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12 - PROJECT PROCUREMENT MANAGEMENT

The seller will typically manage the work as a project if the acquisition is not just for shelf material, goods, or 
common products. In such cases:

The buyer becomes the customer, and is thus a key project stakeholder for the seller.

 The seller’s project management team is concerned with all the processes of project management, not 
only with those of this Knowledge Area.

 Terms and conditions of the contract become key inputs to many of the seller’s management processes. 
The contract can actually contain the inputs (e.g., major deliverables, key milestones, cost objectives), 
or it can limit the project team’s options (e.g., buyer approval of staffing decisions is often required on 
design projects).

In this section, it is assumed that the buyer of an item for the project is assigned to the project team and that the 
seller is organizationally external to the project team. It is also assumed that a formal contractual relationship will 
be developed and exists between the buyer and the seller. However, most of the discussion in this section is equally 
applicable to non-contractual work entered into with other units of the project team’s organization.

12.1 Plan Procurement Management

Plan Procurement Management is the process of documenting project procurement decisions, specifying the 
approach, and identifying potential sellers. The key benefit of this process is that it determines whether to acquire 
outside support, and if so, what to acquire, how to acquire it, how much is needed, and when to acquire it. The 
inputs, tools and techniques, and outputs of this process are depicted in Figure 12-2. Figure 12-3 depicts the data 
flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Requirements   
 documentation
.3 Risk register
.4 Activity resource  
 requirements
.5 Project schedule
.6 Activity cost estimates
.7 Stakeholder register
.8 Enterprise environmental  
 factors
.9 Organizational process  
 assets

.1 Make-or-buy analysis

.2 Expert judgment

.3 Market research

.4 Meetings

.1 Procurement   
 management plan
.2 Procurement statement  
 of work
.3 Procurement documents
.4 Source selection criteria
.5 Make-or-buy decisions
.6 Change requests
.7 Project documents  
 updates

Figure 12-2. Plan Procurements: Inputs, Tools & Techniques, and Outputs
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12

12.2 Conduct Procurements

Conduct Procurements is the process of obtaining seller responses, selecting a seller, and awarding a contract. 
The key benefit of this process is that it provides alignment of internal and external stakeholder expectations 
through established agreements. The inputs, tools and techniques, and outputs of this process are depicted in 
Figure 12-4. Figure 12-5 depicts the data flow diagram of the process.

 

Inputs Tools & Techniques Outputs

.1 Procurement   
 management plan
.2 Procurement documents
.3 Source selection criteria
.4 Seller proposals
.5 Project documents
.6 Make-or-buy decisions
.7 Procurement statement 
 of work
.8 Organizational process  
 assets

.1 Bidder conference

.2 Proposal evaluation  
 techniques
.3 Independent estimates
.4 Expert judgment
.5 Advertising
.6 Analytical techniques
.7 Procurement   
 negotiations

.1 Selected sellers

.2 Agreements

.3 Resource calendars

.4 Change requests

.5 Project management plan  
 updates
.6 Project documents  
 updates

Figure 12-4. Conduct Procurements: Inputs, Tools & Techniques, and Outputs
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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To manage procurement relationships

To make sure the performance meets requirements

Document seller performance and make changes or 
corrections as required

Be aware of the legal implications of action taken when 
controlling procurement

What & 
Why?
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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For financial management purposes:

To monitor & approve payments to the seller 
 - compensation is linked to progress (payment terms)

Contract administration may be separate from the PMO
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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To document details for managing any early terminations of the 
contracted work (for cause, convenience or default)

Agreements can be amended at any time prior to contract closure 
by mutual consent as per the terms of the contract

A seller’s performance may be used as a measure of competency 
for future work
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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Processes that may be applied:

Direct and Manage Project Work

Control Quality - to inspect and verify the product

Perform Integrated Change Control - assure that changes are 
properly approved and communicated

Control Risks - mitigate
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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Procurement Documents:

Including the contract, statement of work and any supporting 
materials

Approved Change Requests, for:

The terms and conditions of the contract 
The statement of work 
Pricing and descriptions of the product, services or results
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs

Licensed To: Maureen MacDonald PMI MemberID: 2720945
This copy is a PMI Member benefit, not for distribution, sale, or reproduction.

