Personality Type

	Imagine

	People with High Traits




	Dominance (D)

	A red lion, ruling the jungle

	Like taking charge, goal-oriented, enjoy challenges




	Influence (I)

	A friendly, yellow dolphin

	Enjoy socializing, good at inspiring and motivating, love being around people




	Steadiness (S)

	A green turtle, steady and reliable

	Prefer a calm and stable environment, good listeners, value teamwork




	Compliance (C)

	A blue owl, carefully analyzing its surroundings

	Are thorough, value accuracy, enjoy problem solving





Diego raised his hand. “Can I be a dolphin? I love swimming in the ocean.”

Ms. James smiled at him. “Let’s see what the test has to say, shall we?”

She administered the test, carefully scored it, and then shared the results with the team. Together, Ms. James and the students reviewed and discussed the findings, using the insights to learn more about each other’s strengths, preferences, and working styles. It was a chance for the team to build understanding and set the foundation for collaboration.
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Figure 4 The DISC Model of the Project Team



Ms. James noted that Bob is likely to focus on maths and creating detailed plans because he is mostly BLUE. She said that, Eva, GREEN and YELLOW, was artistic and likely to be excellent at communication and working with people.

Anna spoke up. “That sounds like the Bob and Eva I know!” They both smiled in agreement.

Ms. James continued to describe the results. Sara distinguishes herself by her empathy towards everyone and her ability to support others because she is mostly GREEN. Sami is mostly YELLOW, so he is great at public speaking and enjoys motivating others. And someone with equal amounts of YELLOW, GREEN, and BLUE is precise and has an analytical sense. Everyone likes them because they will always go out of their way to help. “Diego!” said everyone in unison, and they all laughed.

Finally, Ms. James addressed Anna’s colors. “Anna’s RED means she is task-focused and good at decision-making. GREEN suggests that she is open and empathetic. YELLOW implies that people will follow her. That combination is perfect for the role of project manager.” Anna blushed.

2.1.2 Team diversity

“Now,” said Ms. James, “I’d like to bring up a topic that’s very important for our project work – diversity. Could one of you share what diversity means to you?”

Anna raised her hand and answered first. “For me, diversity is about the differences between people. It can be about our skills, experiences, or even our DISC scores!” She grinned, amused by her own joke.

Ms. James chuckled. “That’s exactly right, Anna. Now, Bob, why do you think diversity in a project team might be important?”

Bob didn’t hesitate. “Diversity means having lots of different ideas. When our perspectives are different, we can look at problems in new ways. That could help us come up with better solutions, right?”

Ms. James nodded, clearly pleased. “Exactly, Bob. That’s one of the key benefits of diversity in a team. Different perspectives can lead to creative solutions and help us tackle challenges from multiple perspectives.”
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Eva chimed in after a moment. “Well, I think diversity is also a chance to grow. Working with people who think differently or have different interests can be tricky, but it helps us learn to be more open-minded and flexible.”

Sara nodded. “Totally agree with that. It’s not always easy, but it’s worth it.”

Diego leaned back in his chair, smirking. “I think diversity’s great because it lets people stick to what they’re good at. If everyone does their thing, the team runs smoother.”

Ms. James smiled. “Exactly! Diversity isn’t just a nice idea – it’s often the secret to a team’s success. When you combine different skills, perspectives, and experiences, you’re way more likely to come up with something unique and exciting. Let’s make sure to embrace those differences and use them to our advantage.”

She looked around the group, her eyes twinkling. “You’ve got everything it takes to be an incredible team. Organizing this trip is a big responsibility, but it’s also an amazing opportunity to show off your creativity, teamwork, and leadership. I believe in all of you, and I can’t wait to see what you’ll accomplish. And don’t worry – I’ll be here to back you up whenever you need me.”

She paused, then added with a playful tone, “Oh, and one more thing – I’ve got a little assignment for you.”

The group groaned, though the excitement on their faces was clear.

“Anna,” Ms. James started, “since you’re the project manager, I want you to dig into what that actually means. Eva, you can tackle something simple but important – what exactly is a project? Sara, your job is to figure out what project management is all about.”

Diego cut in with a grin. “That’s easy – it’s just managing projects!”

Ms. James laughed. “Sure, Diego, but I think Sara can give us something a bit more detailed. Speaking of you, Diego – you’re on sustainability. Sami, you’ll research ethics and why it matters in project management. And Bob, you’re up for exploring how understanding different cultures can make a difference in a team.”

She glanced around the room. “Think you can handle all that by next Thursday?”

The group exchanged glances, a mix of groans and laughter. Anna gave a thumbs-up. “We’ve got this,” she said, and the others nodded in agreement.

2.2 What Is a Project?

When the team got together again, Ms. James asked Eva to start.

“A project is undertaken to create something new. Or to improve an existing process. Maybe to solve a problem. Or to achieve a particular outcome”, Eva said.


Project

A project is a temporary undertaking to accomplish a specific goal. A project involves a unique set of coordinated activities intended to produce a product or service that will support that goal.



She then projected a slide titled “Key Characteristics of a Project” and began walking the team through the list, explaining each point in simple, clear terms.

“Let’s take these one at a time,” Eva said, pointing to the first characteristic. “I want you to think about how each of these applies to the trip we’re planning.”


• Key Characteristics of a Project:

• Temporary – Projects have a clear end. They are not ongoing. Once the project’s goal is met, it is considered complete.

• Specific goal – Projects have a goal that describes what the project aims to achieve and what the final result should be. That result should deliver benefits.

• Unique – Each project is distinct and different from routine operations. It requires a unique set of resources and activities to accomplish its goal.

• Limited resources – Projects have time, budget, and resource constraints. Project teams must manage these constraints effectively to ensure successful completion.

• Cross-functional – Projects often involve people from different disciplines and areas.

• Uncertainty – Because they are unique, projects inherently involve some level of uncertainty.

• Refinement – Projects often start with only a rough idea of what the final result should be. That idea gets refined over the course of the project. This allows for flexibility and adjustments as needed.

• Life cycle – Projects typically go through different stages or phases, such as Getting Started, Investigate, Define, Act and Wrap-Up.



When she finished, Anna raised her hand. “Okay, let me see if I’ve got this. Building a new bridge would be a project, right?”

Eva nodded confidently. “Yes, that would definitely count.”

Anna thought for a moment, then asked, “What about repairing an old bridge?”

Eva hesitated slightly. “That too, I think…”

Ms. James stepped in with a supportive nod. “Yes, it would. Repairing an old bridge still has a specific goal, timeline, and set of tasks, so it fits the definition of a project.”

Anna wasn’t quite done. “Okay, one more. What if we wrote an app to help our school schedule classes more efficiently?”

Eva shrugged and glanced at Ms. James, unsure.

“That could be part of a project,” Ms. James explained. “But on its own, writing the app might not be enough. A full project would include other steps – like training the teachers and administrators to use the app or designing a new form for students to submit their requests. It’s about the whole process, not just one piece.”

Anna nodded slowly, the pieces starting to click into place. “Got it. A project is more than just a single task – it’s about achieving a complete goal.”

“Exactly,” Ms. James said, smiling. “You’re getting it!”

Ms. James decided to offer another example. “Assume that your parents want to build a new house. Why? Perhaps they want to give your family more living space or a more modern and up-to-date home. That would be the purpose or goal of the project. They would likely hire a contractor to do the work. The product – or result – of the project will be a ready-to-move-in house.”

2.3 What Is Project Management?

Sara was next. She started out with a gentle joke at Diego’s expense. “Project management is, indeed, about managing projects. But that, of course, is an oversimplification.”


Project Management

Project management is the process of planning, organizing, and overseeing the successful completion of a project. It involves applying knowledge, skills, tools, and techniques to meet project objectives within defined constraints.



Sara had a slide like Eva, and like Eva, she walked the team through the ‘Key Characteristics of Project Management’.


• Planning, organizing, and overseeing the successful completion of a project.

• Applying knowledge, skills, tools, and techniques to meet the project goal.

• Operating within the constraints of time, budget, scope, and resources.

• Using a structured approach to complete a project on time, within budget, and with the desired quality.

• Identifying and responding to potential problems.

• Monitoring progress and adjusting the plan.

• Being communicative and flexible.



This time, Bob asked the first question. ”Okay, so project management should help us organize our trip efficiently, minimize problems, and deliver the trip successfully. Yes?”

Ms. James responded. “That’s an excellent summary. Thanks, Bob.”

Sami spoke next. “So how do we get started with ‘planning and organizing’?”

“Don’t get ahead of yourself”, replied Ms. James. “You’ll see that in the Investigate Phase when you prepare a Project Canvas.”

Eva also had a question. “Your slide says that project management involves using a ‘structured approach’. Does that mean that everything is defined for us?”

“Goodness, no!” exclaimed Ms. James. “It just means that there is some thought behind what you do. For example, the first thing you will do is investigate your options. It doesn’t make sense to start booking restaurants until after you know where you’re going.”

“Okay. That makes sense. I was worried that there was no room for creativity”, said Eva.

“Lots of room!” said Ms. James. “One more thing. Being able to manage projects is a skill that can be useful in many aspects of life, not just for this trip. If you ever find yourself working in a team at university or in the business world, this experience will come in handy.”

2.4 Sustainability in Projects

Ms. James surprised everyone by calling on Diego next to discuss sustainability in projects. But Diego was ready, and he too had prepared a slide.


Sustainability

Sustainability means meeting the needs of the present without compromizing the ability of future generations to meet their needs. It requires making choices that minimize negative impacts on society, the environment, and the economy.



“Making our trip sustainable means more than just minimizing our impact on the environment. It also means supporting our local communities and promoting other responsible practices. I’ve put together a slide with some ideas for the trip.”


• Choose eco-friendly transportation – Use public transportation and electric vehicles whenever possible.

• Select green accommodations – Look for hotels or lodges that practice energy conservation, recycling, and water-saving.

• Reduce waste – Bring reusable water bottles, lunch containers, and utensils to minimize single-use plastic waste. Encourage everyone to dispose of their trash properly and recycle whenever possible.

• Support local businesses – This helps to reduce the environmental impact of transporting goods from far away.

• Plan eco-friendly activities – Engage in activities that promote environmental awareness. Consider nature walks, beach clean-ups, or visiting eco-friendly attractions.

• Minimize energy consumption – Encourage turning off lights, electronics, and air conditioning when not in use to conserve energy.

• Reduce paper usage – Use digital maps, guides, and itineraries instead of printing everything on paper. If we need printed materials, use recycled paper.

• Leave no trace – Practice the “Leave No Trace” principle. This means leaving the places we visit as we found them without littering or damaging them in any way.



“Wow!” said Anna when he was done. “That is an awesome list. Let’s make sure that we review our plans against it before we finalize anything.”

“And let’s share it with all of our classmates before we leave as well”, said Sara. “But via email. Not with a paper handout!”

2.5 Ethical Behavior

“Sami: could you go next, please? Ethics and sustainability are often linked these days”, said Ms. James.


Ethics

Ethics is about doing what’s right even when nobody is watching.



“If you search the web, you’ll be reading for weeks, or maybe even months”, said Sami. “There is a huge amount of material about that.”

Bob interrupted. “I’ll be talking a bit about values when I discuss culture.”

“One resource”, said Ms. James, “would be a Code of Ethics from any of the major project management associations, like IPMA. You can download them for free from their websites.”

“I’ve got one more slide”, said Sami. “I tried to distil some basic ethical behaviors from what I read.”


• Be fair, honest, and respectful in your interactions with others.

• If you notice inappropriate behavior, don’t hesitate to raise your concerns.

• Consider different viewpoints and make decisions that benefit the team.

• Take responsibility for your actions and their impact on the project and others.



“That, young man, is an excellent summary. Thank you very much!” said Ms. James.

2.6 Cultural Respect

“Bob”, said Ms. James. “You’re next.”

Bob started his presentation “The first thing to understand is that we’re all shaped by a variety of cultural influences, and they’re all interconnected. I created a diagram to show how these influences overlap and interact.”

“Are these the only factors that shape culture?” Ms. James asked, curious.

“I think these are the main ones,” Bob explained. “But each category has a lot of layers. For example, ‘media’ isn’t just one thing – it includes the web, social media, television, and more. Even our school, which we all attend, influences us differently depending on the classes we take or the teachers we interact with. So, while these are broad categories, each one has its own depth and complexity.”
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Figure 5 The diagram of influences



Ms. James expanded on Bob’s comment. “Yes, the school community is very diverse. It’s a big family of students, teachers, staff, and parents. People come from different backgrounds and have their own values, customs, and ways of doing things. It means that we need to respect diversity and appreciate our differences.”

Bob was nodding his head vigorously in agreement. “We need to respect our differences so that all our classmates will feel comfortable on the trip.”

2.7 The Project Manager as Conductor

Ms. James guided the discussion into the next topic: the role of the project manager. “It’s finally your turn, Anna,” she said with a smile. “I saved you for last to make a point – the project manager doesn’t always come first. In fact, one of your key roles is to make sure everyone else has what they need to succeed before focusing on yourself.”

“Well,” Anna continued, “I found several references that referred to the project manager as the ‘captain of the project’. One even called the PM the ‘president of the project’. However, the analogy I liked best was that the project manager was like the conductor of an orchestra. The PM makes sure all the musicians play together to create beautiful music.”

“Does that mean you tell us what to do?” asked Sara.

“No, no, not at all”, said Anna shaking her head. “The conductor supports the efforts of the players. The conductor doesn’t boss them around. They coordinate. They keep the beat.” She snapped her fingers a few times to illustrate.
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Ms. James spoke up. “Anna is absolutely right. Her role is to guide the team towards its goal. She can’t do everything alone. She will need help from every single one of you. She should be a communicator, coordinator, problem solver, motivator, and organizer.

“Personally, I think the most fantastic thing about managing a project is working with others. Having six people makes the work go faster. Six people means six brains and twelve hands. Never forget that it is the people who make the difference between a successful project and an unsuccessful one.

“One last thought about the role of project manager. Anna – I think you have what it takes to lead and manage this project successfully. Are you up for it?”

Anna didn’t hesitate. “I hope this doesn’t come across as overconfident, but yes. Yes, I am.”

2.8 Measuring Success

“Alright,” said Ms. James, “let’s shift gears and talk about success. Anna, I’ll start with you this time. As the project manager, how would you determine whether this trip was a success?”

Anna paused, thinking carefully. “Well, I guess one way would be to ask my classmates if they enjoyed it.”

“That’s a great measure,” Ms. James replied. “In project management, we call that ‘stakeholder satisfaction.’”

Eva raised her hand. “I’ve heard of ‘stockholders.’ What are stakeholders?”

“Ooh, I came across that during my research on project management!” Sara chimed in excitedly. “‘Stakeholders’ are the people impacted by the project.”


Stakeholder

Any person or organization that may directly or indirectly affect or be affected, positively or negatively, by the project or the project results.



“We’ll dive deeper into our stakeholders later,” said Ms. James, “but that’s a good way to summarize it for now. What else would indicate that your project was a success?”

“No major injuries?” Bob offered hesitantly.

Anna gave him a sideways glance. “That’s kind of morbid,” she said, “but honestly, I’d have to agree.”

Sara spoke up again. “Some of the articles that I read about project management said that success was a well-managed project. They said that meant on time, within budget, and with a quality result.”

“Yes,” said Ms. James, nodding. “Those are the three traditional measures of success: scope, cost, and schedule. We usually say them in that order – don’t ask me why. The order isn’t as important as making sure you think about all three.”

“So, scope, schedule, and cost,” Anna repeated. “Plus, happy students who stay injury-free. Anything else?”

“There could be,” Ms. James said with a small, enigmatic smile. “But for now, this is a good starting point. I’ll leave it to you – and your team – to dig a little deeper into the topic of ‘project success.’ You can explore it later in the project, but don’t wait too long. It’s important to define your success criteria early enough so that they guide your decisions along the way.”

2.9 Leadership Styles

Anna stopped by Ms. James’s room before class the next day. Ms. James smiled as soon as she saw her. It was a good sign that Anna was taking the project seriously!

“Good morning, Anna.”

“Good morning, Ms. James. I did some research on project management last night...” Ms. James smiled to herself again, this time even wider. She had definitely made the right choice! “...and one of the topics that kept coming up was ‘leadership.’ Could we talk about that today or maybe early next week?”

“I’m free at lunchtime,” Ms. James offered. “Would that work for you?”

“Perfect!” Anna replied enthusiastically. “I brought my lunch today, so I’ll see you then!”

When Anna returned at lunchtime, she and Ms. James chatted casually while eating. Once they finished, Ms. James asked, “Ready?” Anna nodded, and Ms. James began.

“Leadership is a huge topic – there are tens of thousands of books written about it,” Ms. James said with a grin.


Leadership

Leadership means providing direction and guidance to individuals and groups. It requires the ability to choose and apply appropriate styles in different situations.



Anna gasped. “Tens. Of. Thousands? Really?”

Ms. James chuckled. “Don’t worry. Most of them won’t be relevant to what you’re doing or need to know. I’d like us to focus on the idea of leadership styles. Let’s start this way: think of someone you consider to be a great leader.”

Anna only had to think for a moment. “Probably my middle school football coach.”

“And why do you think she was a great leader?” Ms. James prompted, leaning in with interest.

“Easy. She got everyone on the team involved, even the parents. She asked us what position we wanted to play. She even asked what position we thought the others would be best at. She didn’t always take our advice, but she always listened.”
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Figure 6 The Participative Leadership



“That’s a great example”, said Ms. James. “You’re describing ‘participative leadership’. It’s often the most effective. It could be a good style for you to adopt. But you do need to remember your last sentence. ‘She didn’t always take our advice, but she always listened.’ Listen to your team but always do what you think is best.”


Participative Leadership

Participative leadership, also called ‘democratic leadership’, is where the leader encourages team members to participate, but retains the final say in the decision-making process. Team members feel engaged and are usually more motivated and creative.



“Is that it?” Anna asked.

“Goodness, no!” Ms. James replied with a laugh. “There are two more styles I want to discuss. This time, though, I’d like you to think of someone who, in your opinion, wasn’t a very good leader. You don’t need to tell me who it is – just describe their behavior.”

Anna hesitated. “I’m glad you don’t want me to say who it is, because, well… it’s another teacher,” she admitted sheepishly.

“Go ahead and describe,” Ms. James said gently, encouraging her.

“Well, Mr.… uh, I mean, he… basically let us make all the decisions without offering much guidance,” Anna began. “For example, if he assigned a paper, we never knew how long it was supposed to be. And if we asked, he’d just say, ‘You decide how many pages you need to do it right.’ It was so frustrating! I didn’t know if I was doing too much or too little.”

