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Implementation

Plan
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Business 
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Project
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Progress
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Project

Schedule

Resources
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Scope
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The Triple Constraint or “Iron 
Triangle”

Scope

Time

Budget Scope

Time

Budget

Scope

Time

Budget

Costs, timeline and scope are interdependent. You cannot stretch one 
dimension without affecting the others



Organisation structures
Functional (line manager) Project manager Project staff

Task

Task

Functional
Branches are isolated. 
Project coordination is 
shared across 
functional managers.
E.g. Public 
organisations, 
administrations…

Projectized
Project manager has 
full authority over 
project team.
E.g. Solution providers, 
consulting firms…

Matrix
Project staff share 
functional duties with 
project activities.
E.g. Most private 
organisations operate 
here…

Fluid
Project teams formed 
in an ad-hoc way when 
activities arrive and 
disband shortly after.
E.g. High maturity 
organisations.

Holonic
Autonomous and self-
organised project 
teams.
E.g. Agile companies.
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Performance in projects
Functional Weak Matrix Balanced Strong Matrix Projectized Fluid Holonic

Project 
manager’s 
authority

Little or none Low Low to moderate Moderate to high High High N/A

Resource 
availability

Little or none Low Low to moderate Moderate to high High High High

Budget 
responsibility

Functional 
manager

Functional 
manager

Mixed Project manager Project manager Project manager Project manager

Project 
manager’s role

Part-time if any Part-time Full-time Full-time Full-time Full-time Full-time

Project staff Part-time Part-time Part-time or full-
time

Full-time Full-time Full-time Full-time

Higher risk of failure Lower risk of failure
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• The Dreyfus model of skill acquisition

Novice

• Rigid 
adherence to 
taught rules or 
plans

• No exercise of 
discretionary 
judgment

Advanced 
beginner

• Limited 
situational 
perception

• All aspects of 
work treated 
separately with 
equal 
importance

Competent

• Coping with 
multiple 
activities and 
information

• Some 
perception of 
actions in 
relation to 
goals

• Deliberate 
planning

• Formulate 
routines

Proficient

• Holistic view of 
situation

• Prioritises
importance of 
aspects

• Perceives 
deviations 
from normal 
patterns

• Employs 
principles for 
guidance to 
adapt to 
situation at 
hand

Expert

• Transcends 
reliance on 
rules, 
guidelines and 
principles

• Intuitive grasp 
of situation 
based on deep 
understanding

• Has a vision of 
what is 
possible

• Uses an 
analytical 
approach in 
new situations

Principle-based / Agile methodsProcess-based methods



Outputs Outcomes Benefits

Measure Easy Average Complex

Cost to 
measure

Low Mid to high Expensive

Relevant to Project manager 
(PM)

Users (UR) Project owner (PO)





Identification

Formulation

Implementati
on

Evaluation & 
Audit

Programming
Strategy, policies

Calls for 

projects

Proposals, 

financing 

agreements

Black box?

Too late if 

project is bad ?
PCM is the basis to most of the programming
processes in EC. Terminology can vary but 
principles are the same.
Programming: Political process: how much
money do I put on this programme (security, 
healthcare, research etc.).
Where is the place for PM² ?





Europe & 
the World

V3.0
European

PM² GROUP
v1.0

EU Member
States

EU
Contractors

Public 
Sector

EU Grants
Beneficiaries

Private Sector

PM² v2.5
European 

Institutions

EU Agencies

European Financial 
Institutions

European Council

PM² v2.0
European 

Commission

PM² v1.0
DIGIT

(IT Projects)



LIGHT

0€

INEXPENSIVE

SIMPLE

PRACTICAL EVOLUTIVE

100

P
M

²

300

P
R
IN

C
E
 2

500

P
M

B
O

K
 v

5

Methodology size in
pages

0€ = 0£ = $0

Open-source material 
No community fees 

Free access to all publications

EU FOCUSED

Custom-made based on EU experience
European vocabulary

Governance model for administrations

Templates & tools 
freely available 32 0 0

77

0
60

PM² Prince2 PMBOK

Templates

Tools

Best practices from Prince2/PMBOK/IPMA 
➔ Easy transition to PM²

Embedded customisation guidelines

48
PMBOK

30
PM²

07
PRINCE2

Management 
processes

Domain & tool agnostic
Regular revision cycle

Integration with PPM* and Agile*

AgileProgramme & Portfolio Mgt PM²





PM² Phases Description 

1 Initiating Get the project off to a good start.

2 Planning Define products, verify the Business Case, plan work…

3 Executing Create the project's products.

4 Closing User acceptance, handover to maintenance… 

Monitor & Control: The Project Manager (PM) monitors & controls the work, risks, 
issues, quality, etc. throughout the whole project lifecycle. 