Work Performance Reports, such as:

Seller performance information

Technical documentation and other information required 
within the terms of the contract

Work performance information indicating which deliverables 
have been completed and which have not
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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Work Performance Data, collected as part of project execution and 
used to determine: 

 The extent to which quality standards are being satisfied

 The costs that have been incurred or committed
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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Contract Change Control System, how can the procurement be 
modified?

The paperwork, tracking systems, dispute resolution procedures, 
and approval levels necessary to authorize change

Procurement Performance Reviews: 

A review of the seller’s scope, quality, cost and schedule progress 

To identify: performance success or failures, overall progress 
and contract compliance
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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Inspections and Audits: 

As specified in a contract and conducted during execution to 
verify compliance in the seller’s work processes or deliverables

Performance Reporting: 

Informatoin supplied by the seller to indicate of how effectively 
they are achieving the objectives of the contract
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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Payment Systems or processes:

Payments are typically processed by the accounts payable 
department after the approval of work

Claims Administration for disputes or appeals:

Contested changes are those where the buyer and seller cannot 
reach an agreement on compensation for a change or even if a 
change has occurred within the terms of the contract

All change must be documented, processed, monitored and 
managed throughout the contract
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs

Licensed To: Maureen MacDonald PMI MemberID: 2720945
This copy is a PMI Member benefit, not for distribution, sale, or reproduction.

Claims Administration (2), for disputes or appeals:

Negotiation is the preferred way to settle all claims and disputes

If the parties cannot resolve a claim it may need to be settled 
with alternative dispute resolution (ADR)

Documentation is vital
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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Records Management System: 

The system of record keeping used to manage contract and 
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.
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.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
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.2 Procurement   
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.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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Work Performance Information: 

Used to identify current or potential problems (and support 
later claims or new procurements)

Used to improve forecasting, risk management and overall 
decision making
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:
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Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.
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Change Requests: 

Changes which may be disputed and lead to a claim need to be 
identified and documented
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.
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.1 Work performance  
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Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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Project Management Plan Updates: 

Procurement management plan - to reflect approved change 
requests

Schedule baseline - if there are slippages that impact project 
performance

Cost baseline - if there are changes that impact the overall 
project costs
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates
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Licensed To: Maureen MacDonald PMI MemberID: 2720945
This copy is a PMI Member benefit, not for distribution, sale, or reproduction.

Organizational Process Assets Updates: 

Note or update correspondence processes for when:

- warnings of unsatisfactory performance are needed 
- requests for contract changes or clarification are required

Seller evaluation - document the seller’s performance to inform a 
qualified sellers list
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The seller will typically manage the work as a project if the acquisition is not just for shelf material, goods, or 
common products. In such cases:

The buyer becomes the customer, and is thus a key project stakeholder for the seller.

 The seller’s project management team is concerned with all the processes of project management, not 
only with those of this Knowledge Area.

 Terms and conditions of the contract become key inputs to many of the seller’s management processes. 
The contract can actually contain the inputs (e.g., major deliverables, key milestones, cost objectives), 
or it can limit the project team’s options (e.g., buyer approval of staffing decisions is often required on 
design projects).

In this section, it is assumed that the buyer of an item for the project is assigned to the project team and that the 
seller is organizationally external to the project team. It is also assumed that a formal contractual relationship will 
be developed and exists between the buyer and the seller. However, most of the discussion in this section is equally 
applicable to non-contractual work entered into with other units of the project team’s organization.