Ms. James nodded, her expression understanding. “What you’re describing is what we call a laissez-faire leadership style. It’s where the leader steps back and gives the team almost complete freedom to make decisions. While it works in some cases – like with highly experienced or independent teams – it can leave people feeling lost or unsupported if they need more structure or direction.”

“That explains how I felt,” Anna said. “It’s like we were expected to figure everything out without knowing what ‘right’ even looked like.”

“Exactly,” Ms. James said. “Leadership is about balance. Too much control can feel stifling, but too little can leave people frustrated or confused.”

Anna nodded thoughtfully. “So, I guess the key is knowing when to step in and when to step back?”

“Exactly,” Ms. James said with a smile. “A good leader provides enough structure to guide their team while encouraging them to think and grow independently.”
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Figure 7 The Delegative Leadership



“What about your classmates?” Ms. James asked.

“Well, there were a few who liked him,” Anna admitted, “but most felt the same way I did – frustrated.”

“His approach is what we call ‘delegative leadership,’” Ms. James explained. “It works well with teams that are highly skilled, independent, or creative – like artists or experts who thrive on freedom. But it can cause problems when team members aren’t clear about their leader’s expectations or when they need more guidance to succeed.”


Delegative Leadership

Delegative leadership is also known as ‘laissez-faire leadership.’ Here, the leader offers little or no guidance to the team members and leaves the decision-making up to them.



“Is it a style I should use?” Anna asked, her brow furrowed in thought.

“It’s definitely one to keep in your toolkit,” Ms. James said thoughtfully. “But I’m not sure it will be the best fit for your trip project overall. It might work for some of the planning activities, where team members can take the lead in their areas. However, when you’re on the trip, dealing with logistics and keeping everything running smoothly, this style could cause confusion or slow things down.”

“So … I only have two styles to choose from?” Anna asked, sounding a bit overwhelmed.

“Not at all,” Ms. James said with a smile. “There are probably at least ten we could explore in detail. But for now, I recommend focusing on ‘participative leadership.’ I think it’s the one that will suit you and this project the best. It’s all about involving your team, encouraging collaboration, and making decisions together. That said, there’s one more style I want to discuss because it might be the most effective choice in certain situations.”

“And that style is …?” Anna prompted, leaning in with curiosity.
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Figure 8 The Authoriarian Leadership



“It’s called ‘authoritarian leadership’” said Ms. James as Anna grimaced with obvious displeasure.


Authoritarian Leadership

Authoritarian leadership is also known as autocratic leadership. Here, the leader provides clear instruction for what needs to be done, when it should be done, and how it should be done. In essence, they are leading the group, and they are controlling the group at the same time. They typically make decisions alone without asking the team members for their opinions.



“I agree the name might sound a bit harsh,” said Ms. James, “but there will be moments when you’ll have to step in and make a decision. For example, if your team can’t come to an agreement about something like where to stay, you might have no choice but to make the call yourself. And even if some of your team – or your classmates – aren’t happy with that decision, you still have to make it. That’s why there’s an old saying: ‘Command is a lonely place.’”

Anna nodded, taking it all in. “I’ll keep that in mind. Thank you for your time, Ms. James.”

“You’re welcome, Anna. You’re doing great – keep it up,” Ms. James replied warmly.

Anna tidied up her lunchbox, tucked her notebook under her arm, and headed to her next class. She had a lot to think about as she prepared to step into her role as project manager.
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3 Investigate

The Investigate Phase is the first full phase of this project’s life cycle. It is where it all begins. Anna has been appointed as project manager. She has a team to support her. Together, they will be responsible for their Final Year Trip. But there are still many questions to be answered. So … let’s investigate!

Together with the team, Anna will investigate to find out more about the adventure of managing this project. They will identify the questions they need answers to. They will prepare a Project Canvas outlining the answers to their major questions, like where to go and what to do.

A Project Canvas may also be called a Project Charter, a Project Definition Document, a Project Brief, or one of maybe a dozen or so other names. Whatever the name, the purpose is to document and share key information about the project. And to start building the team.

In this chapter you’ll learn about:

• Working as a team

• So many questions … to investigate

• Where to go?

• Meeting management

• The project kick-off meeting

• The Project Canvas

3.1 Working as a Team

In Anna’s research on the role of the project manager, she had seen several comments that a ‘team’ was not the same as a ‘group’, so she decided to ask Ms. James to explain the difference.

“Oh, yes, Anna. There is a big difference between a group and a team”, asserted Ms. James.


Team

A team is a group of individuals working together towards a common goal.



“The key”, she continued, “is that the members of a team are dependent on each other for success. I’m not always excited by sports analogies, but in this case, I think they work. Think of your favourite sports team. Is there any one player who can win alone?”

“There’s an old saying: if you want to go fast, go alone; if you want to go far, go with others. That’s the message. Even if you already know your team members well, creating a real team requires some care and attention. You need to understand each other’s characteristics, tastes, and skills. You need to accept how these can be integrated to create a team that works well together.”
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Anna nodded her head in understanding and appreciation. “I also saw some comments that teams go through stages?”

“Definitely”, said Ms. James. “They were most likely talking about the Tuckman Model.”


Tuckman Model

The Tuckman Model was developed by Bruce Tuckman, an American researcher in psychology. He observed that teams go through a predictable five-stage process that he named forming, storming, norming, performing, and adjourning.



Ms. James proceeded to describe Tuckman’s five stages:

• Forming – People are getting to know each other. If they already know each other, they are working to understand each other’s role in the team.

• Storming – Disagreements can arise about almost any aspect of the project. Common ones include personality clashes, competition for power and control, or questions about the distribution of workload and responsibilities.

• Norming – As disagreements are resolved, team members will develop a better understanding of their expectations of one another.

• Performing – Team members are finally able to operate as a cohesive unit. Not all teams reach this stage.

• Adjourning – As the project nears its end, the team realizes that it too is nearing its end. The prospect of disbanding can be depressing, leading to a drop in productivity.
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Figure 9 Tuckman Model



“Storming doesn’t sound like much fun”, suggested Anna.

Ms. James continued. “The point is not the name, or the rhyme, but rather the idea that disagreements are a normal part of how a group becomes a team. If they are not expressed, they are probably still there, and they will interfere with the work of the project.”

“That makes sense to me”, answered Anna. “I’m looking forward to working with my team on my first project!”

Ms. James was grinning broadly. Anna looked at her quizzically. Ms. James explained. “You’ll know you have a team when the so-called ‘invisible border’ appears; when you start talking about ‘our project’ and ‘our team’.”

“Finally, remember that a project is done by people, with people, and for people. It is almost always the people who make the difference between a successful and unsuccessful project. Relationships and motivation are vitally important.”

3.2 So Many Questions … to Investigate

“Starting a project with a well-planned and well-managed kick-off meeting usually has a significant impact on the project’s success”, Ms. James told Anna so, after the discussion with Ms. James, Anna and the team agreed to have a project kick-off meeting the following week.


Project Kick-Off Meeting

A project kick-off meeting is the first official team meeting at the start of a project. Its major purpose is to define and agree about the immediate next steps. If the team members do not know each other yet, it would also be used to introduce them to each other.
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Before the meeting, in conversations between team members, Anna started to realize that they were already targeting specific areas of the project - transport, accommodation, etc. - and the way they were doing this was by referring to the ‘transport team’, ‘accommodation team’....

This got Anna thinking... Does it make sense to have more than one team in the project? Isn’t there a risk that they lose the sense of the project as a whole and start working in silos? As the project manager, that’s exactly what Anna wanted to avoid.

Anna remembered Ms. James’s comment about a team being a unit: about it being ‘our project’ not ‘my project.’ She asked herself: does it make sense to have more than one team in the project? Isn’t there a chance that they would lose the sense of ‘our’ project?

Then Anna had another thought: are we in the ‘storming stage’ of Tuckman’s Model?

She spoke up with her voiced raised just a little. “Hey guys, I don’t think we need multiple teams. I think it’s One Team or No Team!” They all smiled to let Anna know that they had understood and that they agreed.

“Well then”, Anna looked around the room, “let’s start by identifying the key topics we need to address for this project.”

Bob immediately spoke up, “I think it’s great. You know I always like to see things well structured. And to begin with, it seems obvious to me that we should worry about the budget. How much is the trip going to cost? How much per person?”

“How do you want to answer that without knowing first where we are going to? I think that’s the first thing to decide”, Eva replied.

Sara raised her hand to speak, “I suppose we also have to think about who else is going to be involved, apart from the obvious, which is our colleagues who are going on the trip”. Everyone agreed.

“Well, I think that’s all more or less obvious. Of course, these are things we’ll have to decide on, but the job afterwards is to realize what we’ll need and what we’ll have to arrange. Hotels, transport, meals, etc. That’s where the bulk of the work will be”, Diego added.

“One more thing - when will this happen? We must plan dates”, said Sami.

“Very well”, said Anna, “we need to consider the budget, the destination, the participants, the resources, and the timeline.”

Sara nodded, “That makes sense. We should break it down into those categories.”

Sami added, “It will help us stay organized and ensure we cover all aspects of the project.”

Diego agreed, “Yes, and it will also make it easier to assign responsibilities.”

Anna smiled, “Exactly. So, here are my suggestions for who should take on each topic.” She wrote names after each item on the list:

• How much? Bob

• Where to go? Eva

• Who will be involved? Sara

• What will we need? Sami

• When? Diego

“Does everyone agree with these assignments?” Anna asked, looking around the room.

“I’d rather look at ‘what will we need’”, said Diego. “Sami, will you swap with me?” Sami thought for a minute, then nodded his head to accept. Anna switched the names.

“Wait a minute!” said Bob. “There are six of us! We’re ‘one team’. What are you going to do, Anna?”
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“I thought I’d do some research on how to run a meeting. We’re going to have more than a few meetings, and I really don’t know much about the subject.”

Diego almost said, ‘that’s obvious’, but then thought better of it.

Eva leaned forward, “I can take on ‘where to go’. I’m actually excited about it. But I know everyone is eager to know our destination. Can we spend a bit more time discussing it before we wrap up?”

Anna looked around the room, “Is everyone okay with that?”

The team members nodded enthusiastically, eager to help Eva out.

3.3 Where to Go?

Anna recapped the issue. “Okay, as Eva said early on, the choice of ‘where to go’ is very important. I’d like to suggest that we start by discussing what criteria we want to apply to this choice.”

Sami started out right away. “Everyone expects us to choose a place with lots of fun things to do. If we choose a boring place, I don’t think anyone will be happy.”

“You’re absolutely right”, Sara commented, “but we shouldn’t forget that our teachers will have some requirements.”

“The cost of getting there and staying there is also pretty important”, added Bob. “That may even be a determining factor. I think we can rule out traveling by plane. That would certainly be too expensive. And since some places may not be reachable by train, I think we’re left with going by bus.”

“Then”, Diego added, “we should choose one or more places that are accessible by bus. Plus, we don’t want to spend all our time on a bus, so it shouldn’t be too far away, in other words, we’re not going to the other side of the planet”, he continued laughing.
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In the meanwhile, Anna was creating a list on the flipchart:

• Students’ requirements (fun stuff)

• School and teachers’ requirements (cultural stuff)

• Transportation (bus)

• Travel time (not far)

• Cost (not too much)

“In other words,” concluded Sara, “we must choose a ‘fun’ city with a cultural offering for study visits, that’s close enough for us to travel by bus”.

“Yay!”, exclaims Eva, “that already limits our options and makes it easier for us to choose”.

“Maybe we could create a trip website?” suggested Diego. “We could conduct the vote there. That would be more sustainable than paper ballots. Easier to count too.”

“And how about setting up a social media group for us to communicate? We don’t have many classes in common. Talking in person could be a challenge”, added Eva.

“Can you do that for us?” Anna asked Sami.

“Yeah, sure. I can put up for vote a list of cities that meet our requirements.” He gave her a thumbs up.

Anna continued. “I think that’s enough for today. Can we meet again next Tuesday after school to report back on our investigations?”

Eva shook her head. “I’ve got a kick-boxing lesson.”

“Wednesday?” asked Anna. Everyone was available, so the meeting was set.

Anna thought about the Tuckman Model as the meeting broke up. She decided they had definitely ‘formed’. The discussions around the DISC Model had helped, and the kick-off meeting had also gone well. There was a little bit of ‘storming’, and some ‘norming’ as well. Perhaps they were ready to ‘perform’!

3.4 Meeting Management

At the team’s next meeting, Anna started out with a short summary of what she had found about meetings.

“I found a ton of websites online, and even a couple of books in the school library on meetings”, she started. “They all seem to agree that nobody likes meetings.”

The team chuckled nervously. Given their age, they hadn’t really been in a lot of meetings. They didn’t like or dislike meetings.

“But they all agree that the reason most people don’t like meetings is that most meetings are not well managed. I hope that won’t happen with us.” Everyone smiled.

“I’ve concluded there are three major steps”, Anna continued. “Planning the meeting, running the meeting, and closing the meeting. I’ve put together three slides with guidelines for each. I’m going to ask you to point it out to me if I violate any of these guidelines. And if any of you lead any project meetings, I’m going to ask you to observe this guidance.” Anna paused. “Okay?” Everyone agreed.

She walked the team through her checklist for ‘Planning the Meeting’.


• Agenda – Prepare an agenda that lists discussion topics. Make it available to everyone who will attend.

• Participants – Don’t invite anyone who is not needed.

• Date and time – Find a date and time that everyone can agree on.

• Venue – Reserve a place for the meeting.

• Notice – Let everyone know when and where.

• Supplies and equipment – Make sure that any required supplies and equipment are available.



“Looks good”, said Sami smiling. “Why didn’t I get an agenda for this meeting?”

It was Anna’s turn to chuckle. “Because I’m still learning. You’ll get one for the next meeting. Promise.”

Anna continued by walking the team through her guidelines for ‘Running the Meeting.’


• Time – Start at the appointed time with whoever is there.

• Agenda – Follow the agenda. Don’t add topics: schedule another meeting.

• Ground rules – Establish ground rules about acceptable behavior during the meeting. In particular, agree about how to handle disagreements.



Eva raised an eyebrow, “Would you really start the meeting if no one else showed up?”

Anna chuckled, “I hope that never happens, but yes, I would. And I’d probably make some decisions that might not be popular... just to ensure everyone is on time next time.”

Eva grinned, “Alright, fair enough. But you better make sure you’re on time too!”

Anna smiled back and moved on to her next slide titled ‘Closing the Meeting’.


• Document what happened – Note the decisions made and who is responsible for any follow-up.

• Share the minutes – Make them available to everyone who was invited.



“Looks like really good advice to me”, said Sara. “And not too hard to follow.”

“Well,” Sami said with a mock-bored expression, “it seems no one is interested in knowing where we’re going on our trip...” He turned his back and pretended to walk away.

“Wait!” the others shouted in unison.

“Don’t you dare leave without telling us the result of the online vote,” Anna said, pointing her finger at him but smiling.

“Alright, since you insist, I’ll tell you,” Sami said, mimicking a drumroll with his hands. “And the winning city that will have the honor of hosting us is...”

“Come on!” everyone shouted.

“Suspense...” Sami whispered with a mischievous grin.

“Watch out!” Eva said, pretending to shake her fist at him but laughing.

Sami shrank back, pretending to be scared. “I’ll tell, I’ll tell, please don’t hit me.”

Everyone burst into laughter.

“So, the city chosen by a large majority is... Middton!”

“Yeah!!!!” everyone cheered.

“Great choice,” Anna concluded. “It’s also where I voted. It’s a fantastic city, not too far away, with loads of interesting and fun things to do. Problem solved!”

3.5 The Project Canvas

During that previous meeting Anna had with Ms. James, she was presented with an A0 sheet of paper labeled ‘Project Canvas’. Ms. James explained to Anna what it is and how to use it, and Anna understood that the Project Canvas can be a great tool to collaboratively create a first vision of the project and, at the same time, a great team-building activity.


Project Canvas

A Project Canvas is a visualization tool typically used in the first phase of a project to provide a clear and simple structuring of key project elements.



After finishing the discussion of meeting management, Anna hung the A0 sheet on the wall. “Okay team, take a look at this”, she said while taping the Project Canvas worksheet to the wall. “Ms. James suggested that filling in this form would be a good way to get our project started.”

Sami couldn’t resist. “That is one big form!”

“Sure is”, agreed Anna. “But I think it will help us a lot. Let’s go box by box. Ready to get started?”
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Figure 10 Project Canvas template



Everyone was surprised, but they immediately got the idea. A surge of energy filled the room as everyone began to discuss what each of the fields meant and how to fill them in.

“People, people, calm down. One thing at a time, or we’ll never get anywhere. Let’s look into this box by box”, Anna said, trying to establish some order.

3.5.1 Project name

“Project name! That’s right! What should we call our project?” Eva asked.

“‘Class trip.’ That’s pretty obvious”, replied Bob.

“That’s lame”, said Sami. “We should come up with a cooler name. What about ‘Voyage of the Damned’?”

“Are you serious?” asked Eva.

Sami shook his head. “Not really. But that would be a cool name.”

“What about ‘School Odyssey’?”, suggested Diego.

Everyone liked it, so they wrote ‘School Odyssey’ on a sticky-note and stuck it next to ‘Project Name’.

3.5.2 Project sponsor

“Isn’t Ms. James our sponsor?” asked Sara.

“She certainly is”, said Anna. “Bob: would you put her name on a sticky and put it next to that line.”

3.5.3 Why

The team took a minute to review the subtitles under ‘why.’ Eva read them aloud. “Problem. Need. Idea. Opportunity. Project justification.” She hesitated. “I don’t think we have a problem to solve. I’m not sure anyone would say we ‘need’ to go on a trip.”

Bob chimed in. “I’d say it’s a mixture of ‘idea’ and ‘opportunity.’ It’s a cool idea, and it’s an opportunity to have a fun learning experience.”

“That’s enough of a justification for me”, said Diego.

“It’s also a school tradition”, said Anna. “And it’s an opportunity for us to learn about project management.”

Bob spoke up again. “Can I write that directly on the Canvas? Or should I prepare a couple of stickies?”

Anna responded. “Let’s not write on the sheet yet. Using the stickies makes it easier for us to change our minds later.”

“Okay”, said Bob. “I’ll capture those two ideas on a couple of stickies. I don’t think I can write small enough to get all of that on one.”

3.5.4 What: the project goal

“Next box”, Anna said. “What is our goal? In the end, what is our final result?”