Project-End

Report

PROJECT LOGS

Decision Log

Risk LogChange Log

Issue Log

Business Case

Project Charter

Project 

Handbook

Project 
Stakeholder Matrix

Project 

Work Plan

Executing Closing

Monitor & Control

Business 

Implementation 

Plan

Transition 

Plan

Project Work

Plan (updates)

CHECKLISTS

Phase-exit 
Review checklist

Deliverables

Acceptance 

checklist

Transition 

checklist

Quality 

Review checklist

MANAGEMENT PLANS

PlanningInitiating

Business 

Implementation

Checklist

Stakeholders

checklist

PROJECT REPORTS

Quality Review 

Report 

Project Status

Report

Project Progress 

Report

Change 

Request Form

MoMs

Meetings

Agendas

MEETING DOCS



Client/Requestor Side Provider Side

Directing Layer

Managing Layer

Business Governing Layer
Appropriate Governance Bodies (AGB)

Steering Layer

Project Steering 
Committee (PSC)

Project Core Team (PCT)

Performing Layer Business Implementation

Group (BIG)
(User & Business Representatives)

Collaboration &
Communication

Channel

Business Manager
(BM)

Delegates

Project Manager
(PM)

Delegates

Solution Provider
(SP)

Project Owner
(PO)

Governance

Advises & Decides Operational

Le
ge

nd

Supports (optional)Acts

Some decision power
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weak strong

Consequences: • Delays in decision making
• Lack of management engagement
• Poor accountability
• Conflicts of interest
• Poor project performance

• Clarity in roles & responsibilities
• Management engagement & support
• Swift decision making
• Strength of decisions, high compliance
• Good project performance

Causes: • Position preferred over role
• Role assumed by a whole department
• No named individual
• One person having multiple roles
• Governance not approved/recognised

by AGBs, not aligned with organisation

• Strong Project Owner position and engagement
• One role = one (named) person
• Clear roles definition
• Roles & responsibilities communicated and accepted
• Alignment with organisation’s governance



1. Client perspective

2. Problem oriented

3. Focusing on outcomes

4. Focusing on effectiveness

5. Reports to the PO 

Business Manager Project Manager

1. Provider perspective

2. Solution oriented

3. Focusing on outputs

4. Focusing on efficiency

5. Reports to the SP

Conflicts of perspective and priorities

• Part of the PSC
• Common mindset
• RASCI: R/S/C
• "One" team



Pure project perspective
(work-centric)

Holistic view
(value centric)

Delivery
aspect

Business 
aspect

Project Manager PM² 
Project Manager

Business 
aspect

Delivery
aspect

PM² 
Business Manager





RASCI: 
• Responsible,
• Accountable,
• Consulted,
• Supports,
• Informed.

AGB (Appropriate Governance Body)
PSC (Project Steering Committee)
PO (Project Owner)
BM (Business Manager)
SP (Solution Provider)
PM (Project Manager)
PCT (Project Core Team)

The RASCI matrix is…
• Only a suggestion, it must be adapted/tailored to the project
• A good suggestion though!
• PM²’s best seller: a great way to start introducing PM² in your 

projects.
• Approved by the PO, often as part of the Project Handbook (see 

the Planning Phase).
• Communicated, otherwise it is useless.

PM² is a non-violent methodology (!): it does not force anyone to do anything but only suggests, 
proposes. Sometime these are strong suggestions, but if you already have an existing process 
or artefact in place that works well, don’t change it.

Tips
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Project Initiation Request

Business Case

Project Charter  

Project Logs (setup)

RfP
Ready for Planning

Planning Executing Closing

Monitor & Control

Initiating



Gather, document, validate requirements and control their implementation 
and change. 

▪ Purpose

RAM (RASCI) AGB PSC PO BM UR SP PM PCT

Manage Requirements I I A C C I R S

▪ RASCI

Monitor & 
Control

Plan de Gestion 
des Besoins

Project Charter
& 

Project Handbook

Etude 
d’Opportunité et 
Charte du Projet

Matrice des 
Parties 

Prenantes
Plan de Travail

Cm:    PO

R:    PM             S:    PCT

Requirements
Document

Project Work Plan
(updated)

Project Logs
(updated)
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Project Initiation 
Request

Business Case

Project Charter

Executing Closing

Monitor & Control

PlanningInitiating



Scope desired in PIR

Scope covered by solution
selected in the BC

Scope agreed in the PC

This will not be delivered 
by the project:
Stakeholder 
management required!



ArchivedInitiating Planning Executing Closing

RfP RfE RfC



• Develop the project scope statement and 
determine the appropriate methods for the 
project.

• Develop the schedule for the various tasks 
and estimate the necessary resources. 

• Develop the various project plans for the 
project.

