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The broader project environment

Organizational Influences
Project Stakeholders and Governance
Project Team

Organizational Influences
Organizational Cultures and Styles (cultural norms)
- developed over time
- established approaches to initiating and planning projects
- the means considered acceptable for getting the work done
- who are the authorities who make or influence decisions
Can include:
- Visions, mission, values, beliefs & expectations
- Regulations, policies, methods & procedures
- Motivation & reward systems
- Risk tolerance
- View of leadership, hierarchy & authority relationships
- Code of conduct, work ethic & work hours
- Operating environments
An organization’s culture is an enterprise environmental factor.

Table 2-1. Influence of Organizational Structures on Projects
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A projects manager’s influence on a project

The classic functional organization, shown in Figure 2-1, is a hierarchy where each employee has one clear
superior. Staff members are grouped by specialty, such as production, marketing, engineering, and accounting
at the top level. Specialties may be further subdivided into focused functional units, such as mechanical and
electrical engineering. Each department in a functional organization will do its project work independently of other
departments.
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(Gray boxes represent staff engaged in project activities)

Figure 2-1. Functional Organization
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functional
less

matrix

Matrix organizations, as shown in Figures 2-2 through 2-4, reflect a blend of functional and projectized
characteristics. Matrix organizations can be classified as weak, balanced, or strong depending on the relative level
of power and influence between functional and project managers. Weak matrix organizations maintain many of the
characteristics of a functional organization, and the role of the project manager is more of a coordinator or expediter.
A project expediter works as staff assistant and communications coordinator. The expediter cannot personally
make or enforce decisions. Project coordinators have power to make some decisions, have some authority, and
report to a higher-level manager. Strong matrix organizations have many of the characteristics of the projectized
organization, and have full-time project managers with considerable authority and full-time project administrative
staff. While the balanced matrix organization recognizes the need for a project manager, it does not provide the
week
- project
balanced
strong
project manager with the full authority
over the
and project-funding.
Table 2-1 provides additional details of
the various matrix organizational structures.
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Figure 2-2. Weak Matrix Organization
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Figure 2-3. Balanced Matrix Organization
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Figure 2-4. Strong Matrix Organization
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A projects manager’s influence on a project
At the opposite end of the spectrum to the functional organization is the projectized organization, shown in
Figure 2-5. In a projectized organization, team members are often colocated. Most of the organization’s resources
are involved in project work, and project managers have a great deal of independence and authority. Virtual
collaboration techniques are often used to accomplish the benefits of colocated teams. Projectized organizations
often have organizational units called departments, but they can either report directly to the project manager or
provide support services to the various projects.
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Figure 2-5. Projectized Organization
Many organizations involve all these structures at various levels, often referred to as a composite organization,
as shown in Figure 2-6. For example, even a fundamentally functional organization may create a special project

2
Organizations
may use all
of these types
of structures
at various
levels. This is
referred to as
a composite
organization

4.1 Develop Project Charter

Enterprise Environmental Factors

Develop Project Charter is the process of developing a document that formally authorizes the existence of a
project and provides the project manager with the authority to apply organizational resources to project activities.
The key benefit of this process is a well-defined project start and project boundaries, creation of a formal record of
the project, and a direct way for senior management to formally accept and commit to the project. The inputs, tools
and techniques, and outputs for this process are shown in Figure 4-2. Figure 4-3 depicts the data flow diagram of
the process.

Conditions, not under the control of the project team, that influence,
constrain, or direct a project
Inputs
.1
.2
.3
.4

Project statement of work
Business case
Agreements
Enterprise environmental
factors
.5 Organizational process
assets

Tools & Techniques
.1 Expert judgment
.2 Facilitation techniques

Outputs
.1 Project charter

Figure 4-2. Develop Project Charter: Inputs, Tools and Techniques, and Outputs

• Organizational culture, structure, and
governance
• Geographic distribution of facilities and
resources

• Company work authorization systems
• Market conditions
• Stakeholder risk tolerance

• Government or industry standards

• Political climate

• Infrastructure (existing facilities & equipment)

• Established communications channels

• Existing human resources (skills, disciplines,
knowledge)

• Commercial databases (estimating data, risk
databases)

• Personnel administration (staffing and
retention, performance reviews and training
records, overtime policy, time tracking)