Project Goal

The project goal is the end result (product or service) that the project delivers.



“A cultural and recreational class trip”, Sara said.

“And a lot of fun!” said Diego.

“Don’t forget that teachers will ask for reports and stuff”, noted Bob.

“Yes”, Anna said. “We will have to deliver all that and more. But the main thing we are delivering is a class trip. That includes everything else. It could have been a science fair or a talent show, but it’s a class trip.”

“How about if we say a trip with both learning and fun components?” suggested Bob.

Everyone liked that idea, so one more box was done.

3.5.5 Deliverables

“Sami”, said Anna, “I asked you to research what deliverables we would need to produce. Can you tell us what you did and what you found?”


Deliverable

A deliverable is a product or service produced as part of the project in support of the project goal.



Sami was happy to oblige. He had a list ready to show:


• Destination: Middton

• Dates

• A bus or buses

• Place or places to sleep

• Things to do

• Meals to eat



“That’s a great start”, said Anna. “Please write each of those on a sticky-note.”

“I’ll help him”, said Sara.

“I think everyone may have something to contribute to this list”, said Anna. “Let’s continue to use sticky-notes. Write your ideas on them and put them on the whiteboard. As usual, one idea per sticky, please.”

The team added a whole bunch of stickies to Sami’s starter list. Naturally, there was a fair amount of overlap and duplication. Many ideas were the same but written with different words. The team sorted them out and ended up with a list of nine deliverables:


• Destination: Middton

• Create a budget

• Choose the date

• Hire a bus or buses

• Select a place to sleep

• Organize program of activities

• Plan meals

• Define safety plan

• Define financing model



When they were done, Diego moved the final ten sticky-notes to the Project Canvas.

3.5.6 Benefits

“This is interesting”, Sami said. “If we’ll need to ‘sell’ this thing to someone to get funding, asking for money for ‘an important trip that would be a major milestone in our education’ is likely to work better than just asking for money for a trip.”

“Always looking at the business side of things”, laughed Bob. “But I guess you’re right. We’re not planning a trip just for the sake of getting rid of a week of school. We could be. I wouldn’t complain if we were. But we’re not.” He smiled at his own joke.

“When I talked to Ms. James about what the teachers would want, she suggested visits to museums that would provide ‘cultural enrichment’. Would that be a benefit?” Eva asked.

“Sure would”, said Anna, and wrote Eva’s idea on a sticky and posted it to the Canvas. Anna continued. “Take a minute to look at the subtitle. It says that benefits are ‘obtained when applying the project results’. That would mean ‘benefits’ happen after it is all over, wouldn’t it?”

“I agree. And I think”, said Eva, “that different stakeholders may expect different benefits. For example, as Ms. James said, our teachers expect us to learn something. On the other hand, some of us”, she added with a naughty smile, “may see the major benefit as forging a closer relationship with someone special.” Everyone had a good laugh at that.

“All good comments”, said Anna. “Now we need to focus: what goes into the ‘benefits’ box?”

After further discussion, they added two more benefits to the list for a total of four:

• Getting to know different places

• Cultural enrichment through planned study visits

• A lasting memory

• Celebrate with a bang the very important milestone of graduating from high school

3.5.7 To whom

“Who will benefit from the project? That’s easy – us”, said Diego with a laugh.

Sara wasn’t sure what Diego meant by ‘us’, so she asked him. “When you say ‘us’, are you talking about ‘us the project team’ or ‘us the classmates going on the trip’?’

“I guess both”, replied Diego.

“’Both’ makes sense”, Anna said. “But let’s not take too narrow a view. Who else would get these benefits?”

Eva spoke up. “I feel that this box should include those to whom we are doing the project for. That is obviously the members of our class. I think we could also stretch it to the teachers going with us. There might also be some benefits for our parents because we’re away for a week. But we’d need to add that to the ‘benefits’ box before we could include our parents here.”
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“I think we’re agreed”, said Anna. “The project team, the students on the trip, and the teachers on the trip all go in the ‘to whom’ box.”

3.5.8 Resources

“So, what are the ingredients we need to make this cake?” Anna asked with a smile.

Bob looked confused. “What cake? I thought we were an orchestra?”

“Project managers are allowed one mixed metaphor per meeting”, suggested Diego. The team chuckled, then started discussing what they would need. For the most part, they were suggesting things that were on the list of deliverables.

“Wait a minute. I’m not sure if that’s the idea”, Anna said. “We’ve already identified all that stuff as deliverables. Ask yourself: what else do we need? What help might we have to ask for from the school?”

“A ‘project room’”, said Sami. “It would be nice if we could keep this room, or use some other, just for the project. We could leave the Canvas on the wall, and any other stuff we might come up with.”

“Yeah, that would be great!” everyone agreed.

“Okay, I get it!” said Sara. “We’re talking about things we need to do the project, not things that are part of the project itself!”

After some additional discussion, the team came up with a few more resources:


• A free room to work and store working materials

• At least one computer

• A printer, or access to one

• A school email address to be used for “official” contacts

• Lessons learned from previous years



3.5.9 Team

“This one’s pretty easy, I think”, said Sara. “You’re the project manager. We’re the team.”

“Right. Let’s just put our names there”, Anna answered.

3.5.10 Stakeholders

“We already went through the definition of stakeholders,” said Eva.

“Anna, what do you think about doing what we did earlier: everyone putting their ideas on sticky-notes, then organizing them?” asked Sara.

Anna replied, “Great idea, Sara! Let’s do it!”

The team came up with the following list:

• Us – project team members

• Classmates going on the trip

• Teachers going on the trip

• Teachers defining assignments for the trip

• Our parents

• School management

• Contracted companies (bus, hotel, etc)

• Possible funders

“Looks good to me”, said Anna. “Now we need to divide them into internal and external stakeholders.”

“What do you mean by ‘internal’ and ‘external’?” asked Sara.
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“In our case, I guess ‘internal’ would be the ones connected to the school, like students, teachers, parents, and management. The others would be external.”

Anna was glad to have this list so early in the project. She thought that would increase the chances that none of those included on it would be forgotten.

3.5.11 Budget: cost

Bob looked up. “About time we started talking about money!” Someone giggled, but it wasn’t clear who the guilty person was. He continued. “I’ve been researching ‘how much’, but I think it’s too early to put a number here. We have virtually no idea about anything. Does anyone know how much it costs to hire a bus? Or how much rooms in the city will cost? I know I don’t.”

There was silence in the room.

“Do we need an exact number?” Sara asked gently. “I remember learning about estimating in maths in fourth or maybe fifth grade. Couldn’t we just estimate our costs?”

“No maths!” said Sami as he grabbed his throat and made gurgling sounds like he was choking.

“Don’t think of it as maths”, offered Eva. “Think of it as predicting the future.” Sami groaned again.

This time, Diego had a useful suggestion. “Why don’t we just use the numbers from last year? Shouldn’t they be pretty close?”

This time it was Bob’s turn to groan. “I can’t believe I didn’t think of that! We should add some extra for higher prices – I heard my mom complaining about how expensive groceries had become. We’d also need to adjust for any difference in the number of students. I think our class is smaller than last year’s.”

Sami said, “No maths involved, but I can share the list I came up with of things we would need. I don’t have a slide. Should I write it on the flipchart?”

“That’s okay, Sami”, said Anna. “Just put your list on sticky-notes and add them to the Canvas. When Bob gets last year’s numbers, we can add them here.”
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Sami wrote the following items on sticky-notes:

• Transport

• Accommodation

• Meals

• Entrance fees to museums and other activities

• Travel insurance

“And I’ll add any others that I find in last year’s records”, Bob said.

3.5.12 Budget: financing

“Looking at Sami’s list, I think this trip could be pretty expensive”, said Sara. “Who will pay for it? Do we want to limit the trip to those who can afford it?” Unanimously and emphatically, everyone said ‘no’.

“So, we need some solutions”, Anna stated. “I propose a quick brainstorming session”. Everyone nodded in agreement and got to work.

Sara agreed to investigate the following ideas:

• Does the school have funds available to support the trip?

• Is there a foundation or other type of organization that supports this type of initiative?

• Is there a company, perhaps where a parent of a student works, that would be willing to support the trip?

• Will there be a possibility for students to do some work for a company in exchange for sponsorship?

• Will there be the time and opportunity to organize some kind of fundraising event, like an auction of donated things or a barbecue? Or both?

At the end, Bob, with a very marked commercial spirit, presented another idea. “If we want financial support from somewhere, we should prepare a Sponsorship Offer to help sell it.”

“You’re right”, Anna replied, “and you are the best person for the job.” Bob smiled. “And would you add a note to yourself to get expense and revenue numbers from last year too.”

3.5.13 Main risks

Of course, Sara, the ‘realist’ in the team, is already listing in her head an endless array of things that could go wrong. “Risks? On a road trip with dozens of students? Should I start listing them all? How much time do you have?”


Risk

A risk is a possible future condition or event that, if it occurs, will have a negative impact on the project’s Success Criteria.



Anna smiles. “Yes, you are right. I’m sure that if we go into detail, the list will be huge. For now, let’s focus on the main ones. When we get to detailed planning, we’ll have the opportunity to generate more detail. We may even have a working session just to deal with the risks and what should we do about them.”

After a few minutes of discussion, the team agreed on the following list:

• Someone can’t afford to go

• Someone gets sick or injured

• Someone gets lost

• The bus breaks down

3.5.14 Timeline

Eva reminded them that previous trips had been a weeklong and had taken place during the first weeks of spring. Anna noted that Ms. James hadn’t stated that this was a requirement. She suggested that the team wait until their destination was set to choose dates. The team agreed.

“Okay then”, asked Bob. “What goes on that long arrow next to ‘timeline’?”

“Our project is starting today and will finish sometime after we come back”, Anna started.

“Why only after we come back?”, asks Diego. “Shouldn’t that be day that we set out on the trip?”

“No, we are still in charge of everything during the trip, besides, the trip itself is one of the main parts of our project. The project is not just about planning the trip, it’s also about making it happen and making sure it will be a success. When the trip (not the project) is finished, there will certainly be some reporting to be done”.

“So how can we schedule the whole thing at this moment? Isn’t it too early for that?”

“This is just a preliminary approach to give us a general idea”. And Anna started putting stickers on the Canvas. “Starting today, we can imagine that in four weeks we will have a first version of the activity plan for the trip and its circuit, another eight weeks and we will have everything organized, another few weeks and we will be ready to go. From here we adjust.”

“Isn’t that a bit too much simplistic?”, Bob asks.

“Let me remind you that the Canvas is not intended to be a detailed project plan. Rather, it is just an initial exercise to get a better overall idea of the project. If it is approved by Ms. James, then we will start to detail all these aspects, knowing in advance that some things will be changed”, Anna answered.
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The other five members of the team took a minute or two to absorb Anna’s presentation and the stickies on the Project Canvas. Bob was the first to speak. “So … the end of May looks good?” Anna and Diego both nodded ‘yes’ in reply, and everyone on the team was smiling. This seemed very doable!

3.6 Sharing the Project Canvas

Anna felt that both the kick-off meeting and the follow-up on the Project Canvas were successes! There was good interaction among the team members. Anna was convinced that the team went straight from ‘Forming’ to ‘Norming’ with only a tiny bit of ‘Storming’. But she realized that when the detailed work of the project got underway, problems could still arise.

Anna felt her goal of getting the team aligned and working well together was fully achieved. On top of that, the team now had a Project Canvas that everyone had contributed to. Anna was sure that it would be well received by Ms. James.

Anna made arrangements to meet with Ms. James to present the Project Canvas. She decided to take the whole team with her. She wanted to make it clear that it was not ‘my’ project but ‘our’ project. During the presentation, she could see that she had made the right decision. The team was clearly happy and proud that they were part of the presentation.

Ms. James asked questions during the review of the Project Canvas. But the team had done the necessary work and was able to answer them all. The image of mastery and control that the team projected was one of the main factors leading to getting the full support of Ms. James. At the end of the presentation, Ms. James complimented the team.

The final Project Canvas is shown below with the team’s sticky-notes converted to lists to make them more readable.
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Figure 11 Final project canvas
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4 Define

After intensive work on the Project Canvas, the team gathered for the next meeting, where they will now have to define all the elements of the project in detail. They will break down and elaborate on everything they included in the Project Canvas. A challenging but rewarding task lies ahead.

In this chapter, you’ll learn how to:

• Set Clear Project Goals: Use SMART criteria for clarity.

• Organize Tasks: Tools like WBS and Responsibility Matrices streamline work.

• Manage Budget and Time: Estimate costs, plan schedules, and secure funding.

• Address Risks: Identify, assess, and mitigate risks proactively.

• Resolve Conflicts: Use collaboration and brainstorming to find solutions.

• Foster Teamwork: Communicate openly and share responsibilities.

• Stay Flexible: Adapt plans creatively to overcome challenges.

• Measure Success: Define and track clear success criteria.

4.1 Refining the Project Goal

Anna had loads of questions about the project and didn’t fully understand the goal they’d agreed on the previous day.

She sent a message to the group chat and suggested a quick meeting to clarify everything.

When everyone arrived, Anna kicked off the discussion: “Bob, yesterday you said that the project goal was something like ‘A trip with both learning and fun components,’ but now I can’t make sense of it.”

Bob looked a bit frustrated but replied: “How can you not get it? We all agreed yesterday that this is the goal – the final result, the product or service the project delivers!”

Sara jumped in, trying to mediate: “Could we maybe describe the goal in more detail so it’s easier to understand?”

Anna nodded enthusiastically: “Great idea, Sara! I actually remember reading somewhere that a good goal should be SMART.”

Diego grinned and added: “Spot on! Here’s what Google says: SMART is a framework for setting clear and effective goals. It stands for:

• Specific: The goal should be clear and unambiguous. Ask questions like: What exactly are we trying to achieve? Who’s involved? Where will it happen? Why does it matter?

• Measurable: You need to be able to track progress and know when it’s done. Define criteria like numbers or milestones to make it concrete.

• Achievable: The goal should be realistic, considering the time, resources, and skills we have. It should challenge us but still be doable.

• Relevant: It needs to align with our bigger objectives and actually be worth doing. It should make sense for everyone involved.

• Time-bound: There has to be a deadline or timeframe. This helps us stay focused and prioritize.”

Eva clapped her hands and said: “Brilliant! Let’s use SMART criteria to define our project goal.”

After a lively brainstorming session, the group agreed on a clear, SMART goal:

A six-night, seven-day bus trip to Middton for all final-year students, ensuring at least 90% participation in both learning and fun activities, with all arrangements completed within this academic year.

Anna beamed and said: “Now that makes total sense. Great job, everyone! Let’s smash this SMART goal! [image: ]

The group cheered in unison: “All for one, and one for all!”

4.2 Starting the Planning

Before the meeting, Anna prepared meticulously. She identified a number of key discussion points and wrote them down on sticky notes.

When the team gathered, Anna greeted everyone warmly and said, “Thank you all for coming. Let’s dive into our agenda. Are there any specific points you’d like to add before we start?”

Sara spoke up, “It seems to me that this project might be a bit time-intensive, so I’d like to know upfront how much time I’ll need to commit. Not that I’m complaining, I just need to know so that I’m able to plan my time.”
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Figure 12 Planning with sticky



Anna nodded and replied, “Good point, Sara. Let’s make sure we clarify time commitments.” She added a note about time commitments to the agenda.

Bob then asked, “Where do we fit in fundraising efforts?”

Anna responded confidently, “Fundraising will be a separate discussion, but it’s on our radar.” Bob seemed satisfied with that.

Anna then turned to Eva, Diego, and Sami. “Any other questions or concerns from the rest of you?”

The room was silent for a moment until Eva spoke up. “You mentioned the cost. Are we talking about the total project cost or individual contributions?”

Anna clarified, “I was referring to the overall cost, but it’s important to address personal contributions too.”

Bob jumped in, “We can figure out individual contributions based on the total cost minus fundraising, divided by participants.”

Sara then asked, “What if someone can’t afford their share?”

Anna quickly added, “Let’s add a point about financial assistance. That should cover it, right?” Eva and Bob agreed.

The final list looked like this:

• What tasks need to be completed?

• Who will be responsible for each task?

• How much time will it take?

• What will be the cost?

• How will we fund it?

• When will each task be done?

• What potential issues could arise?

• How will success be measured?
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4.3 Mission: What’s on Our To-Do-List?

Anna had flipped to the next sheet of the flipchart pad, where she’d written down the deliverables from the Project Canvas.

Project Deliverables:

1. Destination: Middton

2. Create a budget

3. Choose the date

4. Hire a bus or buses

5. Select a place to sleep

6. Organize a program of activities

7. Plan meals

8. Define a safety plan

9. Define a financing model

Anna pointed to the list and said: “Based on what I’ve read, the next step is to develop what’s called a Work Breakdown Structure, or WBS. Essentially, a WBS starts by identifying the deliverables we’ll need to complete. And we’ve already got those right here!”

Diego looked curious: “So, does the WBS just list the deliverables, or is there more to it?”

Anna replied: “Good question! It’s more than just a list. The WBS breaks down each deliverable into smaller, manageable activities. It’s like creating a detailed to-do list for the whole project. Each activity can then be assigned to someone, with deadlines and resources attached.”


Work Breakdown Structure

A Work Breakdown Structure (WBS) is a hierarchical decomposition of the project into deliverables and further down into activities needed to complete the project. The purpose of the WBS is to ensure that all the work needed to accomplish the project’s goal has been identified.



Eva nodded enthusiastically. “This is exactly what we need! It’ll help us make sure we don’t forget anything important – and it’s a great way to keep track of our progress along the way.”

Sara added, “So, where do we start? Do we need to brainstorm activities for each part?”

Anna smiled. “Exactly. Let’s start by thinking about what activities we need to complete each deliverable.”

Sara spoke up next. “Everything I’ve read about creating a WBS says to use sticky notes. I think it’s a great idea – it gets everyone involved and makes it more interactive. Plus, we’ve already used sticky notes for some parts of the Project Canvas, so why not stick with what works?”

Anna grabbed a marker and headed to the flipchart, ready to jot down ideas. She wrote ‘School Odyssey’ on a sticky note and stuck it near the top of the flipchart. Then she wrote ‘Define Phase’, ‘Act Phase’, and ‘Wrap-it-Up’ on three more sticky notes and placed them in a row below the first one.

Turning to the team, she explained, “I read that the name of the project should go at the top,” pointing to the first sticky note. “Some guides said to add deliverables next, while others suggested adding phases. I think using phases works better for us. What do you all think?”