During the Planning Phase, the 
objective of the project is verified and 
developed into a workable plan for 
implementation. This involves the 
following: 

RfE (Ready for Executing)

RfP (Ready for Planning)

Kick-Off 
Agenda & MoM

Project 
Work Plan

Project Handbook
&

Management Plans

Assign Roles & 
Responsibilities

Distribute plans 
to stakeholders

Kick-Off meeting

Tailor the PM² process

Elaborate project scope

Develop work breakdown
and project schedule

Project 
Stakeholder 

Matrix

All Project Plans
Develop the project plans

Project Handbook

Planning



Project 
Handbook

Project 
Stakeholder Matrix

Project 
Work Plan

Executing Closing

Monitor & Control

Business 
Implementation 

Plan

Transition Plan

MANAGEMENT PLANS

PlanningInitiating



RAM (RASCI) AGB PSC PO BM UR SP PM PCT

Stakeholder Matrix I I A S C I R C

Be careful to respect laws and regulations related to personal 
data. Put in place access restrictions if needed.

Tips



Study

&

Requirements

Goals 

&

Objectives

Work Breakdown Structure / Tasks

Network 
Diagram

O O

O O

O O

Schedules 
Master & Detailed

Resource 
Planning

Budget
Development

Time

€Task 
Authorisation

Scope

CLIENT
PO BM

Adjustment to constraints Adjustment to constraints Adjustment to constraints

Planning

Executing

Initiating



Gantt  or Bar Charts

A

B

C

Time

A B C

WBS

The past The future
A Communication Tool,

its Beauty is in its Simplicity



Creating the Project Network

The Critical Path is the longest addition 
of durations of dependent tasks.

The Critical Path is the shortest time 
the project can be completed.

Planning

The Critical Path is critical because there is no slack in it: any delay 
in one of its task will delay the entire project.
Be aware that the Critical Path may change during the project.

Tips



Activity A Activity B

Finish to Start (FS)

Activity B cannot start until Activity A is finished

Activity C

Finish to Finish (FF)

Start to Start (SS)
Activity D

Activity D cannot finish until
Activity C is finishedActivity E

Activity F

Activity F can only start after
Activity E has started

Activity H
Activity J

Start to Finish (SF)

Activity J cannot finish before Activity H starts

Planning



Cost & time important
Fixed price contracts
Customer wants details

Strategic decision
High uncertainty
Internal/small project
Unstable scope



Quality of 

Estimates

Project

Duration

People

Project Structure 

and Organisation

Padding

Estimates

Organisation

Culture

Other (non-project)

Factors

Planning Horizon



Project phase 
1

Project phase 
2

Project phase 
3

Project phase 
4

Project phase 
5

Macro estimation

Micro est. Macro estimation

Micro estimation Macro estimation

Micro estimation Macro estimation

Micro estimation

tim
e
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Objectives, Scope, 
Assumptions & 
Constraints

1d

1d

1d

1d

1d

1d

1d2d

3d 2d

Survey

Dig A

Dig B

Con. A

Con. B

Erect Plinth

Complete A

ET B

ET A

Span

1 2 3 4 5 6 7 8 9 10 11

Surveyors ($15)

Masons ($10)

Backhoes ($5)

Iron men ($15)

Crane ($20)

Total Resources ($)

2 ($30)

4 ($40)

2 ($10)

8 ($80) 4 ($40)

4 ($60)

4 ($40)

4 ($60) 5 ($75)

4 ($60)

1 ($20) 1 ($20) 1 ($20)

2 ($30)

2 ($30) 3 ($45)

2 ($30)

1 ($20) 1 ($20)

6 ($90)

2 ($30)

2 ($30) 6 ($50) 8 ($80) 4 ($40) 4 ($40) 5 ($80) 5 ($80) 10 ($155) 4 ($60) 6 ($95) 9 ($140)

Cum. Total ($) ($30) ($80) ($160) ($200) ($240) ($320) ($400) ($555) ($615) ($710) ($850)

Materials ($)

St
ep

 1

Step 2WBS

Network Diagram

Step 4  Resource
Plan

Step 5
Budget 

Baseline

St
ep

 3
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Monitor & Control

Executing Kick-Off/ MoM

Meeting Agendas/ MoMs

Deliverables Sign-off

Project Progress Reports 

Project Status Reports 

Quality Review Reports

Change Requests

Ready for Closing

Initiating Planning Closing

Monitor & Control

Executing

RfC





1. Project Progress Report Executing Phase 

TABLE OF CONTENTS 
1. PROJECT STAKEHOLDERS ..................................................................................................................... 4 
2. MILESTONES AND DELIVERABLES ......................................................................................................... 5 
3. PROJECT PLAN PER WORK PACKAGE (ONLY FOR THOSE HAVING A COST GREATER THAN 10 M.D.) ..... 5 
4. RISK LIST .............................................................................................................................................. 6 
5. ACHIEVEMENTS .................................................................................................................................... 6 
6. ONGOING AND PLANNED ACTIONS ...................................................................................................... 6 
7. MAJOR ISSUES & ACTIONS TAKEN ........................................................................................................ 7 
8. ANNEX ................................................................................................................................................. 8 
 
 



PV (Planned Value) is the cumulative forecasted cost
of each activity (the S curve).
EV (Earned Value) is a monetary appreciation of the 
work done (see following slides).
AC (Actual Costs) is what has been spent so far.