12.1 Plan Procurement Management

Plan Procurement Management is the process of documenting project procurement decisions, specifying the 
approach, and identifying potential sellers. The key benefit of this process is that it determines whether to acquire 
outside support, and if so, what to acquire, how to acquire it, how much is needed, and when to acquire it. The 
inputs, tools and techniques, and outputs of this process are depicted in Figure 12-2. Figure 12-3 depicts the data 
flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Requirements   
 documentation
.3 Risk register
.4 Activity resource  
 requirements
.5 Project schedule
.6 Activity cost estimates
.7 Stakeholder register
.8 Enterprise environmental  
 factors
.9 Organizational process  
 assets

.1 Make-or-buy analysis

.2 Expert judgment

.3 Market research

.4 Meetings

.1 Procurement   
 management plan
.2 Procurement statement  
 of work
.3 Procurement documents
.4 Source selection criteria
.5 Make-or-buy decisions
.6 Change requests
.7 Project documents  
 updates

Figure 12-2. Plan Procurements: Inputs, Tools & Techniques, and Outputs
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12.2 Conduct Procurements

Conduct Procurements is the process of obtaining seller responses, selecting a seller, and awarding a contract. 
The key benefit of this process is that it provides alignment of internal and external stakeholder expectations 
through established agreements. The inputs, tools and techniques, and outputs of this process are depicted in 
Figure 12-4. Figure 12-5 depicts the data flow diagram of the process.

 

Inputs Tools & Techniques Outputs

.1 Procurement   
 management plan
.2 Procurement documents
.3 Source selection criteria
.4 Seller proposals
.5 Project documents
.6 Make-or-buy decisions
.7 Procurement statement 
 of work
.8 Organizational process  
 assets

.1 Bidder conference

.2 Proposal evaluation  
 techniques
.3 Independent estimates
.4 Expert judgment
.5 Advertising
.6 Analytical techniques
.7 Procurement   
 negotiations

.1 Selected sellers

.2 Agreements

.3 Resource calendars

.4 Change requests

.5 Project management plan  
 updates
.6 Project documents  
 updates

Figure 12-4. Conduct Procurements: Inputs, Tools & Techniques, and Outputs
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12.2.3.5 Project Management Plan Updates

Elements of the project management plan that may be updated include, but are not limited to:

Cost baseline,

Scope baseline,

Schedule baseline,

Communications management plan, and

Procurement management plan.

12.2.3.6 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Requirements documentation,

Requirements traceability documentation,

Risk register, and

Stakeholder register.

12.3 Control Procurements

Control Procurements is the process of managing procurement relationships, monitoring contract performance, 
and making changes and corrections to contracts as appropriate. The key benefit of this process is that it ensures 
that both the seller’s and buyer’s performance meets procurement requirements according to the terms of the legal 
agreement. The inputs, tools and techniques, and outputs of this process are depicted in Figure 12-6. Figure 12-7 
depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Procurement documents

.3 Agreements

.4 Approved change  
 requests
.5 Work performance  
 reports
.6 Work performance data

.1 Contract change control  
 system
.2 Procurement   
 performance reviews
.3 Inspections and audits
.4 Performance reporting
.5 Payment systems
.6 Claims administration
.7 Records management  
 system

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 12-6. Control Procurements: Inputs, Tools & Techniques, and Outputs
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13.1 Identify Stakeholders

Identify Stakeholders is the process of identifying the people, groups, or organizations that could impact or 
be impacted by a decision, activity, or outcome of the project, analyzing and documenting relevant information 
regarding their interests, involvement, interdependencies, influence, and potential impact on project success. The 
key benefit of this process is that it allows the project manager to identify the appropriate focus for each stakeholder 
or group of stakeholders. The inputs, tools and techniques, and outputs of this process are depicted in Figure 13-2. 
Figure 13-3 depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project charter

.2 Procurement documents

.3 Enterprise environmental  
 factors
.4 Organizational process  
 assets

.1 Stakeholder analysis

.2 Expert judgment

.3 Meetings

.1 Stakeholder register

Figure 13-2. Identify Stakeholders: Inputs, Tools & Techniques, and Outputs
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13.2 Plan Stakeholder Management