Diego nodded. “Yeah, using phases makes it much clearer. Plus, it’s easier to see how everything flows from one stage to the next.”

Eva added, “Exactly. It also helps us focus on one phase at a time. That way, we won’t get overwhelmed trying to think about everything at once.”

Sara chimed in, “I like it. But where do we add the actual tasks, like booking the bus or planning meals?”

Anna smiled. “Good question! That’s where sticky notes are really helpful. We’ll break each phase into smaller tasks and stick those underneath each one. It’ll help us visualize everything.”

She continued, “Here’s how we’ll build the WBS:

1. Start with the project name at the very top, so it’s clear what we’re working on.

2. Add the main phases below the project name. These are the big stages of the project, like ‘Define Phase’ or ‘Act Phase.’

3. Break each phase into smaller deliverables or tasks. For example, under ‘Define Phase’, we might include activities like ‘Plan the trip’ or ‘Identify where to sleep.’

4. Organize the sticky notes in a clear hierarchy, so it’s easy to see how each task fits into the overall project.

“This way, we can easily move things around if the plan changes or add activities as we think of them. Plus, we’ll all be able to see how everything connects.”

Bob said, “Alright, let’s do it then. Can we start with the first phase? What tasks do we need to complete for the Define Phase?”

Before they could get started, Bob suddenly spoke up again. “Wait, hold on! I agree about using phases, but what about ‘Investigate’? That was our first phase.”

Anna turned to him and said, “We already completed that phase, so there’s no need to include it here. We’re looking forward, not back.”

Eva chimed in, “What about ‘Project Management’? Where does that go?”

Bob jumped in before Anna could answer. “I think it should go on the same level as the other phases. If we put it under the phases, we’ll end up repeating the same things three times. It makes more sense to keep it separate.”

Anna nodded thoughtfully. “Good point. Okay, I’ll add ‘Project Management’ to the second level.” She picked up a sticky note, wrote ‘Project Management’, and placed it alongside ‘Define Phase’, ‘Act Phase’, and ‘Wrap-it-Up’ on the whiteboard.
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Figure 13 Phase of the Project ‘School Odyssey’



Eva said, “That works. When we break down tasks for each phase, we can keep Project Management as its own thing, like planning, monitoring, and reporting.”

Bob added, “Yeah, and it makes sense for everyone to pitch in on that part, instead of one person getting stuck with all the admin work.”

Anna smiled, “Great. Now that we’ve sorted that out, let’s start brainstorming the activities for each phase. We’ll create smaller sticky notes for all the tasks we need to complete.”

The team nodded in agreement, and Anna grabbed a fresh stack of sticky notes. Together, they began breaking down each phase into detailed activities, slowly filling up the board with their ideas. It was a work in progress, but they were making solid progress towards building their complete WBS.

After one hour of brainstorming, the team stood back and admired their completed Work Breakdown Structure (WBS) on the whiteboard. Sticky notes were neatly arranged in a clear hierarchy, and everything was finally coming together.

Anna clapped her hands together and said: “Alright, team, this is looking brilliant! We’ve got a solid WBS here, and it’s clear what needs to be done for each phase.”

Sara pointed to the sticky notes under ‘Define Phase’ and said: “I like how we’ve broken it all down into manageable tasks. Identifying where to sleep, planning activities, and organizing food and drink all make perfect sense now.”
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Figure 14 Work Breakdown Structure for the Project ‘School Odyssey’



Diego added: “Yeah, and we’ve made sure nothing’s been missed. Each phase flows into the next, so we know exactly what comes after, like booking the bus in the Act Phase and reviewing the trip in Wrap-it-Up.”

Eva smiled and said: “This feels like such a professional way to handle it. I mean, look at it! It’s basically a step-by-step guide to the whole project.”

Bob leaned against the wall and grinned: “Honestly, I didn’t think we’d get this far today, but this is solid. What’s next, Anna?”

Anna picked up the marker again and pointed to the ‘Project Management’ phase: “Next, we’ll assign responsibilities for each task. Everyone should take ownership of something so we’re all accountable. We’ll also set deadlines for the tasks to keep us on track.”

The team cheered, and as they wrapped up the meeting, they couldn’t help but feel proud of their teamwork and the progress they’d made. “All for one and one for all!” they shouted in unison, ready to bring the School Odyssey to life.

4.4 The Dream Team Lineup: Who’s the Boss of What?

After a brief pause, Anna gathered the team together again. “That was a great start, everyone! But we still have a lot to tackle. Next, I’d like us to focus on assigning responsibilities for each activity. Does that sound good to you all?”

Diego hesitated. “I was actually thinking we’d work on the schedule and budget next. Isn’t that usually the next step?”

Sara chimed in, “That’s a fair thought, Diego. A lot of what you’ve probably seen about project management emphasizes scope, schedule, and budget.”

Anna nodded. “I did consider diving into the budget and schedule at this stage. But after reflecting on it, I felt that identifying responsibilities first would be more effective for our team. Why? Because it helps everyone understand what they need to prioritize.”

“Got it,” said Diego with a smile. “Let’s go with that!”

“Fantastic!” Anna continued. “To make this clear and organized, I suggest we create a ‘Responsibility Matrix.’ I spoke with Ms. James yesterday, and she mentioned that it’s an excellent tool for mapping out who’s responsible for what.”


Responsibility Matrix

A Responsibility Matrix, also known as a Responsibility Assignment Matrix, is a tool that clearly outlines who is responsible for each activity or deliverable within a project.



Sami couldn’t resist adding a touch of humor to the discussion. “A ‘Responsibility Matrix’? Please tell me this kind of matrix doesn’t involve any math.”

Anna laughed. “Don’t worry, Sami. No math involved. Not even numbers! It’s just about putting names next to the activities.” She paused thoughtfully. “Well actually, it’s a little more detailed than that. But it’s much easier to show you than to explain.”

Anna connected the classroom computer to the projector and displayed a template she had prepared with their names already added. It looked like this:
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Figure 15 The School Odyssey RAP template



“As you can see,” Anna began, “I’ve started entering the activities that we have on our WBS. Bob, could you read out the rest of the list so I can input them into the form?”

Bob read the names aloud, and Anna entered them.

“Next,” Anna continued, “we’ll assign responsibility by placing an ‘X’ under the name of the person who will be accountable for each deliverable.”

Sami studied the screen with a confused expression. “Okay. So, if you put an ‘X’ under my name for ‘Where to go,’ what does that actually mean for me?”

Anna smiled patiently. “It means I’ll expect you to make sure that all the tasks related to that deliverable are completed thoroughly and on time. No shortcuts. If any problems come up, I’ll expect you to try solving them first – and to come to me if you need support. Does that clarify things?”

Sami paused, processing her explanation. “I remember Ms. James mentioning that we all need to take ownership of the project. Are you saying this is about taking ownership of individual deliverables?”

Anna responded immediately, smiling at Sami. “That’s a great way to put it. Yes, that’s exactly what I’m aiming for.” She paused, scanning the room. “Any other questions?”

Eva raised her hand. “Why not use the letter ‘O’ for ‘Ownership’? It might make things clearer.”

Sara jumped in. “Hmm, but wouldn’t an ‘O’ look too much like a zero? How about using an ‘R’ for ‘Responsible’ instead?”

“Great idea!” Anna exclaimed. “And it solves another issue I was considering. I also wanted to identify who has final approval of each deliverable and who else will be involved in completing it. Originally, I thought about using X, Y, and Z, but R, A, and W would be much clearer.”

Sami grinned mischievously. “I think we should use ‘P’ for ‘Participate’ instead of ‘W’ for ‘Work.’ That way, instead of ending up with a RAW deal, we can tell everyone we’ve got a RAP sheet.”

The room erupted in groans, but after a short discussion, the team agreed that ‘Participate’ was indeed a better choice.

Anna guided them through each deliverable one at a time. Team members volunteered to take responsibility for specific items, while Anna kept an eye on the workload to ensure no one was overburdened. She insisted on assigning just one ‘R’ per deliverable to maintain clarity about accountability. Drawing on their DISC Model scores, she subtly encouraged team members to take on roles that matched their strengths.

When it came to the Act Phase, the process moved quickly. The same team members who had taken responsibility in earlier phases naturally stepped up for related tasks. By the end, their Responsibility Matrix was complete and looked like this:
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Figure 16 The School Odyssey RAP



Anna took a moment to reflect on their progress. “We’ve outlined all the work we need to tackle – or at least everything we think we need to do. We’ve also assigned responsibilities for each task. According to my plan, the next topic is money.”

“How about a break?” Bob suggested, raising his hand.

“Great idea!” Eva chimed in enthusiastically.

Anna smiled. “Okay, I didn’t mean to push you all too hard. How does a 15-minute break sound?”

Everyone nodded in agreement, happy for the chance to recharge.

4.5 The Schedule: How and When Are We Going To Do It?

After identifying the activities in the WBS, Anna and her team moved on to create a schedule.


Project Schedule

It’s a plan that shows when different deliverables need to be done to complete a project.



This will involve three key steps:

1. Estimating the time required for each activity

2. Sequencing the activities

3. Constructing the overall schedule

4.5.1 Estimating the time required for each activity

“All right”, said Anna, “let’s think about how much time we need to do each of these things.”

“Yeah,” Sara replied, “like I said, I need to plan my life ‘cause I’ve got other stuff to do, like studying.”

“So, how are we gonna do this?” asked Eva. “Each of us is responsible for some of these activities. Are we just gonna say how long each of our things will take?”

“Exactly,” replied Bob, “but not just that. If you say you need four hours to do something, it doesn’t mean it’ll get done in a morning.”

“Of course,” added Anna, “four hours is the effort needed, but it’s different from how much time you need to give those four hours of work. Remember, we’re not working on this full-time. We still have classes and other stuff.”

“So let me see if I’ve got this right,” Eva replied. “You’re saying that EFFORT is the time spent on a deliverable and DURATION is the time it takes up in the calendar. Is that it?”

“Exactly,” exclaimed Bob.

Sami, who had been attentively listening and looked thoughtful, added, “And besides, we also need to consider whether we do each activity alone or if we need help.”

“Of course,” adds Bob, “if two people split eight hours of effort, each only has to do four hours of work, and the activity will take less time.”

“It’s not quite like that,” interjected Diego. “Or at least not always. It depends on the activity. Some things take the time they take, regardless of how many people we assign to them.”

“Let’s not make it complicated then,” replied Bob. “We’ll estimate the total duration and effort for each activity. We’re not exactly launching rockets to the moon here,” he concluded with a smile.

“Alright then,” Anna affirmed, “now that we’ve got our ideas aligned, let’s get to it!”

“Perfect!” said Bob. “I’ll add another column in the WBS spreadsheet for our duration estimates.”
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4.5.2 Sequencing the activities

After a short break to refresh their minds and grab a cool drink, the team regroups in the workroom.

“This is going well,” Anna said with a satisfied look. “Let’s move on to the next step. Now we need to figure out the order in which these activities should be done.”

“Absolutely!” Eva exclaimed. “I can’t start looking for places to eat until I know where we’re going to be each day.”

“Same for me with places to sleep,” added Diego.

“How about we take the sticky notes from our WBS and rearrange them on the whiteboard, drawing arrows between them to show the order they need to be done in?”

“Wait!” Sara interrupted. “Our WBS is a masterpiece. I don’t want to ruin it!”

Anna smiled reassuringly. “No worries, Sara. I took photos of the WBS before the break. Just in case the notes fell.”

“That’s exactly it, Diego,” added Bob. “I’ve read a bit about this, and it’s called a project network.”

“Oh, great!” exclaimed Diego. “And here I thought I had invented something extraordinary, only to find out I was reinventing the wheel.” The group burst into laughter.

“Bob, since you’ve already done some research on the topic, would you mind leading the process?” asked Anna.

“Of course,” Bob replied with a smile and a hint of pride.

“So, we start by placing a sticky note called START at the beginning, in a different colour to make it stand out from the activities. That’s what we call a milestone, which is an important marker in our project.”

“Next,” Bob continued, “we’ll identify all the activities that can start right away because they don’t depend on anything else. We’ll place them in front of the START and draw arrows to connect them.”

“And now we continue from here,” Diego exclaimed enthusiastically. “That was exactly my idea.”

“Great minds think alike,” exclaimed Eva with a laugh, and everyone joined in, leaving Diego feeling very proud of himself.
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Figure 17 Project network



4.5.3 Constructing the overall schedule

“This is really funny,” said Sara, “but I still don’t get how I’m supposed to fit my parts into my schedule. How does this network fit with the durations we’ve been estimating?”

“Got any more brilliant ideas, Diego?” Sami asked with a teasing smile.

“Get lost!” Diego shot back playfully, and everyone laughed.

Despite the long hours of work, the team was in good spirits and motivated, which made Anna very happy and also motivated her to confidently move forward with the final stage of this scheduling process.

“Bob, you look like you’ve got more tricks up your sleeve. Come on, spill the beans!” said Anna.

Unable to hide a touch of vanity at having his merits recognized, Bob cleared his throat to steady his voice. “Well, since you’re insisting,” he said with a smile, “as a matter of fact......” and everyone laughed.

“Guess what? I stumbled upon a gazillion project management software tools! From super simple and free ones to outrageously complex and insanely powerful ones.”
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Figure 18 Project schedule



“Let’s do this!” Diego exclaimed excited. “Of course, we’ll use the best of the free ones,” he added with a smile.

“Hold on!” Bob replied. “First, that means we need to test them to figure out which one we want, and then we still have to learn how to use it.”

“We need to be pragmatic, or we’ll never escape this endless loop,” Anna said with a smirk. “Can’t we just use a spreadsheet? It’s the one tool everyone knows how to work with.”

“That’s also a solution,” Bob replied with a hint of disappointment in his voice. “I’ll explore those tools later.”

“And so, Bob, even without sophisticated tools, tell us how we’re going to do this,” asked Sara.

Bob, slightly regaining his composure, replied, “Well, using our network as an input, we’ll create a simple timeline using our trusty spreadsheet. It might not be fancy, but it’s effective and everyone can easily follow along.”

Looks like the team is finding their way forward with a mix of practicality and humor!

“I think we’ve got a problem here,” Bob said thoughtfully, “look, this doesn’t match what we put on the Canvas.”

“But it doesn’t have to.” Anna replied. “The Canvas only contains our initial ideas. Since then, our project has evolved a lot. It’s only natural for it to be different now.”

Everyone nodded in agreement.

“And what about those colors you have in there?” asked Sara, “They look nice, but what’s their meaning?”.

“I guess we may use whatever color code we want”, replied Bob. “In here, I just wanted to highlight the trip itself, so I put it in red, and differentiate project management activities, so I made them in green”.

“That looks great” added Anna.

4.6 Risk Radar: What Could Surprise Us?

“This is all very nice,” said Sara, “but what about the risks we identified earlier? What are we going to do about those?”

“Sara, the pessimist, on the attack,” Sami teased with a laugh.

“Very funny!” she shot back. “What’s your idea? Wait for problems to happen and then figure out how to solve them?” Sara asked, her voice dripping with irony and sarcasm. “A very mature attitude, as usual.”

“Calm down, everyone, it’s been a long day and we’re all getting a bit tired. I suggest we call it a day and meet again tomorrow,” Anna intervened. “Sara, the first topic we’ll address will be the risks. I promise!” she added. “Can everyone make it tomorrow morning?”

Everyone nodded in agreement.

The next morning, the team got together again, all rested and full of energy. Eva and Diego were wearing their football club shirts and having a lively debate about the match happening later that day. The rest of the team laughed at their friendly rivalry.

“Alright, if you want, we can watch the game together later and see if we need to console Diego or Eva, but for now, we’ve got work to do,” Anna interjected. “Come on, everyone, let’s focus on this.”

“Last night I was reading,” Bob began, only to be interrupted by Sami in a teasing tone, “and what else is new?”

“Sami, please, let’s take this seriously,” Anna interjected. “Bob, go on, what were you reading about?”

“Well, since Sami wants to keep things light, I can say I read that ‘A project without risks is a project at risk,’” Bob said cheerfully.

“That’s what I’ve always said, and no one ever listened to me,” Sara chimed in, a bit excited, before adding in a calmer tone, “Well, not exactly in those words,” and everyone laughed softly as Sara blushed a little.

“Anna, may I?”, Bob asked.

“Please, go ahead”, Anna replied.

4.6.1 How to identify risks

“Alright then. From what I understood, it’s not enough to just identify the risks like we did before. Not that we did a bad job – it was perfect for an initial analysis – but now we need to dig deeper,” Bob explained.

“Dig deeper how?” Sara asked. “For the risk of someone getting lost, for example, what more detail can we have? Thinking about the consequences if that happens?”

Bob nodded, “Exactly, Sara. We need to think not just about what the risk is, but also what it could mean for us. For the risk of someone getting lost, we look at what it means in terms of project delays and other potential consequences.”

“Yesterday, as I was leaving, I happened to bump into Mr. Chen and told him this would be our next topic,” Anna chimed in. “He explained that we need to think in terms of cause and effect. For example, if the bus gets a flat tire, the effect would be us getting delayed.”

“I read about that too,” added Bob. “Some call that ‘consequences’ and others ‘impact.’ My suggestion is to use ‘Event’ and ‘Impact.’ They seem like more intuitive terms to me.”

“Okay, great!”, Anna replied and everyone else nodded in agreement.

“Let’s take the risks we’ve already identified in the Canvas and start from there.”

Bob had already prepared a spreadsheet to log the risks, and everyone gathered around.

“Alright team, let’s start filling this in,” Bob said with a grin, feeling quite organized. “We can jot down each risk and its impact.”

The team buzzed with energy as they began inputting their thoughts.
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Figure 19 Risk identification



“Alright,” said Sara with a serious but satisfied expression, “but these are just the risks we identified in a preliminary analysis. There will certainly be others. I suggest we look at our WBS and from there identify, for each deliverable, what could go wrong. What do you all think?”

“You’re really in your element,” Bob responded with a smile. “That’s exactly the approach I found described in my research.”

Sara blushed slightly, unable to hide her pride.

“Great!” Anna jumped in. “But let’s be careful not to fall into the trap of focusing only on risks that affect specific deliverables and miss out on identifying those that impact the project as a whole.”

The team nodded in agreement, realizing the importance of a comprehensive approach to risk identification.

4.6.2 How to analyze risks

“We’ve identified a ton of things that could go wrong. Now what? We need to do something about this,” Sami chimed in. “Although, the risk of a meteor falling on us worries me a bit less than the others,” he added with a laugh.