SV = EV - PV
SPI = EV / PV

CV =  EV - AC
CPI = EV / AC

ETC = BAC - EV (atypical variance)
ETC = (BAC - EV) / CPI (typical var.)

EAC = AC + ETC

EVM  objectively measures project performance and forecasts project outcome. It answers questions like:  
- are we delivering more/less than planned? 
- are we under/over budget? 
- what is the remaining work likely to cost?

time

today Baselined 
end of 
project

Forecasted 
end of project

costs

EAC

BAC

AC

PV

EV

SV CV

340k€

300k€

200k€

400k€



Abbr. Name Formula Interpretation

SV Schedule 
Variance

𝑆𝑉 = 𝐸𝑉 − 𝑃𝑉 If SV>0 then the project is ahead of schedule
If SV=0 then the project is on schedule
If SV<0 then the project is behind schedule

SPI Schedule 
Performance 
Index

𝑆𝑃𝐼 = 𝐸𝑉/𝑃𝑉 Represents how well the project is progressing per unit of time invested. For 
example, if SPI<1, then for every minute (hour/day/month…) spent on the 
project, less than 1 minute is made toward the project end. If SPI=1 the project 
is progressing accordingly, and for SPI>1 the project is progressing faster than 
forecasted.

CV Cost Variance 𝐶𝑉 = 𝐸𝑉 − 𝐴𝐶 If CV>0 then the project is under budget
If CV=0 then the project is on budget
If CV<0 then the project is above budget

CPI Cost 
Performance 
Index

𝐶𝑃𝐼 = 𝐸𝑉/𝐴𝐶 Represents the spending rate of the project. If CPI<1, for each 1€ spent on the 
project we receive less than 1€ in project value. If CPI=1 then the spending is 
according to plan and if CPI>1, for each 1€ spent we get more than 1€ in project 
value, hence a chance for the project to cost less than foreseen.

ETC Estimate to 
Complete

1 𝐸𝑇𝐶 = 𝐵𝐴𝐶 − 𝐸𝑉
2 𝐸𝑇𝐶 = (𝐵𝐴𝐶 − 𝐸𝑉)/𝐶𝑃𝐼

Represents how much is needed to spend from this moment to complete the 
project. Two formulas are available:
(1) Does not take into account the spending profile so far, assuming it is 1 (ie

the project will go on as planned)
(2) Takes into account the history of the project and assumes the spending rate 

will be similar to what it has been so far.

EAC Estimate at 
Completion

𝐸𝐴𝐶 = 𝐸𝑇𝐶 + 𝐴𝐶 Represents the new estimated project cost.
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fa

c
ts Project-End Review Agenda/ MoM

Project-End  Report 

- Lessons Learned 
- Best Practices

- Post Project Recommendations

Project Sign-off

Initiating Planning Executing

Monitor & Control

Closing



End of Project

RfC (Ready for Closing)

Project-End Review 
Agenda/MoM

Project-End
Report

Project 
Sign-off

Release 
Resources

Archived Project
Information

Project-End Review 
Meeting

Capture lessons learned 
& post-project 

recommendations

Final project acceptance

Administrative closure

Archive project



Apply PM2 best practices 
to manage their projects. 

Remain mindful that PM methodologies are there to 
serve projects and not the other way around. 

Maintain an outcomes orientation in relation to all 
projects and project management activities. 

Are committed to delivering project results with 
maximum value rather than just following plans. 

Foster a project culture of collaboration, clear 
communication and accountability. 

Assign project roles to the most appropriate people for 
the benefit of the project. 

Balance in the most productive way the often-conflicting project 
management “Ps” of: 

product, purpose, process, plan, people, pleasure/pain, participation, perception and politics. 

Invest in developing technical and behavioural competences to 
become better project contributors. 

Involve project stakeholders in the organisational change needed to 
maximise project benefits. 

Share knowledge, actively manage Lessons Learned, and 
contribute to the improvement of project management within their 

organisations. 

Draw inspiration from the PM2 Guidelines on Ethics and 
Professional Virtues. 

The PM2 Mindsets are reminders of effective behaviours and attitudes. They
provide a common set of beliefs and values for all PM2 teams, helping them
navigate through the complexities of project reality.

P3.5
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