Plan Stakeholder Management is the process of developing appropriate management strategies to effectively 
engage stakeholders throughout the project life cycle, based on the analysis of their needs, interests, and potential 
impact on project success. The key benefit of this process is that it provides a clear, actionable plan to interact with 
project stakeholders to support the project’s interests. The inputs, tools and techniques, and outputs of this process 
are depicted in Figure 13-5. Figure 13-6 depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Stakeholder register

.3 Enterprise environmental  
 factors
.4 Organizational process  
 assets

.1 Expert judgment

.2 Meetings

.3 Analytical techniques

.1 Stakeholder management  
 plan
.2 Project documents
 updates

Figure 13-5. Plan Stakeholder Management: Inputs, Tools & Techniques, and Outputs
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Project managers should be aware of the sensitive nature of the stakeholder management plan and take 
appropriate precautions. For example, information on stakeholders who are resistant to the project can be potentially 
damaging, and due consideration should be given regarding the distribution of such information. When updating 
the stakeholder management plan, the validity of underlying assumptions should be reviewed to ensure continued 
accuracy and relevancy.

13.2.3.2 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Project schedule, and

Stakeholder register.

13.3 Manage Stakeholder Engagement

Manage Stakeholder Engagement is the process of communicating and working with stakeholders to meet 
their needs/expectations, address issues as they occur, and foster appropriate stakeholder engagement in project 
activities throughout the project life cycle. The key benefit of this process is that it allows the project manager 
to increase support and minimize resistance from stakeholders, significantly increasing the chances to achieve 
project success. The inputs, tools and techniques, and outputs of this process are depicted in Figure 13-8. Figure 
13-9 depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Stakeholder management  
 plan
.2 Communications  
 management plan
.3 Change log
.4 Organizational process  
 assets

.1 Communication methods

.2 Interpersonal skills

.3 Management skills

.1 Issue log

.2 Change requests

.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 13-8. Manage Stakeholder Engagement: Inputs, Tools & Techniques, and Outputs
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Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Issue log

.3 Work performance data

.4 Project documents

.1 Information management  
 systems
.2 Expert judgment
.3 Meetings

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 13-10. Control Stakeholder Engagement: Inputs, Tools & Techniques, and Outputs
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Figure 13-11. Control Stakeholder Engagement: Data Flow Diagram

Stakeholder engagement activities are included in the stakeholder management plan and are executed during 
the life cycle of the project. Stakeholder engagement should be continuously controlled.
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To monitor stakeholder relationships

To adjust strategies and plans for engaging stakeholders

To maintain or increase the efficiency and effectiveness of 
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Inputs Tools & Techniques Outputs
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.1 Work performance  
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Stakeholder engagement activities are included in the stakeholder management plan and are executed during 
the life cycle of the project. Stakeholder engagement should be continuously controlled.
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Project Management Plan, defines many things including:

The processes applied to each phase of a project

How human resources requirements will be met

How staff management will be addressed and structured

How change will be monitored and controlled

The needs for stakeholder communication

13.4 Control Stakeholder Engagement
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Stakeholder engagement activities are included in the stakeholder management plan and are executed during 
the life cycle of the project. Stakeholder engagement should be continuously controlled.
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Work Performance Data, as defined by PMI: “the primary 
observations and measurements identified during activities being 
performed to carry out the project work” such as:

Percentage of work completed
Technical performance measures
Start and finish dates of schedule activities
Number of change requests
Number of defects
Actual costs & durations
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Stakeholder engagement activities are included in the stakeholder management plan and are executed during 
the life cycle of the project. Stakeholder engagement should be continuously controlled.
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Work Performance Information:

The analyzed and integrated data collected from various 
controlling processes

Remember: work performance data is transformed into work 
performance information
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Figure 13-11. Control Stakeholder Engagement: Data Flow Diagram