The team laughed along, feeling a mix of relief and camaraderie.

“Good point, Sami,” Bob said with a smile. “We need to assess each risk by its likelihood and impact, then come up with plans to either prevent them or manage them if they happen.”

Anna nodded, “Exactly. Let’s categorize these risks, prioritize them, and develop action plans. And no worries about meteors – pretty sure we’re safe from those!”

Anna continued, “When I spoke with Mr. Chen, he explained that for each risk, we need to assess its likelihood, also known as probability, and its impact. And the best way to do this is by using numerical scales.”

“But identifying the impact is exactly what we just did!” exclaimed Diego.

“Yes, but now we need to look at what we’ve written and assign it a value on a numerical scale,” Bob explained.

The team nodded in agreement, ready to move to the next step of risk assessment. They gathered around the spreadsheet, prepared to assign scores to each risk based on its likelihood and impact. This approach would help them prioritize and address the most significant risks first.

“So, what scale are we going to use?” asked Diego.

“Mr. Chen advised me, since it’s our first time doing this, not to complicate things too much. So, he suggested we use a 1, 2, and 3 scale,” replied Anna.

“Let me show you something cool I found. Sara, you’re going to love this,” Bob said with a smile. “By rating the probability and impact with 1, 2, and 3, then multiplying the probability by the impact, we get what’s called the risk severity. Check this out,” Bob said, showing them an image on the computer.

The team gathered around, intrigued by the new method. Bob’s excitement was contagious, and they were eager to see how this approach could streamline their risk assessment process. Looks like they’re on the way to mastering risk management!
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Figure 20 Severity matrix



“This means that the risks falling in the red zone are the ones that could give us headaches, and for those in the green zone, we couldn’t care less,” concluded Diego.

“I would say ‘couldn’t care less’,” replied Sara, “it’s still a risk, just less severe.”

The team chuckled at the light-hearted exchange, appreciating the balance between humor and seriousness in their discussions. They were now ready to categorize their risks and assess their severity to better prepare for any challenges ahead.
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Figure 21 Risk analysis



4.6.3 How to respond to risks

“Alright, so now what? What do we do about these risks?” Sami asked.

“Well, according to what Mr. Chen told me, we can simply try to come up with responses that lower the probability and/or the impact of the risks,” Anna responded.

“Yes, but be careful because, for example, with a risk like R3, any response to reduce the probability wouldn’t have any effect since it’s already at 1,” Sara added.

“And besides that,” Bob chimed in, “we need to consider the cost of these responses. It doesn’t make sense to buy a cannon to kill a fly.” Everyone burst into laughter!

“Alright, let’s see what we can do about these risks,” Anna concluded.
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Figure 22 Risk response plan



“So, we’re not doing anything about R4?” Sara asked.

“I don’t think there’s much we can do here,” Anna replied. “But since it’s already in the green zone, I think we can say it’s acceptable.”

“Okay, makes sense,” Sara agreed. “But what about the others? Once we’ve decided on the responses we’re going to adopt, we need to include them in our project plan, and from there those probabilities and/or impacts will decrease.”

“You’re really good at this,” Bob said with a kind smile, “that’s exactly what all the instructions say we should do.”

Sara blushed again, partly from the compliment and partly from Bob’s smile.
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Figure 23 Full risk response plan



“So, Sara, now that we’ve got everything in the green, will you be able to sleep soundly?” Diego asked teasingly.

Sara pulled a face and stuck out her tongue at him, making everyone laugh.

4.7 The Budget Breakdown: What’s In the Budget?

“There you are. I hope you had a chance to relax a bit,” Anna said as she entered the room. “

“As we agreed before the break, now it’s time to discuss the budget – how much this trip is going to cost us,” Anna concluded.

“Do we need to go through the WBS again, or is this the final version?” Sami asked.

“I think we should start with what we have, and as the project progresses we’ll review and update it if necessary.” She paused and continued, “We can add or remove tasks as needed. That’s the plan. What do you think?” Anna asked the team, looking at each of them to see their reactions.

“That sounds like a good plan!” Eva agreed. The rest nodded.

“Good. Let’s get started!”

4.7.1 Let’s identify the budget!

“Finally,” Bob exclaimed. “We’re talking about my favourite topic! Money!” He laughed proudly.

“It’s easy for you to be excited about it,” added Diego, “when you’re the best at math!”

Everyone laughed, and Anna felt pleased with the team’s enthusiasm. “First, we need to determine the cost of all planned activities to calculate how much money we need,” Anna explained. “It’s crucial to estimate the costs to set our budget.”

“When I heard that I would be in charge of preparing the budget for the project, I’ve prepared myself in advance,” Bob added. “I read up some books on how to create a budget and how to execute it.”


Budget

A budget is a document showing income (money in) and expenses (money out).



“Are you kidding me, Bob? This isn’t regular school curriculum – you don’t need to know anything about this!” Eva said, and the rest of the team laughed.

“Great job, Bob! Well done!” Anna said and looked at the team with a questioning expression. “Why are you laughing??” The rest of the team stopped laughing.

“Since you’re so well-prepared, we won’t waste any more time learning how to prepare a budget!” Anna clapped her hands in approval. “And what we need to do, you’ll explain to all of us!” and she looked at the rest of the team to see their reaction.

Sami and Diego shook their heads in playful disapproval. “Why don’t you say something about this, Sara?” they asked, looking at her.

Sara had been listening to the conversation from behind. She felt proud of Bob’s proactive approach. At first, she didn’t know what to say and simply nodded in approval of how Bob had started his role in the project.

“Love is in the air…” Diego began whistling John Paul Young’s old song. Bob looked at him furiously but didn’t say anything. “But I kind of like it,” he thought, secretly smiling in Sara’s direction. Sara blushed!

4.7.2 Identification of costs

“As we have all agreed, the activity list is now completed – we’ve wrapped up the Work Breakdown Structure (WBS), identifying the activities and determining who will handle each one,” Bob began his briefing. The entire team listened intently. “It’s crucial for us to coordinate all our actions and aim to complete our tasks in a synchronized manner. Although it may seem like a straightforward task, it can appear quite complex at first. We must calculate the cost of each activity for our trip. It’s quite simple if…”

“How we are going to do that?” Diego interrupted him in the middle of his explanation. “I’ve never done such a thing in my life”.

“Simple?? How is that simple? And how we are going to calculate this?” Sami said.

“Hold on!” Anna interjected. “If you let him finish, he’ll explain the plan!”

“Well, as you’re all aware, “Bob continued” I am quite good with computers, and I’ve already set up a table in Excel.” He pointed at his screen. “We’ll use it to input all the necessary information for this project. Please take a look”.

The rest of the team gather around him.
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“You can see I’ve listed all the activities in this column,” Bob said, highlighting the section. “Next to each activity, I’ve assigned names to indicate who is responsible for what.”

Diego scratched his head and raised his concern. “I’m confused. I don’t know how to use these sheets. What am I supposed to put in there? How am I going to do it?”

“Take it easy, Diego,” Anna reassured him with a pat on the shoulder. “Bob will handle all the computer work. Let’s find out what our tasks will be.”

“Exactly,” Sara agreed.

“OK,” Diego responded.

“We don’t have the prices for accommodation, museum tickets, or restaurant meals for our destination. We need to figure out those costs,” Bob explained. “Each of you has a specific task.”

“The good news is,” Anna added, “Ms. James provided us with all the information from last year’s school trip to help with the cost estimation.”


Estimate

An estimate is an informed assessment of an uncertain event.



“Why can’t we just use the same budget from last time?” Eva asked.

“Yeah, I’m wondering the same thing,” Sami added. “Why are we spending time on something we already have?”

Eva, Diego, and Sara turned to Bob for an explanation.

“May I?” Anna gestured to Bob, indicating she would explain. He nodded.

“Well,” Anna began, “prices usually change since last year’s trip. We can check that easily.”

“Last year, a meal cost € 8 per person. Can anyone tell me how much a meal costs at a restaurant now?” Anna asked the team.

“I don’t know...” Sami admitted. “We always eat at home. My mother cooks.”

Eva and Sara nodded in agreement.

“Wait!” Diego exclaimed excitedly. “Last weekend, I went to a birthday party at a restaurant. It wasn’t a fancy place. At the end of the dinner, we split the bill.”

And now he continued “Some of us ordered pizza, others had burgers, which were amazing, with extra sauce, and...”

“Stop, Diego!” Bob intervenes. “We know you enjoy food, but right now we’re talking about prices, not ingredients!” Bob said with a smile.

Everyone laughed.

Diego smiled too. “Yes, yes. In the end, I paid € 13 for the dinner.”

“Anna, may I take over from here?” Bob asked, pointing at her. “Of course, Bob!”

“So, last year’s budget had the meal priced at € 8 per meal, which is much lower than the € 13 per meal what Diego just mentioned,” Bob explained.

“Wow, I didn’t know that!” Sami said.

“Me neither,” Eva added.

“What should we do now?” Diego asked.

“In the table I just prepared, I’ll enter 13 as the meal price and multiply it by 68 students and 6 nights of the trip. The last column will show the total cost for the meals,” Bob explained.

“What do you think of this method for calculating?” Bob asked the team.

“It seems much easier now. I see you used a formula in the spreadsheet!” Eva said. “I thought we’d calculate manually and enter the numbers ourselves.”

“Exactly. Excel is great for this kind of work,” Bob confirmed. “We’ll use the same method for accommodation and other meals – breakfasts, lunches, and snacks.”

The team spent a few hours gathering the necessary information for Bob. Once they entered all the data into the table, the proposed budget turned out to be very high.


[image: ]

Figure 24 Project Budget



“What do we do now? This is too expensive?” Eva said.

“What if these prices are even higher than what we have here?” Sami asked.

The team looked at the screen with worried expressions.
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“I can answer some of the questions you’ve raised.” Bob said. “When preparing a budget, you should always have a contingency plan.”


Contingency Plan

Is a plan that is made for dealing with an emergency, or with something that might possibly happen and cause problems in the future.



“Adding contingency funds and preparing for unexpected expenses might just be a part of the budget creation process.”

“Typically, contingency funds should not exceed 10% of the total budget, and this amount will be added on top of our estimated expenses. The percentage can vary from 5% to 12%, but for this type of project, 10% is standard,” Bob explained.

“What if we don’t use all of it, or only a little? What happens to the remaining money?” Diego asked with a laugh. “You know, it could always go toward a party!”

“Hold on, Diego,” Anna said. “We know you enjoy partying, but that money is for emergencies. It doesn’t mean the entire amount has to be spent!”

“Okay, but still, consider it an option!” Diego winked at the team.

“Well, we could return the remaining funds to the school,” Anna said. “Or we could buy trees to plant in the name of our generation,” she continued. “We could start a new school tradition – a tree for each graduating class. What do you think?”

“I vote for planting trees!” said Diego. The others supported him.

Anna continued, “I’ve noticed that the budget is quite large. We need to figure out how to fund it.”

“Some students might not be able to afford this. Paying for the trip could be a huge burden for their families. What should we do in that case? Should they quit and not go?” Sara asked, worried about how this wonderful trip could become impossible for many students, including herself.

“We need to find a solution,” Anna said. “

“Ms. James mentioned that part of the expenses would be covered by the school budget. The School Board is waiting to see the total cost for this year,” Anna added.

“What will they cover?” Bob asked.

“I assume they’ll cover the costs for the teachers accompanying us – accommodation, meals, their fees, insurance for everyone, and buses,” Anna said, looking at the list Ms. James had given her. “However, we still need a lot of money.”

“How did they finalize the finances last year? How did the students pay for the trip?” Eva inquired.

“We need to create a fundraising plan and find sponsors to support the trip for those who can’t afford it or can only partially pay,” Anna suggested.

“That’s a great idea!” Diego said excitedly. “But wait,” his excitement turned to concern. “Where will we find sponsors?

“Ms. James mentioned that once we finish the budget, she’ll review it with us and, together with Mr. Chen, they’ll help us address this issue,” Anna explained. “In the meantime, we should prepare a Sponsorship Offer for the school board to send to potential sponsors to ask for their support for our project.”

“How will they support us? With money?” Sami asked.

“Yes and no,” Anna replied. “Sponsors typically provide financial support, but sometimes they can offer buses, meals, or insurance policies for all of us. We can discuss this further when we meet with Ms. James. Let’s focus on another aspect of the project for now.”

“What do you mean?” Sami asked.

“Time – we need to talk again about how much time each of us should dedicate to completing our assigned tasks.”

“I never thought time was that important... Hmmm, I never considered its relation to the project!” Diego admitted.

“From what I read while preparing for this meeting,” Bob began to elaborate, “tracking effort in project management is crucial for ensuring that resources are used efficiently, and deadlines are met. It also helps identify potential bottlenecks or areas where additional support might be needed.”

“Oh, I see. I always took my time for granted!” Sara said.

“Effort includes the time spent, the difficulty of the work, and the overall commitment required to achieve the project’s goals. For example, we spent a few hours finding prices for our trip! That effort was necessary to complete this task.” Bob concluded.

“What’s the plan? How will we measure the time needed for each activity?” someone asked.

They looked at each other, considering the most efficient and effective approach.

“As we’ve mentioned several times, we have already prepared a WBS. Based on that, each of us can review the activities assigned to us and estimate the time required,” Sara suggested. “Also, keep in mind that we have a deadline, and preparatory actions cannot go on indefinitely. What do you think?”

“That sounds like a good plan! Let’s do it!” Anna said.

4.8 Success Barometer: How Will We Measure Our Victory?

Anna said, “Now we’ve got all the key elements of the project sorted – goal, scope, timeline, budget, stakeholders, risk management, deliverables, and so on. The next step is deciding how we’ll measure the project’s success.”

Diego chimed in, “Surely, it’s obvious, isn’t it? We just make sure each of those elements is delivered as planned. Easy, right?”

Eva raised her hand to disagree, “Not quite that simple, Diego. We need proper ‘success criteria’ – or ‘success measures.’ I’ve heard both terms used, and they seem to mean the same thing.”


Success Criteria

Success criteria, also called success measures, are used to evaluate project results and outcomes. They are quantitative values to help ensure objectivity. They must address at least five topics: scope, cost, time, stakeholder satisfaction, and project outcomes.



Bob sighed and said, “Alright, alright, let’s just define these success criteria so we can get on with it. I’m knackered.”

Once again, the team threw themselves into the task with enthusiasm. Together, they came up with the following Success Criteria:
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Figure 25 Success Criteria and Corresponding Targets for the Project



Sara nodded and said, “I really hope we manage to meet all these criteria. I hate the thought of failing.”

Everyone nodded in agreement. Bob added, “Look, something might go wrong – things rarely go perfectly. But even if we fall short, it’ll be a valuable lesson for the future.”

Diego shrugged and said, “Fair enough, Bob. I guess failure isn’t the end of the world, but we should still aim for success. It’s not just about the trip – it’s about proving to ourselves that we can pull off something this big.”

Eva smiled and added, “Exactly! And remember, every great project has its hiccups. The key is how we handle them. Let’s focus on staying flexible and adapting if things go off track.”

Anna leaned forward and said, “So, now that we’ve defined the success criteria, how do we make sure we’re on top of things during the project? We’ll need some way to track progress and spot issues early.”

Sara suggested, “Maybe we could have daily check-ins during the trip? Just a quick ten-minute meeting to review how we’re doing against the criteria. It’ll help us stay on track and fix problems before they escalate.”

Bob nodded, “Good idea. We can split the responsibilities too. Each of us could focus on one of the criteria – scope, schedule, cost, and so on. That way, no one feels overwhelmed, and we’re all accountable.”

Eva raised a point, “Let’s not forget about stakeholder satisfaction, though. We’ll need feedback from the classmates and Ms. James to know if we’re meeting their expectations.”

Diego laughed, “Stakeholder satisfaction is just a fancy way of saying ‘making everyone happy,’ right? I’ll be on snack duty. No one’s unhappy with good snacks!”

The group chuckled, and Anna wrapped up, “Okay, let’s finalize this plan. We’ll have daily check-ins, divide responsibilities for tracking success criteria, and keep an eye on stakeholder satisfaction. Anything else?”

Sara added thoughtfully, “Maybe we could create a checklist or tracker before the trip? Something we can all access on our phones to update progress in real-time.”

Bob grinned, “Great shout, Sara. I’ll set up a shared document. Easy-peasy.”

Eva looked around the group and said, “You know, I think we’ve got this. We’ve got a solid plan, clear goals, and now success criteria. If we work together, we’ll make this trip something everyone remembers for all the right reasons.”

Diego raised an imaginary glass and declared, “To the best project team ever! Let’s make it happen!”

Everyone cheered and replied in unison, “All for one, and one for all!”

4.9 Fundraising Plan: Where Could We Find Some Money

The following week, Anna and Bob had a meeting with Ms. James and Mr. Chen about the project’s status. Primarily, Anna wanted to discuss sponsorship and the best strategy for approaching potential sponsors. Because of her proactive approach, Ms. James again confirmed that Anna was a great choice for this assignment. She had even gone a step further by preparing the Sponsorship Offer for sponsors with her team. “Anna is really good!” Ms. James thought.

“Mr. Chen,” Anna looked in his direction, “do we have a strategy for approaching sponsors?”

“As a matter of fact, we do,” Mr. Chen answered, glancing at Mrs. James. “Remember what we did last year, Ms. James?”

“Yes,” she nodded affirmatively, looking at Mr. Chen, and then said, “Let’s explain it to Anna and Bob.” She started with explanation.

“Also, I must say that I am very pleased with what you’ve done so far,” Ms. James said to Anna and Bob. Ms. James began explaining to Mr. Chen, highlighting the well-prepared Sponsorship Offer by Anna and her team, and the options they had.

Then they continued discussing various strategies to engage sponsors.

“Let’s meet again soon to discuss the project’s progress.” Ms. James added as the meeting was coming to an end.

“Definitely, Ms. James,” Anna responded. “I will inform you about the steps we have taken. Also,” she continued, “when can you provide us with some progress on the sponsor search? The reason I ask is that I’ve heard some students are having difficulty paying for this trip.”

“Don’t worry, Anna,” Mr. Chen answered. “The school may have some additional funds to cover certain expenses if other options don’t work out. We will talk more about this.”

“Thank you, Mr. Chen. This is a real relief for me and my team!” Anna said, smiling brightly.

“Thank you, and see you soon!” she added, and left the office with Bob and enjoyed the rest of the day.

