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Project Life Cycle
The series of phases that a project passes through from 
initiation to closure

A generic, high-level view, of the life cycle structure:
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Starting the project,

Organizing and preparing,

Carrying out the project work, and

Closing the project.

This generic life cycle structure is often referred to when communicating with upper management or other 
entities less familiar with the details of the project. It should not be confused with the Project Management Process 
Groups, because the processes in a Process Group consist of activities that may be performed and recur within 
each phase of a project as well as for the project as a whole. The project life cycle is independent from the life cycle 
of the product produced by or modified by the project. However, the project should take the current life-cycle phase 
of the product into consideration. This high-level view can provide a common frame of reference for comparing 
projects—even if they are dissimilar in nature.
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Figure 2-8. Typical Cost and Staffing Levels Across a Generic Project Life Cycle Structure
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Project Life Cycle
The ability to influence the final characteristics of a project, 
without significantly impacting cost, is highest at the start of 
a project

A project manager may decide that certain deliverables are required to 
be completed before the project scope can be completely defined
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The generic life cycle structure generally displays the following characteristics:

 Cost and staffing levels are low at the start, peak as the work is carried out, and drop rapidly as the 
project draws to a close. Figure 2-8 illustrates this typical pattern.

 The typical cost and staffing curve above may not apply to all projects. A project may require significant 
expenditures to secure needed resources early in its life cycle, for instance, or be fully staffed from a point 
very early in its life cycle.

 Risk and uncertainty (as illustrated in Figure 2-9) are greatest at the start of the project. These factors 
decrease over the life of the project as decisions are reached and as deliverables are accepted.

 The ability to influence the final characteristics of the project’s product, without significantly impacting 
cost, is highest at the start of the project and decreases as the project progresses towards completion. 
Figure 2-9 illustrates the idea that the cost of making changes and correcting errors typically increases 
substantially as the project approaches completion.

While these characteristics remain present to some extent in almost all project life cycles, they are not always 
present to the same degree. Adaptive life cycles, in particular, are developed with the intent of keeping stakeholder 
influences higher and the costs of changes lower throughout the life cycle than in predictive life cycles.
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Figure 2-9. Impact of Variable Based on Project Time
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Project Phases
A collection of logically related project activities that culminates in 
the completion of one or more functional objectives, deliverables or 
milestones

Logical steps for the ease of management, planning and control

The need for phases and the degree of control applied depends on the 
size, complexity, and potential impact of the project

Characteristics of project phases:

 • The work has a distinct focus

 • Requires unique controls or processes

The end of a phase is a natural point to reassess the project (this may 
be referred to as a stage gate, milestone, phase review, phase gate or kill 
point)



Project Phases

There is no single ideal structure that will apply to all projects.

A single phase PMI project:
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There is no single ideal structure that will apply to all projects. Although industry common practices will often 
lead to the use of a preferred structure, projects in the same industry—or even in the same organization—may 
have significant variation. Some will have only one phase, as shown in Figure 2-10. Other projects may have two 
or more phases.

One Approach to Managing the Installation of a Telecommunications Network

Executing Processes

Monitoring and Controlling Processes

Closing ProcessesInitiating Processes Planning Processes

Figure 2-10. Example of a Single-Phase Project

Some organizations have established policies that standardize all projects, while others allow the project team 
to choose and tailor the most appropriate approach for their individual project. For instance, one organization 
may treat a feasibility study as routine pre-project work, another may treat it as the first phase of a project, and 
a third may treat the feasibility study as a separate, stand-alone project. Likewise, one project team may divide a 
project into two phases whereas another project team may choose to manage all the work as a single phase. Much 
depends on the nature of the specific project and the style of the project team or organization.

2.4.2.1 Phase-to-Phase Relationships

When projects have more than one phase, the phases are part of a generally sequential process designed to 
ensure proper control of the project and attain the desired product, service, or result. However, there are situations 
when a project might benefit from overlapping or concurrent phases.

There are two basic types of phase-to-phase relationships:

 Sequential relationship. In a sequential relationship, a phase starts only when the previous phase is 
complete. Figure 2-11 shows an example of a project with three entirely sequential phases. The step-
by-step nature of this approach reduces uncertainty, but may eliminate options for reducing the overall 
schedule.
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Project Phases
Phase-to-Phase Relationships

Sequential relationship: the next phase starts only when the previous 
phase is complete (this is the most typical)
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Figure 2-11. Example of a Three-Phase Project

 Overlapping relationship. In an overlapping relationship, a phase starts prior to completion of the previous 
one (see Figure 2-12). This can sometimes be applied as an example of the schedule compression 
technique called fast tracking. Overlapping phases may require additional resources to allow work to be 
done in parallel, may increase risk, and can result in rework if a subsequent phase progresses before 
accurate information is available from the previous phase.
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Potential Approach to Building a New Factory

Figure 2-12. Example of a Project with Overlapping Phases
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Project Phases
Phase-to-Phase Relationships

Overlapping relationship: one phase starts prior to completion of the 
previous

Sometimes this is used to compress a schedule (fast tracking)

Overlapping, sequential and parallel phases can all be used in a project. 
The level of control, effectiveness, and the degree of activity uncertainty 
determine the relationship to be applied between phases
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Project Life Cycle

Predictive Life Cycle (plan-driven, waterfall):

3 constraints of a project, scope, time and cost, are determined in detail 
as early as possible

Is the most commonly used where the requirements are not expected to 
change and the product to be delivered is well understood

Phases proceed through sequential or overlapping modes

Change during the later stages of a project may = large cost over runs

The logical break down of what you need to do to complete a project



Project Life Cycle
Iterative and Incremental Life Cycles (change-driven): 

Project phases, or iterations, are intentionally repeated as the project 
team’s understanding of the product increases

Iterations successively add to the functionality of the product (think 
prototypes)

Used for projects where change in the scope need to be managed

Change is handled in upcoming iterations



Project Life Cycle
Adaptive Life Cycle (change-driven or agile): 

Intended to respond to high levels of change and ongoing stakeholder 
involvement

Used where rapid changes are expected and scope is not possible to 
define up front

Is also iterative and incremental, but differs in that iterations are very 
rapid and have a fixed time and cost

The scrum process:



Assignment 01 Update:
This assignment is a prototype for future PMT courses where students 
will decide which charity or non-profit they will plan an event for.

The goal of the assignment is to have a project plan in place which the 
charity may or may not choose to implement. If implemented the funds 
raised would be split between CIES and that organization.

1. You will need to detail the steps involved in running your activity

2. Plan the event as though it could be run in any location

3. One of the projects will be selected to run in Calgary as a fund raiser 
for It takes 2 and the profits split.

Please create an account at trello.com to learn more about the project (a 
work in progress)
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