• Project management information systems
(scheduling software tool, financial reporting)
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For the Initiating and Planning Process Groups:
- Guidelines for how to tailor standard processes & procedures to a project
- Standard policies (human resources, health and safety, ethics, and project
management policies)
- Quality policies and procedures (process audits, improvement targets)
- Templates (risk register, work breakdown structure, project schedule
network diagram, and contracts)
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For the Executing, Monitoring and Controlling Process Groups:
- Various procedures (change control, issue and defect management, risk
control procedures and financial control)
- Organizational communication requirements
- Standardized guidelines, work instructions, proposal evaluation criteria, and
performance measurement criteria
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For the Closing Process Group:
- Project closure guidelines or requirements (lessons learned, final project
audits, project evaluations, product validations and acceptance criteria)
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The Corporate Knowledge Base:
- Versions & baselines of all standards, policies, procedures and
project documents
- Financial databases (labor hours, incurred costs, budgets, and any
project cost overruns
- Historical information and lessons learned knowledge bases
(project records and documents, project closure documentation,
selection decisions)
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The Corporate Knowledge Base:
- Issue and defect management databases (defect status, control
information, issue and defect resolution and action item results)
- Process measurement databases
- Previous Project files (scope, cost, schedule and performance
baselines, project calendars, project schedules, risk registers,
planned response actions, and defined risk impact)
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Project Stakeholders
An individual, group, or organization who may affect or be
affected by (positively or negatively) a project
May have competing expectations that may create conflict
within the project
Include all members of the project team as well as all
interested entities that are internal or external to the
organization
May have varying levels of responsibility and authority
(which can change over time)

Identifying stakeholders and understanding their degree of
influence are critical to the success of the project

Project Stakeholders
Sponsor:
The person or group who provides resources and support for the
project and is accountable for enabling project success
Promotes the project to higher levels of management to gather support
throughout the organization
Leads the project through the initiating processes until it is formally
authorized and plays a significant role in the development of the initial
scope and charter
Customers and users:
Customers are the persons or organizations who will approve and
manage the project’s product, service or result
Users are the persons or organizations who will use the project’s
product, service, or result.

Project Stakeholders
Sellers:
Vendors, suppliers, or contractors external to the organization
Business partners:
Provide specialized expertise or fill a specified role such as installation,
customization, training, or support (think project partners)
Organizational groups: (internal)
Marketing and sales, human resources, legal, finance, operations,
manufacturing and customer service departments
Functional managers:
A manager of a administrative or functional area of the business such as
human resources, finance, accounting, or procurement
Other stakeholders:
Procurement entities, financial institutions, government regulators,
subject matter experts and consultants

Project Governance
The management framework: the structure, processes, decision-making
models and tools for managing the project
Elements of project governance:
• Project success and deliverable acceptance
criteria

• Guidelines for aligning project governance and
organizational strategy

• Process to identify, escalate, and resolve issues

• The life cycle approach

• Relationship among the project team,
organizational groups and external stakeholders

• Process for stage gate or phase reviews

• Organization chart
• Communication processes & procedures
• Decision-making processes

• Review and approval process for changes to
budget, scope, quality, and schedule
• Process to align internal stakeholders with
project process requirements

The project manager responsible for planning, executing, controlling,
and closing the project within these, and other, constraints

aadnc-aandc.gc.ca

Project Governance

An example from
Aboriginal Affairs and Northern Development Canada

Project Team
Project Manager:
The leader of the team
Project management staff:
Scheduling, budgeting, reporting and control, communications, risk
management & admin. support
Project staff:
Those who carry out the work of creating the project deliverables
Supporting experts:
Contracting, financial management, logistics, legal, safety, engineering,
test, or quality control
User or Customer Representatives:
May act as representatives to ensure proper coordination, advise on
requirements, or validate the project

Project Team
Sellers:
Vendors, suppliers, or contractors external to the organization
Business partners:
Provide specialized expertise or fill a specified role such as installation,
customization, training, or support (think project partners)

Project Team Composition
The relationship between the project manager and the team
varies depending on the authority of the project manager
Dedicated Project Team:
All or a majority of the project team members are assigned to
work full-time on the project
This is the simplest structure for a project manager
Part-Time Project Team:
Common in matrix organizations
Functional managers maintain control over team members
and the resources allocated to the project

Project Team Composition
A team may vary based on its organizational structure, for
example, a partnership or joint venture project:
- one organization takes the lead and assigns a project
manager to coordinate the efforts among partners
A partnership can offer flexibility at lower cost but a project
manager may have lower degree of control over team
members

A project team may also vary based on the geographic
location of its members
If you are leading a virtual team you need to accommodate
differences in culture, working hours, time zones, local
conditions and language
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