4.10 Conflict: Not Necessarily Bad

Diego began presenting the options for ‘where to sleep’. “I started by searching online and found two places that could work for us. The first is in the center of Middton, near the bus station, and the second is in the suburbs. Both include breakfast in the price, but there’s a big difference in cost. The city location is nearly twice as expensive as the suburban one. However – and this is a big ‘however’ – we’d save a lot on transportation.”

“Isn’t this decision your responsibility?” Eva asked, her tone dripping with sarcasm. “After all, the ‘R’ is next to your name on the Responsibility Matrix.”

Before Diego could respond, Sami cut in. “Most of the activities I’m planning are near the city center. If we’re in the suburbs, I’d have to replan everything to take account of the extra travel time. That’s not a small change.”

Diego shot Eva a sharp look. “Yes, Eva, I’m responsible. But that doesn’t mean I shouldn’t look for input. If I recall, you needed the entire class to vote to decide where we’d go.”

Eva crossed her arms. “Because that decision affected everyone. This one only affects you. Or at least, it’s supposed to.”

Diego was about to retort, but Sami jumped in again. “If we’re wasting time on buses, everyone will be affected. And longer travel means more money spent on transportation.”

“That’s assuming everyone wants to stay in the city,” Eva said. “Some people might prefer the quieter atmosphere in the suburbs. I know I would.”

Bob chimed in for the first time. “Suburbs could be nice, but do they have enough dining options? We’ll all need to eat, and I’m not sure a handful of cafés will cut it.”

Sara frowned. “What about the cost, though? Some of our classmates are already worried about how expensive this trip is getting. A higher accommodation price might mean some people can’t come.”

Diego replied, his frustration showing. “Yeah, well, Sami doesn’t care about that. His family has plenty of money.”

Sami’s face flushed red. Anna hoped he was embarrassed by Diego’s comment, but she feared he was becoming angry. She stepped in. “Sami, Diego. Let’s stay focused on the pros and cons of each option.”

Sami responded, his tone tight. “Fine. Here’s my point. If we go with the cheaper rooms, we’ll spend too much time commuting to all the places we want to visit. Long commutes will also cost more – money we could use for attractions. Diego, why not look for less expensive accommodation in the city center?”

Diego’s face reddened. “Do you think I haven’t tried? Even the travel agency couldn’t find anything else. Maybe you could come up with some fun activities in the suburbs?”
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“I want to stay in the city center,” Eva added. “There are way more restaurants to choose from. And frankly, if we spend so much time outside, the hotel quality won’t matter as much as location.”

“That’s easy for you to say,” Sara countered. “But we still must make sure it’s affordable for everyone. Some of us don’t have unlimited budgets.”

Diego added, “If we’re so worried about costs, maybe we should cut back on activities instead of fighting about where to stay. At least that way, everyone can go.”

“That’s ridiculous!” Sami said, raising his voice. “The activities are the whole point of the trip. What’s the point of saving money if the trip becomes boring?”

The room descended into overlapping arguments, with everyone talking over each other. Anna stood abruptly and raised her voice slightly to command attention without yelling. “This discussion has gotten out of hand. I’m adjourning the meeting now, and I want everyone to take some time to reflect on their behavior.

“I’m also going to ask Ms. James to join us after school tomorrow…”, the group groaned, “…to help us work through this situation.”

Sami looked as though he was about to say something, but Anna gave him a warning glare, and he thought better of it, staying silent.

4.10.1 What causes conflict

Anna stopped by Ms. James’s classroom early the next morning. She explained what had happened in the meeting, doing her best to remain calm and describe the situation objectively. As she finished recounting the heated arguments, she hesitated, unsure if she’d handled things the right way.

Ms. James listened attentively, nodding at key points. When Anna was done, she smiled gently. “Sounds like you’ve just experienced your first real conflict as a team leader.”

Anna sighed. “It felt more like chaos than conflict. I couldn’t get them to focus, and it felt like everything I tried just made things worse.”

“That’s normal,” said Ms. James reassuringly. “Team conflict can be tricky, especially when people feel strongly about their choices. It’s a sign they’re invested in the project, even if it doesn’t seem that way now.”

Anna raised an eyebrow. “I’m not sure everyone was as invested as they were upset.”

Ms. James chuckled. “Maybe. But conflict isn’t necessarily a bad thing. It can help surface important issues – if it’s managed well. Don’t worry, Anna. I’ll join your meeting today and help guide the discussion. Let’s see if we can turn this around.”

“Thanks, Ms. James. I appreciate it,” Anna said, feeling a weight lift slightly off her shoulders.

“Just remember,” Ms. James added, “conflict is part of leadership. The key is learning how to handle it constructively. You’ve got this.”


Conflict

A conflict is a significant disagreement between individuals or groups with opposing interests, opinions, needs, or principles. It often arises when people feel strongly about their positions, leading to the involvement of intense emotions.



When the team gathered that afternoon, the tension in the room was palpable. Unlike their usual meetings, where everyone crowded together at the front, the group was scattered, with each person sitting two or three seats apart. No one made eye contact, and the awkward silence hung heavy in the air. Ms. James took in the scene, observing their body language and the distance they’d put between one another. She sighed softly.

“Alright, team,” she began, breaking the silence. “Before we dive into what happened yesterday, I want to show you something.” She walked to the front of the room and turned on the projector, displaying the following slide:
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Figure 26 Stress and Conflict flow



The team shifted uncomfortably in their seats, curious but guarded. Ms. James pointed to the slide. “This is a snapshot of what conflict can look like. Whether it’s about differences in ideas, values, or emotions, every team faces it sooner or later. The question isn’t how to avoid conflict – that’s impossible. The real question is how we handle it.”

She looked around the room, making eye contact with each team member. “Today, we’re going to talk about what went wrong and how we can do better moving forward. But first, let’s start by acknowledging something: you’re all here because you care about this project. That’s a good thing, even if it doesn’t feel that way right now.”

The team stayed quiet, but some began to nod, the tension in the room starting to thaw ever so slightly.

“Anna has told me about what happened in your weekly meeting yesterday. I’d like to review that using this model.” She paused to let the team absorb the slide. “Let’s start in the upper left-hand corner. What was stressing each of you yesterday? Try to be honest. Don’t answer for anyone but yourself. Anna?”

Anna looked puzzled. She hadn’t been part of the conflict. “I don’t think I was stressed at all.”

“Are you sure?” asked Ms. James. “If you weren’t stressed, why ask me for help?”

“Okay. I guess you’re right. I was stressed by how everyone else was acting. I tried to get them to focus …”

Ms. James cut her off. “Hold that thought. ‘Trying to get them to focus’ comes later. Diego: what stresses were you feeling?”

Diego responded quickly as always. “I was asking the team for help, and all they were doing was criticizing.” Eva started to say something. Ms. James put a finger to her lips and gave Eva a sharp look. “Sara?”

“I wasn’t stressed. I just wanted everyone to get along.”

“Isn’t that a kind of stress?” asked Ms. James. Sara thought for a minute, then nodded her head in acknowledgement.

“We’ve already talked about ‘thought patterns’”, said Ms. James, “even if we didn’t use that phrase. You saw how different you were on the DISC Model. We talked about diversity and culture. Those differences are our ‘thought patterns’. Those differences are why we react to stress differently.”

Ms. James looked at Bob. “Bob, you don’t appear to have been involved too much in the conflict. Can you tell us what you saw in terms of reactions?”

“Do I have to?” asked Bob.

“No. I can ask someone else. But it would be good if you could share what you saw.”

Bob had to think for a few minutes. The room was silent. “What I observed … I really hate to say this … but … I would call what I observed ‘personal attacks’. Diego was accused of not doing a very good job. Sami was accused of being selfish.” Both Diego and Sami started to respond. Ms. James held up her hand for them to be quiet.

Ms. James smiled and nodded her head. “Those are what we call ‘destructive’ reactions. And they lead …” she pointed to the two fists clashing. “… to conflict.”

4.10.2 What to do about conflict

“What can we do about it?” Anna asked, her voice tinged with concern. “I thought that different opinions should lead to better solutions? Isn’t it important to encourage open discussions?”

Ms. James nodded immediately. “Oh, you’re absolutely right. Different perspectives do lead to better solutions. And open discussions are crucial.” She paused, her tone becoming more serious. “But personal attacks are not open discussions. They cross a line and are wholly inappropriate.”

Sami and Diego exchanged a glance. Both mouthed a quiet, “Sorry,” to each other, a small gesture of acknowledgment.

Anna pressed further. “But what can we actually do about it? What can I do about it, as the team leader?”

Ms. James smiled gently. “I’m glad you asked. Let me show you something that might help.”

She clicked to the next slide, which was titled ‘Conflict Resolution Approaches.’ At the bottom of the slide was a small footnote: Based on the Thomas-Kilmann model.
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Figure 27 ‘Conflict Resolution Approaches’



“There are five major categories of conflict resolution approaches,” said Ms. James, gesturing toward the slide. “Different authors might use slightly different terms, but the concepts remain the same. For example, if Diego had walked out of the room yesterday, we could describe that as avoiding the conflict or withdrawing from it.”

Sara raised her hand. “Is there a reason for the order of these approaches?”

Ms. James nodded. “Absolutely. While all the approaches have their place, problem solving, or the Collaborating approach, is generally considered the best. It focuses on finding a solution that satisfies everyone, strengthens relationships, and encourages teamwork. But,” she added, “it’s not always possible. Collaboration takes time, effort, and a willingness from everyone to work together – and that’s not always practical in every situation.”

She pointed back to the slide. “The other approaches each have their strengths and weaknesses. For example, compromizing can be a faster way to find middle ground, but it may leave people feeling only partly satisfied. Competing might be necessary when urgent decisions are needed, but it can damage relationships if overused. Accommodating can help preserve harmony, but it risks leaving some voices unheard. And sometimes, avoiding is the best short-term option, especially when emotions are running high, but it rarely solves the underlying issue.”

Ms. James paused and looked around the room. “The key is to understand the situation and the people involved. No single approach is perfect, but by choosing wisely, you can manage conflict in a way that aligns with your goals and the needs of the team.”

4.10.3 Solving the conflict

“Okay, team,” Anna emphasized the word team as she looked around the room, locking eyes with each person. The tension was easing, and a few tentative smiles appeared. Encouraged, Anna continued. “Let’s start over. What exactly is the problem?”

Sami raised his hand. “The problem is, we’re stuck with two bad options. It’s not clear which one is the least bad. Diego, would you agree?”

“Absolutely,” Diego replied. “Either we spend a lot of money to stay in the city center or lose hours each day commuting from the suburbs.”

Ms. James looked at Anna. “May I offer a suggestion?”

“Of course,” Anna said.

“When you’re problem-solving or negotiating, a useful technique is to brainstorm new possibilities. Right now, we’re locked into two options. Could there be a third? Or even a fourth?”


Brainstorming

Brainstorming is a way to generate many ideas to solve a problem. Everyone shares their thoughts, no matter how big or small, and no one judges whether the ideas are good or bad. The goal is to think creatively and explore different possibilities together.



Eva frowned. “We did think about looking for other places, but Diego said there weren’t any.”

Diego nodded quickly. “There aren’t – at least not in our budget range. Trust me, I’ve checked.”

Sara tapped her pen on the table thoughtfully. “What if we compromize and choose somewhere just outside the city center? Not as far out as the suburbs, but close enough that transportation won’t be a huge issue.”

Diego tilted his head. “That’s an idea. It’d still cost more than the suburbs, though.”

“Maybe not,” Sara countered. “What if we found a smaller guesthouse or split into smaller groups for lodging? It might be cheaper than a big hotel in the city.”

Anna hesitated. “That could work, but coordinating everyone at different places might get messy.”

Eva offered another idea. “What if we limit how much we use buses? Maybe we plan fewer activities far from where we’re staying or rent bikes to get around. That could cut down on travel time.”

“That’s creative,” Diego said, “but some people might not want to bike everywhere. And the weather could be a problem.”

Ms. James stepped in. “These are all great ideas. Remember, even if a solution isn’t perfect, it might lead to other options. Don’t dismiss something just because it’s not ideal.”

Diego grinned, trying to lighten the mood. “Well, if we’re being creative, what about staying at a school dorm? Cheap, central, and no buses needed.”

“Not bad,” Sami said, “but school dorms might not be available – and I don’t think everyone would be comfortable sharing with strangers.”

Ms. James smiled at the energy in the room. “Here’s another thought: what if you split your time? Spend part of the week in the suburbs and part in the city center?”

Sami’s eyes widened. “That could work! We’d save money for part of the trip but still be close to everything for the other part.”

Anna nodded thoughtfully. “It would take some extra planning – managing two accommodations, arranging transportation – but it’s definitely worth exploring.”

The team buzzed with excitement as they worked through the details, sketching out rough ideas for how to make the hybrid solution work. By the end of the meeting, the conflict felt like a distant memory, and everyone was optimistic about their new plan.

“Great job, team,” Anna said with a genuine smile. “Let’s take the weekend to think this through and finalize it next week.”

Diego had another idea. “I know! We could rent tents and sleep in a downtown park!” Much to Diego’s disappointment, no one laughed at his joke.

Sami slapped his forehead. Hard. He hit himself so hard he cringed a bit with the pain. “That’s a brilliant idea!”

They still had to work out the details – dealing with two places to stay, arranging buses for the days in the suburbs, updating the budget – but the conflict had been resolved. Everyone headed home to enjoy their weekend.
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5 Act

Anna and the team have now put a lot of effort into defining the project. They are ready to Act – to make the trip a reality! They have accepted their responsibilities. They have a budget and a schedule. They have a risk register and a responsibility matrix. They have learned a lot about conflict resolution. Nice work!

In this chapter, you’ll learn about:

• Let’s review our progress on the planned activities

• Keeping track

• Change requests

• And here we go!

• Contract administration

• Oops! What happened?

Are there more challenges for the team? Let’s see!

5.1 Let’s Review Our Progress On The Planned Activities

Anna was excited as she looked over the spreadsheet Bob had prepared to detail the project’s progress. “Bob, this idea is absolutely brilliant!” she declared.

“It’s incredibly user-friendly!” Diego added with smile. “You all know I’m not the best with computers, and this is a ’piece of cake’ for me.”

“Yeah, yeah, we know,” the rest of the team chuckled.

Following an exhausting day with the team, during which they reviewed the progress of each activity – determining what was completed and what still required attention - and engaging in a brief but spirited debate over the incomplete activities, Anna planned to meet Ms. James the very next day to update her on the project’s progress status.

When Anna entered the school hall the next morning, she noticed Ms. James at the end of the hallway, near the principal’s office. “Ms. James, Ms. James!” she loudly called her.

Ms. James recognized Anna’s voice and turned to her direction. “I’m here, Anna, I hear you,” Ms. James replied, a bit taken aback by Anna’s loud greeting. “Anna is usually so quiet, so I wonder what happened that she’s shouting in the school halls,” she thought to herself.

When Anna heard Ms. James’s response, she felt a bit embarrassed. She approaches her. In her excitement, she hadn’t thought about how loudly she was speaking.

“I’m sorry for addressing you so loudly,” she said. Ms. James nodded in understanding.

“I have a question for you”, Anna addressed Ms. James.

“Go ahead, please”, responded Ms. James.

“Yesterday we had a team meeting. We reviewed the activities we had completed so far,” Anna paused before continuing, “but we realized that we couldn’t start the next phase of Act if we hadn’t finished everything in previous Define phase, or can we?”

“Of course, you can,” replied Ms. James. “When implementing a project, it’s not necessary to finish one phase of the project or one activity before starting another. Each activity has its own dynamics.”

“Please come to my office in half an hour so we can continue this discussion,” added Ms. James. “It’s too crowded to talk about this in the school hall. Also,” she added, “it would be great if the whole team could attend the meeting.”

“Alright, see you in half an hour,” Anna agreed, adding, “And, again my apologies for being too loud before.”

“It’s all right,” said Ms. James, and continued into the Principal’s office.

5.2 Keeping Track

“Here we are.” Anna said entering in Ms. James office with whole team. Once everyone was seated around the large table, Anna positioned herself next to Ms. James, with Bob sitting close to the two of them, ensuring that they had a clear view of the spreadsheets that he had prepared.

“We’re meeting each week – like today! – and the team tells me what they’ve finished. We put all information in the spreadsheet that Bob created with all the activities. I place an ‘X’ next to each one that’s done.”

Ms. James smiled. “That’s a good start but let me take a minute to explain why more detailed monitoring and control is needed.”


Monitoring and Control

Monitoring involves tracking the progress of the project to help identify problems before they become serious.

Control means taking action to address any problems identified.



She took a deep breath and went to one of the whiteboards in the room with a marker.

“When someone is new to project management, they tend to imagine that their project will be one straight line.” She drew a line from the lower left to the upper right. “Here …”, she drew a stick figure at the lower left, “… is you at the start. And here …”, she drew another stick figure at the upper right, “… is you at the end.” She added a target and labeled it ‘goal’. “It’s absolutely normal to expect that everything will go exactly according to plan. But once the project is underway, things never go exactly according to plan.”
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Figure 28 Overcoming Obstacles to Achieve Goals



She drew a squiggly line that went under and over the straight line. “This is what the reality of most projects looks like. For example: maybe you underestimated the cost of your meals or maybe someone on the team doesn’t deliver the results expected and that causes a problem.”

Ms. James looked around the room to see the team’s reaction to what she was explaining. Diego and Sara looked at each other, trying to understand why she took “meals” as an example. Bob, Diego, and Eva looked at Anna wondering who Ms. James was referring to when she gave an example of “someone not delivering results”.

“Does that mean we chose the wrong places and prices for the meals?” Anna asked. “Does that mean I’m not doing my job properly?” She was bit angry.

“Dear Anna, I used that as an example.” Ms. James quickly reassured, noticing the entire team looking relieved. “Deviations from the correct path can vary, but it’s always important to recognize them and make adjustments. When they reconnect with the correct path, the project returns to the desired course.”

“Some costs may be underestimated, some may be overestimated, and some activities may be unrealistic to organize, leading to poor quality results.”

“I’m happy to have you come to me if you need help. For example, if you think you need to add someone to your team … or if you’re having problems booking a museum … that sort of thing. But I also want to be able to see that good things are happening. It helps me sleep at night.” She went to her computer and projected a form. “Basically, I’d like you to use our standard Project Status Report.”
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Figure 29 Project Status Report



“Before we start entering the data in the table, let me explain what each column means:

• Activity – list all the activities from the WBS.

• Budget – the total amount of funds you planned to spend on each activity.

• Spent up to date – the amount of funds spent so far up to the submission of this report.

• Deadline for the Activity – the date by which each activity should be completed (copy from the Schedule).

• Current estimation– if the completion date of the activity does not match the Schedule, enter the date when the activity was completed (before or after the action deadline).

• Comment – put any comment relevant to the activity.

Everyone on the team was staring at the screen. Ms. James chuckled and said, “Let me start by explaining the reason for the report. Basically, it helps the school’s administration understand what’s going on. Mr. Chen gets this report from the other project teams as well. It also helps the project sponsor – in your case: me – understand what’s happening.”

“What you see here is a report prepared by Mr. Chen. Does it look familiar to you?” Ms. James asked.

“The items are similar to the ones we identified!” Sami exclaimed excitedly.

“Exactly, because it’s the same project. The report I just showed you was prepared and filled out by Mr. Chen as an example of how it should look. Since he started working at the school,” she continued, “many things have changed in terms of the project management of the projects the school organizes.”

“What do you mean by that? How has it changed?” Anna asked.

“Well, he has organized all the school projects, and for us employees it has become much clearer what and how we need to do things. After working with him, we realized that documentation is very important. Also,” she looked at the whole team, “ he has created a training program for school administration and professors on project management, which has proved to be very successful and desirable. Before we didn’t have much knowledge in that area.”

“Well, that’s great,” Anna said. “We’ve learned a lot since we got involved in organizing our trip.”

“Exactly.” Ms. James confirmed. “Let’s fill out the table together, which you will update every week. Now we’ll go through all the items you discussed so you’ll know how to do it yourselves in the future.”

Everyone gathered around Bob. He was proud of himself because he was in charge of reporting and finances. He already had a lot of data collected from team members, which he entered into the table. When he finished, he proudly said with a smile, “Done!”

“Bravo, Bob!” Anna praised him.

“This is easy!” said Bob.

“Ms. James, from now on we will regularly submit the report to you,” Anna said.

“Great. Thank you, Anna and the team.”

“Will you forward it to Mr. Chen, or should I also send it to him?” Anna asked at the end.

“I will send it to him,” Ms. James replied.

“Okay,” said Anna as she left the office with her colleagues.

As the door closed, Ms. James thought and smiled with satisfaction, “There will be something from them!”

5.3 Change Requests

“Anna, you were looking for me?” said Ms. James.

“Yes, Ms. James,” Anna said. “I think we have a small problem.”

“What happened?” Ms. James asked with a worried expression.

“When I distributed the list of rooms allocated to the students, they started complaining about the room arrangements,” Anna said. “A large number of them asked to be moved from double and triple rooms to single rooms. Also, two boys requested to be together in the same room and not be with the assigned colleagues.”

“I’m telling you all this because any changes will lead to an increase in the budget for accommodation,” she continued, “and you know we are very tight on money for that, and we have budgeted exactly as much as we agreed upon.”

“Okay, it’s a problem, but it is not something we cannot solve!” Ms. James calmly said to Anna, gesturing for her to sit down.


Change Request

A change request is a request to modify either the project plan or the characteristics of the project result. Change requests should be properly reviewed and approved. An approved change will usually affect the budget. It may also affect the schedule, the work, the risks or risk responses, or the success criteria.



“What are we going to do?” Anna asked. “What I am sure of is that we cannot allow mixed-gender rooms. That is not acceptable!” she emphasized.

“We’ll handle that easily,” Ms. James said with a smile. “But let me show you how to deal with changes on a project.”

Ms. James opened a spreadsheet on her computer and showed it to Anna. “This is called a ‘Change Request Log. It’s where we log all the change requests.”

“To make a change, you have to fill out this Change Request Log and submit it for approval.”

“The exchange of rooms between students has no impact on the project, so you don’t need to put that here, but if any other situation arises that has an impact on time, cost or scope, whether it’s a request from someone or a response to unforeseen circumstances, this must be recorded, its impact measured, and it must be subject to formal approval,” Ms. James continued.

“But if the changes have an impact on the cost, how can I approve them if I don’t have any budget left?” asked Anna.

“Dear Anna, you didn’t look closely at the column indicating who approves changes,” Ms. James replied with a smile.

Anna looked at the document again and saw that the Sponsor approves changes. A look of relief crossed her face.

“Thank you, Ms. James,” Anna said. “I will send the instructions for change request via email to everyone who is going on the trip. If anyone wants to request a change, they should submit an official request so we can review it.”

“A brilliant decision! I’m proud of you all!” Ms. James said.
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Figure 30 Change Requests Form



5.4 And Here We Go!

The day was bright and sunny. Just like that day so many months ago when Anna walked into Ms. James room and learned that she would be project manager to this event. Finally! The trip is underway!

The buses were parked outside the school. The team was there to supervize the loading. They all had a small suitcase. Everyone on the team was smiling and excited. It wasn’t long before the rest of their classmates arrived. There was electricity in the air. The atmosphere was euphoric!

Sara, Bob, and Diego stood in front of the first bus. Diego was calling out the names of the students who were supposed to board on this bus. Eva was calling out the students for the second bus. Suddenly, there was a commotion, and one girl refused to board the second bus because all her friends from class were on the first bus. It ended in tears. Anna approached Ms. James to ask what to do. At that moment, the girl’s crying turned into heavy breathing. She has asthma. Everyone panicked except Sami. He took the medication that the girl’s parents had given him from his bag and handed her the inhaler. After one puff, everything returned to normal. Diego agrees to swap with girl, and she moved onto the first bus where she joined her friends.

“How did you know she had asthma?” Ms. James asked Sami.

“When we were preparing the Safety Plan, all the students had to bring a signed paper from home indicating whether or not they have any health problems. If they do, and if they wish, they could provide backup medicine. Her parents did that because they knew she sometimes had panic attacks, and someone else needed to give her medicine,” Sami explained.

“You did a great job, Sami,” Ms. James said, nodding her head. “Can I see the list of children whose parents reported having a health problem again?”

“Here you go!” Sami handed her the list. “But you don’t need to worry, everything is under control!”

Ms. James smiled and got on the first bus. They all set off.

“Finally!” Anna thought.

Everyone was completely exhausted by the time they reached the hotel. They all slowly headed to their rooms, dragging their bags. Anna checked in with the team to see if there was anything she needed to know. There wasn’t, so they all went to bed, agreeing to meet at breakfast to discuss the day’s schedule as previously planned.

5.5 Oops! What Just Happened?

It’s Day Four, and the plan for today is to spend all day at a local art museum and botanical garden. Breakfast is over, and everyone can’t wait to leave hotel. Everyone headed towards the nearest city bus stop.

Anna is following the bus’s progress on her phone. The museum is just around the corner!

Wait! Fire trucks?

As they turn the last corner, Anna can see that the museum entrance is blocked by fire trucks and ambulances. A lot of people are wandering around aimlessly. Anna and Ms. James get off the bus and look for someone who might be in charge.

Ms. James approaches one of the firefighters. “What’s going on? We have reservations to visit the museum. With 70 people!”

“I am so sorry”, the firefighter replies. “There was a fire in the museum last night. Looks like an accident, not arson. But there is massive damage. I’ll find someone from the museum for you!”

After a few minutes, a man approaches them. He is wearing a name tag that confirms he is the museum director. “I am so sorry”, he says. “Nothing like this has ever happened here before!”

Anna was so upset she thought she wouldn’t be able to say a word. But she did. “I’m so sorry about your museum. How are the exhibits?”

“Thank you for asking. Fortunately, we have an excellent fire suppression system installed, so the damage wasn’t as bad as it could have been. We did lose several paintings. And we’re still assessing the water damage.” He paused. “But I feel terrible for you and your classmates! We’ll be closed for at least a week! I’m guessing you can’t come back when we re-open?”

“No. That’s not an option”, Ms. James replied. “Let me discuss this with Anna and the rest of our team. We’ll get back to you just as quick as we can.”

“Great!” the Director said. “In the meantime, your group is welcome to a cup of coffee at the restaurant around the corner. At our expense, of course.”

“Thank you again!” Anna and Ms. James spoke in unison.

“This is terrible, what happened!” Anna said, looking at her phone.

“What’s the plan?” Ms. James asked.

“When we were making the plan, we booked two activities in parallel!” Anna explained slowly.

“What do you mean, ‘two activities’ at the same time?” Ms. James asked, confused.

“You see,” Anna began to explain, “we couldn’t book the museum for the entire group because the tickets were already sold out for that term, so we booked a visit to the large botanical garden, which is a five-minute walk from the museum, as well. ”

“Why didn’t you tell me when we were going through the whole program that it wasn’t for the entire group, but only for half?” Ms. James asked. “I understood that we were going to finish museum first and then go to the botanical garden?”

Anna blushed. “We didn’t know how to plan the day for whole group, because everything was booked. It’s some local festival here this week. So, we decided to divide the group into two smaller ones, so that all the students could enter both spots: the museum and the botanical garden. I mean, we could all have gone to the botanical garden together, since there was no visitor limit, but our goal was to visit the museum as well, which is the oldest in the region. Also,” Anna continued, “one of these options was our backup plan in case the other got canceled!”

“Okay, then.”

“I’ve already contacted the botanical garden, and they said we can all enter together at the time we booked for the first group,” Anna replied.

“Good Anna,” said Ms. James. “But I must emphasize,” Ms. James glanced sternly at Anna, “you should have told me that you planned the museum visit this way. The sponsor needs to be fully informed about the project’s activities.”

“But okay, never mind.” She continued, “in the situation we found ourselves in, this was a good backup plan!” and finished her speech with smile.

“I’m going to inform the others to get ready to leave. And, if I may say - it will be nicer when we’re all together!” Anna said cheerfully.

“Ok. I’m going to thank the museum director for the coffee! See you in two minutes at the corner of the building,” Ms. James said as she headed to the museum to find the director.
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6 Wrap-It-Up

The buses returned on a Saturday evening. Anna spotted Ms. James in the corridor the following Monday. “What a brilliant trip! It was an amazing experience … but I’m relieved it’s done!”

“Not quite,” replied Ms. James. “You still need to ‘wrap it up’. What’s left is what we call ‘project closure’.”


Project Closure

Project closure is the final phase in the project life cycle. It involves documenting lessons learned, wrapping up any loose ends, and obtaining formal acceptance of the results of the project.



Ms. James continued, “Project closure might seem like a bit of admin. After all, the trip is done, and the goal was achieved. But the school wants to make sure your team’s valuable experience is documented for future trips!”

What will we cover in this chapter?

In this chapter, we will explore the five essential steps that will guide Anna and the project team to the final completion of their project!
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Figure 31 The Five-Step Process for Project Closure



Project closure:

• Helps to ensure that all planned work has been completed.

• Allows the team to review and evaluate the project’s performance to confirm the project success or fail.

• Provides a knowledge base of lessons learned for helping future project success.

• Verifies that you have received final sign-off and approval from all parties.

• Ensures proper archiving of project documentation (for possible future needs).

• Includes celebrating the work of the team!

6.1 Step 1 – Did We Do Everything We Planned To Do?

Anna dropped a message in the team’s group, asking everyone to meet on Tuesday after the trip. Luckily, everyone was free and agreed to the plan.

When the meeting kicked off, Anna got straight to the point. “I bumped into Ms. James yesterday. She reminded me that just because the trip is over, it doesn’t mean that the project is finished. We still need to ‘wrap it up’.”

“Obviously,” said Bob. “That was in our WBS.”

Anna had been thinking about how to split up the remaining work. She started assigning tasks to the team.

“Sami,” she said, “can you go over the WBS and our last status report? Just check if there’s anything left that we still need to tick off.”
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“Bob and Eva, can you go over our budget and cross-check it with the school’s invoice records?” Anna handed Bob a report she had requested the day before. “Make sure all invoices are correct and approved for payment, and let us know if there’s anything still outstanding.”

Turning to Sara, Anna added, “Can you gather any physical documents we created during the project?”

Sara raised an eyebrow, clearly puzzled. “You know,” Anna explained, “things like the Project Canvas, the RAP matrix, paper invoices … anything like that.”

Sara nodded but hesitated. “Do you think we missed anything?” Anna paused to think. “No, I don’t think so. Everything that was on a sticky note was probably captured either electronically – like the WBS – or on paper, like the Canvas. But just to be safe, go through the WBS and double-check that we have everything we need. It might also be a good idea to organize the documents by WBS element.”

Sara had one final question. “What should I do with the documents once I’ve collected and organized them?”

Anna considered Sara’s question for a moment. “Good point,” she said. “Once you’ve organized the documents, let’s store them properly so they’re easy to find later. Maybe scan anything important and upload it to our shared drive. That way, we’ve got a digital backup if we ever need to refer to it again.”

Bob chimed in, “Should we create a folder structure on the drive based on the WBS? That way, everything is grouped logically, and anyone can find what they need.”

“That’s a brilliant idea,” Anna agreed. “Let’s make folders for each WBS element and save everything there. Oh, and Sara, for the physical copies, let’s label them clearly and put them in a file or binder. We can hand it over to Ms. James or the admin office once we’re done. Just name it PROJECT: School Odyssey”

One hour later, Anna looked around the room as Sara closed her laptop. “Looks like we’re done with the documentation review. Great work, everyone!”

Bob added, “We’ve organized everything into the shared drive, and the binder is ready for Ms. James. That’s one big task out of the way.”

Anna turned to Eva. “Can you create a survey for the group?” she asked. “We need their feedback before our next meeting.”

Anna chimed in, “The survey is important for gathering feedback from both our classmates and Ms. James. For the classmates, it’ll focus on their experience during the trip – what went well, what could be improved, and their suggestions for future projects. For Ms. James, we’ll ask about the planning and execution – how well we followed the WBS, our performance as a team, and any recommendations for improvements.”

Eva added, “I’ll make sure the questions are tailored for both groups and send out separate links for the classmates and Ms. James.”

Eva nodded. “I’ll have the survey ready to go and I’ll send it out to the group tonight so we can gather their feedback before our next meeting.”

“Perfect,” Anna said. “Let’s meet in two days at the same time to review the survey results, confirm the budget, and finalize the closure report. We’re almost there!”

The team agreed, gathering their things as they prepared to wrap up for the day. “See you all tomorrow!” Anna said as they headed out, ready to push the project to its conclusion.

6.2 Step 2 – How Did We Do?

The next day, everyone arrived at school on time.

Diego asked Anna, “Would you call this project a success? A big success or just a small one?”

Anna smiled and replied, “We’ll answer that very soon.” She continued, “We’ve completed the first step of Project Closure, but now we need to move on to a more challenging step. To answer Diego’s question, we need to check a few key things:

• Did the project meet its goals?

• Did it stay within scope, budget, time, and quality expectations?

• Did the trip meet everyone’s expectations, and are our schoolmates satisfied?”

Anna then explained, “To figure this out, we’ll analyze the core elements of the project: scope, time, budget, and quality. After that, we’ll discuss everything as a team and prepare the Final Report.”

She emphasised, “This step is crucial and needs to be done as a team. We’ll look at everything we achieved during the project, including how we managed risks, how well we worked together, and whether we met the success factors we set at the start.”

Anna reminded the team of the key success criteria: Scope, time, budget, stakeholder satisfaction and risk management.

“All of this will help us create a Final Report that outlines what we achieved, how resources were used, the final costs, and whether the project was truly successful. So, let’s get started!” she concluded.

Anna said, “Before we start the assessment, I’ll share a checklist I prepared last night to keep us organized and efficient. The checklist includes key questions for each project element.”
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Figure 32 Post-Project Review Checklist



Sara suggested, “Why don’t we write our answers on sticky notes and group them by topic? Then we can discuss and finalize each one.”

Anna nodded in agreement. “Brilliant idea! Let’s get started.”

The team set up a flipchart for each topic from their checklist, ensuring every element of the project was clearly organized. With their charts ready, they began writing their thoughts on sticky notes, addressing each question collaboratively.

Spreading out across the room, they carefully placed their sticky notes on the relevant flipchart. There were quiet conversations and tentative efforts to group similar ideas together under each topic. After about thirty minutes, movement had stopped, and the room was filled with colorful notes and neatly arranged charts.

6.2.1 Discussion on scope

“Shall we start the discussion?” Anna asked. The team nodded, ready to dive in. Leading the group, Anna approached the flipchart labeled “Scope,” and the others followed, prepared to share their insights.
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Eva was standing nearest to the flipchart, so she summarized its contents. “It seems we all agree that we achieved everything we planned. There’s also agreement that we had to handle a few things we hadn’t planned for. Any thoughts on why that happened?”

Sara responded to Eva’s question. “I reckon most of the unplanned work came from risks we didn’t identify beforehand. I think that lesson is already noted on the ‘Risk’ flipchart, but there’s no harm in capturing it again here.”

Sami chimed in, “Based on what we’ve learned about project management, I’d say this is pretty normal. It’s difficult to foresee everything that might come up.”

The team nodded in agreement and moved on to the next flipchart.

6.2.2 Discussion on time
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This time, Diego took the lead in summarizing. “As we mentioned earlier, there were some extra activities that weren’t part of the original plan. These activities needed extra effort from a few team members, which made the project more stressful for us.”

6.2.3 Discussion on budget

Bob took the lead for the budget sheet. “Additional activities almost always mean additional cost. Our contingency was 10%, but that wasn’t quite enough. We underestimated how much food would cost.”

“We also underestimated the number of rooms we would need. That wasn’t a huge impact, but it did contribute”, said Diego.
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6.2.4 Discussion on risk management

Anna began the discussion. “Let’s start with the positives. One thing we did well was ensuring there were no hospitalizations or major safety incidents during the trip. That’s a big success for our risk management.”

Sara nodded. “Absolutely, that shows we got some things right. But it’s clear from the challenges we faced that there’s still a lot we can improve on. For example, we didn’t identify enough risks during the planning phase, like the museum fire.”

Eva added, “And when those unexpected events happened, we didn’t always have clear contingency plans in place. That left us scrambling at times, which was stressful.”

Sami chimed in, “I think part of the issue was how we assessed risks. We focused too much on how likely they were to happen, without giving enough attention to how severe the impact would be if they did.”

Diego agreed. “Exactly. Take the museum fire – it was an unlikely event, but the disruption it caused was huge. If we’d planned based on potential impact, we might have allocated more budget or adjusted our schedule to account for surprises like that.”

Anna summarized, “So while it’s great that we avoided major safety incidents, we need to improve our overall risk identification and prioritization. Maybe next time, we could bring in someone with more experience in risk assessment to help us during the planning stage?”

The team nodded, agreeing that enhancing their approach to risk management would be a key focus for future projects.
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6.2.5 Discussion on teamwork

Sara began, “We had more than a few conflicts, but I think we handled them well, especially after Ms. James helped us resolve the conflict over where to stay.”

“I agree,” Anna added. “We got much better at problem-solving after that.”

Sami spoke up, “Let’s be honest – when it came to communication, some of us talked too much. I’m not naming names!”

Eva laughed. “No, Sami, some of us were constructively resolving issues. Others – I won’t say who – just liked hearing their own voices!” Everyone chuckled at her comment.

Diego then said, “There were also times when I didn’t get the information I needed on time.”

The group shared a laugh and agreed, noting this as an area they could improve upon.

[image: ]

6.2.6 Discussion on Project Success

Anna began, “We’ve now analyzed scope, time, budget, risk management, and teamwork. Looking at the success criteria, we’ve mostly satisfied them. We did go a little over budget, and there’s a clear need to improve in risk management, but overall, the project was a success. The two main criteria for evaluating satisfaction – our classmates and Ms. James – indicate that they were happy with the trip as a whole.”

Diego added, “While there were some challenges, like satisfying everyone’s food tastes, which only scored 4 out of 10, the overall ratings were still positive. Most of our classmates were satisfied with the trip, and their feedback confirms that we delivered on what mattered most.”

Sami said, “The hotel was definitely a highlight for them. They gave us 9.2 out of 10 for the accommodation, which is a fantastic result.”

Eva joined in, “There were a few small complaints, like about the breakfast, but as Sami said, the results were great overall. Honestly, with ratings like these, I think we could consider event planning as a career option!”
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6.2.7 Lessons learned

Anna concluded, “Now it’s time for us to summarize what we did well, what we should have done differently, and the lessons we can carry forward for future projects. This is what’s called lessons learned, and it’s an essential part of improving for next time.”


Lessons Learned

Lessons learned are knowledge or understanding gained from one project that can be used to improve the results of future projects.



The team agreed, ready to reflect and formalize their key takeaways.
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Anna said, “Let’s turn what we’ve learned into recommendations for any future team or project leader. The most important thing is to make risk management a priority. Teams should think about potential problems in advance and have plans in place, even for unlikely but high-impact situations.”

Eva added, “Clear communication is just as important. Future teams should agree early on how to share updates and resolve disagreements. This helps everyone stay on the same page and avoids misunderstandings.”

Sara said, “Teamwork and adaptability are our biggest strengths. Even if a team is just getting to know each other, it’s important to create a positive, supportive environment. A strong team can handle almost any challenge.”

Sami concluded, “Flexibility is crucial too. Unexpected things will always come up, but a team that’s ready to adapt can handle them much more easily.”

Anna wrapped up, “So, to summarize: focus on risk management, develop clear communication practices, build teamwork, and stay adaptable. These are the key lessons that any future team or leader can use to make their projects run more smoothly.”

The group agreed that these insights would be valuable for any future projects.

6.3 Step 3 – Final Report and Sign Off

Before they broke up, Anna reminded them of the need for a Final Report to submit for final acceptance. “The school has a standard report that is required from all project managers. We’ve generated most of the information already.

Is anyone willing to transfer all this to the report form?”

Bob and Eva responded in unison, “We’ll do it!”

After half an hour of working on the report, Bob looked up and said to everyone, “We’re done. If you have anything to add, feel free!” With that, he proceeded to display the Final Report on the screen in the classroom.
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Figure 33 The Project Final Report



Anna said, “Great job my friends! Now we need approval from Ms. James, and then we’re really done!”

On Monday, the team reconvened at the end of the day and went to find Ms. James. They found her in the hall outside of the school’s administrative offices chatting with several other teachers.

“We’ve finished our Final Report!” Anna said excitedly. “We need you to sign it, then we’re done!”

“Is it okay if I read it first?” asked Ms. James. Anna turned and looked at the other team members. Diego was looking thoughtful as if there was really a decision to be made. The others were all nodding their heads ‘yes’.

“I guess so”, said Anna.

Ms. James headed into the administrative offices to find a computer to read the Final Report. It didn’t take her long. When she came out, the team was still waiting. Ms. James made them wait a bit longer.

Sara broke first. “Well?!”

“I am very proud of your work. When you started, you knew almost nothing about what to do. You learned on the job. You made far fewer mistakes than I expected. You worked well together. You delivered an excellent trip for the school and for your classmates.” said Ms. James.

She added, “It is a great honor for me to approve the completion of the ‘School Odyssey’ project and to congratulate all of you.” The team was giving each other high-fives as she spoke. “The school will issue a certificate for your contributions to such a demanding project. The recognition will include all the competencies that you have built for yourselves by delivering this project. Congratulations! And don’t forget to add this experience to your CV!”
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Mr. Chen had come out of the administrative offices to join the mini-celebration. “Did Ms. James tell you that there was one more step before your project was finished?” All six groaned in unison. “The school’s procedures require the project sponsor to sign our project sign-off form before the project is officially complete.”


Project Sign-off Form

A project sign-off form is used to obtain official approval from the project sponsor that the project is complete.



Sami noticed Mr. Chen smiling and asked him the right question. “Can Ms. James just sign the Final Report?”

Mr. Chen answered, “Of course she can.”

Ms. James was grinning broadly by now. “I already signed it!” she said, and everyone applauded!

6.4 Step 4 – Archiving Project Documentation

There was actually another step that the team didn’t see. Anna had given Mr. Chen the portfolio that Sara had prepared, and the USB drive that Diego had created. When Bob confirmed that everything had been done, Mr. Chen asked him to write and sign a short note to that effect. Mr. Chen added it to Sara’s file.

After Ms. James signed the Final Report electronically, Mr. Chen added it to ‘School Odyssey’ folder and moved it to the school’s cloud account. And just to be safe, he printed it and added it to the project’s portfolio.

6.5 Step 5 – Let’s Party!

A few days after the project’s completion, Anna organized a party to celebrate the team’s success. As she invited them, she gave a short speech.

“Our first project has been completed successfully. There were some difficulties, but we overcame them and reached our goal. Even the paperwork is done. It’s time to kick back and celebrate – we’ve earned it!”

Sara grinned and asked, “Are you telling me it’s time for adjourning?”

Anna laughed. “I hadn’t thought of it that way, but I guess so! My friends, we worked together, we were tired together, and we shared moments of happiness and frustration. We are a team, and I want us to celebrate – I mean adjourn! – as a team! So now … let’s go dancing!”

The team cheered, ready to enjoy their well-deserved celebration.

And so, they all went dancing … together … as a team!

6.6 A Word About Adjourning

We left our team celebrating on the dance floor, but here are answers to two key questions:

• Do project teams really go dancing?

• Is adjourning insignificant for some projects?

In project management, celebration is more than fun – it provides closure. It helps team members recognize the project is complete and shows appreciation for their efforts, boosting satisfaction and leaving positive memories. Whether it’s a party, certificates, or thank-you messages, recognizing contributions is vital.

For the School Odyssey team, adjourning was simple – they finished together and celebrated. But in cases where a team member leaves early, for example if Eva had a family emergency, the team might feel unsettled. For larger projects, where members often leave before the end, a formal process or a simple thank-you email from the project manager can help maintain morale.

Adjourning may seem minor, but it ensures a positive conclusion and paves the way for future collaboration.


A. Twenty Years Later

Have you ever wondered what happens to people after they leave school? Well, let me tell you the story of a group of friends who are about to reunite for their Twentieth Anniversary, back at the place where it all began.

Anna, the ever-organized and determined one, had been the leader of their graduation trip back in the day. Even then, she had a knack for taking charge and making things run smoothly. After leaving school, she threw herself into her studies and went on to earn a PhD in environmental biology. Now, she’s a world-renowned scientist working on projects to combat climate change and promote sustainability. Her work takes her all over the globe, but she’s never forgotten the friends who helped her believe she could lead. This reunion feels like a full-circle moment for Anna, and she’s eager to see what paths the others have taken.

Sara, the star student, always had her sights set high. She got a full scholarship to one of the country’s top medical schools and started her career in a hospital, where she quickly excelled. But it wasn’t enough for Sara – her selfless heart craved more. She joined Médecins Sans Frontières (Doctors Without Borders), where she found true fulfilment helping people in the world’s most challenging environments. Now a Team Leader for the organization, Sara uses her brilliant mind and compassionate leadership to make a real difference. As she prepares for the reunion, she wonders if her friends will still see her as the same Sara they once knew.

Diego, the creative soul, always stood out for his artistic flair. After school, he pursued his passion and became a renowned graphic designer. His work is edgy, bold, and recognizable worldwide. Diego even started his own design studio, where he mentors up-and-coming artists and gives back to his community. For him, this reunion is a chance to reconnect with the people who always encouraged his creativity, even when his ideas seemed a little out there.

Bob, the group’s adventurer, had his life changed by that school trip. It inspired him to study tourism and hospitality, setting him on a path to explore the world. After a few years working for a travel agency, Bob opened his own company specializing in adrenaline-packed adventure tours. From skydiving in New Zealand to trekking in the Andes, he’s done it all and brought others along for the ride. The reunion feels like a nostalgic return to where his adventure first began.

Eva, the quiet perfectionist, turned her eye for detail into a thriving career in architecture. Her eco-friendly designs have won awards, and her buildings are admired for their beauty and sustainability. Eva’s proudest project is a community center in her hometown, where she often reflects on the friendships that shaped her early years. She’s looking forward to catching up with her old friends, hoping the bonds they shared are as strong as ever.

Then there’s Sami, who took a very different path. A year after finishing school, he married his high school sweetheart, and before long, they had twin boys and a baby girl. Sami worked two jobs to support his young family but eventually turned his talent for woodworking into a business. What started as a small carpentry shop in his garage has grown into a successful company. Sami’s wife now runs the business as managing director, and his boys are already learning the trade. And here’s the twist – his kids now go to the same school he did and are even helping to organize the big reunion trip, just like their dad did 20 years ago.

As for Ms. James, their beloved teacher, she stayed at the school and took over organizing all the class projects after Mr. Chen retired. Over the years, she’s led countless trips, but she always remembers that one – Anna, Sara, Diego, Bob, Eva, and Sami’s trip. “Those kids were something special,” she often says. And when she sees Sami’s twin boys running around the halls, she can’t help but smile. They’re the spitting image of their dad, mischief and all!

And what about Mr. Chen? He’s retired now, but he’s never really left teaching. He volunteers at local schools and still loves talking about his favourite class – the one that gave him some of his best memories. For him, the reunion is a chance to see how far his former students have come and to share in their joy as they return to the place where it all began.

As the day of the reunion draws closer, the group wonders what it will feel like to walk those hallways again, to laugh, reminisce, and see how much (or how little) they’ve all changed. Because no matter where life has taken them, some things – like the bond of true friendship – never really fade.


B. Templates – that will help you

1 – Project Canvas
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2 – Work Breakdown Structure
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3 – RAM – Responsibility Assignment Matrix
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4 – Project Schedule

[image: ]

5 – Risk Response Plan
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6 – Project Budget
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7 – Status Report
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8 – Change Request Log
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9 – Final Report
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C. Project Management Competencies Addressed
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D. Glossary

Authoritarian Leadership, also known as autocratic leadership, involves clear instructions for what, when, and how to do something. In essence, the leader is leading and controlling the group at the same time. The leader typically makes decisions alone without asking the team members for their opinions.

Brainstorming is a way to come up with lots of ideas to solve a problem. Everyone shares their thoughts, no matter how big or small, and no one judges if the ideas are good or bad. The goal is to think creatively and explore different possibilities together.

Budget. A budget is a document showing income (money in) and expenses (money out).

Change Request. A change request is a request to modify either the project plan or the characteristics of the project result. Change requests should be properly reviewed and approved. An approved change will usually affect the budget. It may also affect the schedule, the work, the risks or risk responses, or the success criteria.

Conflict is a serious disagreement between people with opposing interests, opinions, needs, or principles. It often involves strong emotions.

Contract. A contract is an agreement between two or more parties that creates mutual obligations enforceable by law.

Delegative Leadership. Delegative leadership is also known as ‘laissez-faire leadership.’ In this type of leadership, the leader offers little or no guidance to the team members and leaves the decision-making up to them.

Deliverable. A deliverable is a product or service produced as part of the project in support of the project goal.

Effort. Effort is an expenditure of physical or mental effort on the part of a project team member.

Estimate. An estimate is an informed assessment of an uncertain event.

Ethics. Ethics is about doing what’s right even when nobody is watching.

Exclusion. An exclusion is something that a stakeholder might reasonably expect as a result of the project, that the project team will not deliver. Exclusions should be agreed by relevant stakeholders.

IPMA Junior. An IPMA Junior is aged 16–18.

Leadership. Leadership means providing direction and guidance to individuals and groups. It requires the ability to choose and apply appropriate styles in different situations.

Lessons Learned. Lessons learned are knowledge or understanding gained from one project that can be used to improve the results of future projects.

Monitoring and Control. Monitoring involves tracking the progress of the project to aid in identifying problems before they become serious. Control means taking action to address any problems identified.

Opportunity. An opportunity is a possible future condition or event that, if it occurs, will have a positive impact on the project’s Success Criteria.

Participative Leadership. Participative leadership, also called ‘democratic leadership’, is where the leader encourages team members to participate, but retains the final say in the decision-making process. Team members feel engaged and are usually more motivated and creative.

Project. A project is a temporary undertaking to accomplish a specific goal. A project involves a unique set of coordinated activities intended to produce a product or service that will support that goal.

Project Canvas. A Project Canvas is a visualization tool typically used in the first phase of a project to provide a clear and simple structuring of key project elements.

Project Closure. Project closure is the final phase in the project life cycle. It involves documenting lessons learned, wrapping up any loose ends, and obtaining formal acceptance of the results of the project.

Project Goal. The project goal is the final end result (product or service) that the project delivers.

Project Kick-Off Meeting. A project kick-off meeting is the first official team meeting at the start of a project. Its major purpose is to define and agree upon the immediate next steps. If the team members do not know each other yet, it would also be used to introduce them to each other.

Project Management. is the process of planning, organizing, and overseeing the successful completion of a project. It involves applying knowledge, skills, tools, and techniques to meet project objectives within defined constraints.

Project Manager. A project manager is an individual who plans, organizes, and oversees a project to achieve the desired outcome.

Project Schedule. A project schedule is a plan that outlines the timeline of activities and events needed to complete the project.

Project Sign-off Form. A project sign-off form is used to obtain official approval from the project sponsor that the project is complete.

Quality in a project is about how well the project meets the standards and key stakeholder expectations.

Responsibility Matrix. A Responsibility Matrix, also called a Responsibility Assignment Matrix, is a tool used to document who is assigned to work on which deliverables.

Risk Response. A risk response is an action to take if a risk is realized (becomes a problem).

Risk. A risk is a possible future condition or event that, if it occurs, will have a negative impact on the project’s Success Criteria.

Scope of a project. The scope of a project is what needs to be done to finish it. It’s like a boundary that outlines what’s included and what’s not

Stakeholder. A stakeholder is any individual, organization, or group that can help or harm the project, or may be affected by its work or its results. The likelihood that they will help or harm the project is driven by how the project may affect their interests.

Success Criteria. Also called success measures, these are used to evaluate project results and outcomes. They are quantitative values that help ensure objectivity. They must address at least five topics: scope, cost, time, stakeholder satisfaction, and project outcomes.

Sustainability means meeting the needs of the present without compromizing the ability of future generations to meet their needs. It requires making choices that minimize negative impacts on society, the environment, and the economy.

Team. A team is a group of individuals working together toward a common goal.

Tuckman Model. Bruce Tuckman, an American researcher in psychology, developed the Tuckman Model. He observed that teams go through a predictable five-stage process that he named forming, storming, norming, performing, and adjourning.

Work Breakdown Structure. A Work Breakdown Structure (WBS) is a hierarchical depiction of the deliverables and activities needed to complete the project. Its purpose is to ensure that all of the work needed to accomplish the project’s goal has been identified.


E. Biographies

Joanna Rzempała, Poland

Joanna has a PhD in economic sciences. She works as an assistant professor at the University of Szczecin in Poland. Her scientific and didactic interests include project management and competence development in this area. For many years, she has been associated with the International Project Management Association Poland, where she is the Vice-President of the Board responsible for certification of students’ project management competencies and cooperation with the academic community. She organizes a national Project Master competition for the best bachelor’s, master’s, post-graduate and doctoral thesis in project management. She is the originator of the IPMA KIDS initiative (since 2016 in Poland), which was internationalized in 2020. She developed with her team a set of project management competencies for children and young people. She has conducted pilot workshops for children and young people in different countries, including Poland, Croatia, Montenegro, Colombia, Morocco, Portugal.
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Project Name School Odyssey Start Date | 1st
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Project Manager Anna Finish Date | 5th May

Project Sponsor Ms James

Project The project involved organizing a school trip, focusing on

Description logistics, activities, and overall coordination. Key tasks

included planning accommodation, meals, transport, and group
activities, while ensuring safety and meeting the expectations of
stakeholders.

Project Success Criteria
Topic Target Achievement

No unauthorized changes to the
project plan.

Complete 100% of deliverables within
5 days of the planned deadlines.

Stay within the approved budget, with
(st no more than a 10% overspend. no

No hospitalizations or major safety

Scope yes

Schedule yes

B ataye et incidents during the trip. ves
Stakeholder Classmates rate the trip an average of es
Satisfaction 7 or higher on a 10-point scale. Y
Stakeholder Ms James gives the team an average

e score of 7 or higher on a 10-point yes
Satisfaction

scale.
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Key Lessons Learned

“Teamwork: Despite not knowing each other at the start,
we worked together effectively and supported each other
throughout the project.

Whatdidwedo | » 1, apility: We handled unexpected challenges, like the
well? . X X
museum fire, and kept the project moving forward.
Safety: we ensured there were no major safety incidents or
hospitalisations during the trip.”
“Risk Management: Improved identification of risks during the
planning stage and created stronger contingency plans for high-
impact scenarios.
What could Nightlife Organization: Better planning for evening activities to
we have done address the low satisfaction score in this area.
differently? Communication: Proactively shared updates and information to
avoid delays or misunderstandings.
Budget Management: Anticipated additional costs more
accurately, especially for food and accommodation needs.”
“Stronger Risk Management: Spend more time identifying
What should we | potential risks and create detailed contingency plans for
change for future | unexpected issues.
projects? More Accurate Budgeting: Factor in realistic estimates for all
costs, including contingencies for unexpected expenses.”
Prepared by Anna Date Sth May
Approved by Ms James Date 5th May
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