Stakeholder engagement activities are included in the stakeholder management plan and are executed during 
the life cycle of the project. Stakeholder engagement should be continuously controlled.
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Project Management Plan Updates, changes to:
 Change management plan
 Communications management plan
 Cost management plan
 Human resource management plan
 Procurement management plan
 Quality management plan
 Requirements management plan
 Risk management plan
 Schedule management plan
 Scope management plan
 Stakeholder management plan
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Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Issue log

.3 Work performance data

.4 Project documents

.1 Information management  
 systems
.2 Expert judgment
.3 Meetings

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 13-10. Control Stakeholder Engagement: Inputs, Tools & Techniques, and Outputs
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Figure 13-11. Control Stakeholder Engagement: Data Flow Diagram

Stakeholder engagement activities are included in the stakeholder management plan and are executed during 
the life cycle of the project. Stakeholder engagement should be continuously controlled.
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Project Documents Updates:

Focusing on the stakeholder register and issue log

13.4 Control Stakeholder Engagement
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13.1 Identify Stakeholders: get ‘em in a register!

13.2 Plan Stakeholder Management: strategies to engage

13.3 Manage Stakeholder Engagement: needs & expectations

13.4 Control Stakeholder Engagement: monitoring relationships
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Process Group
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13

13.1 Identify Stakeholders

Identify Stakeholders is the process of identifying the people, groups, or organizations that could impact or 
be impacted by a decision, activity, or outcome of the project, analyzing and documenting relevant information 
regarding their interests, involvement, interdependencies, influence, and potential impact on project success. The 
key benefit of this process is that it allows the project manager to identify the appropriate focus for each stakeholder 
or group of stakeholders. The inputs, tools and techniques, and outputs of this process are depicted in Figure 13-2. 
Figure 13-3 depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project charter

.2 Procurement documents

.3 Enterprise environmental  
 factors
.4 Organizational process  
 assets

.1 Stakeholder analysis

.2 Expert judgment

.3 Meetings

.1 Stakeholder register

Figure 13-2. Identify Stakeholders: Inputs, Tools & Techniques, and Outputs

 

Project Stakeholder Management
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Figure 13-3. Identify Stakeholders Data Flow Diagram

Licensed To: Maureen MacDonald PMI MemberID: 2720945
This copy is a PMI Member benefit, not for distribution, sale, or reproduction.

399©2013 Project Management Institute. A Guide to the Project Management Body of Knowledge (PMBOK® Guide) – Fifth Edition 

13 - PROJECT STAKEHOLDER MANAGEMENT
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13.2 Plan Stakeholder Management

Plan Stakeholder Management is the process of developing appropriate management strategies to effectively 
engage stakeholders throughout the project life cycle, based on the analysis of their needs, interests, and potential 
impact on project success. The key benefit of this process is that it provides a clear, actionable plan to interact with 
project stakeholders to support the project’s interests. The inputs, tools and techniques, and outputs of this process 
are depicted in Figure 13-5. Figure 13-6 depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Stakeholder register

.3 Enterprise environmental  
 factors
.4 Organizational process  
 assets

.1 Expert judgment

.2 Meetings

.3 Analytical techniques

.1 Stakeholder management  
 plan
.2 Project documents
 updates

Figure 13-5. Plan Stakeholder Management: Inputs, Tools & Techniques, and Outputs
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Figure 13-6. Plan Stakeholder Management Data Flow Diagram
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Inputs Tools & Techniques Outputs

.1 Project management plan

.2 Issue log

.3 Work performance data

.4 Project documents

.1 Information management  
 systems
.2 Expert judgment
.3 Meetings

.1 Work performance  
 information
.2 Change requests
.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 13-10. Control Stakeholder Engagement: Inputs, Tools & Techniques, and Outputs
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Figure 13-11. Control Stakeholder Engagement: Data Flow Diagram

Stakeholder engagement activities are included in the stakeholder management plan and are executed during 
the life cycle of the project. Stakeholder engagement should be continuously controlled.
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Project managers should be aware of the sensitive nature of the stakeholder management plan and take 
appropriate precautions. For example, information on stakeholders who are resistant to the project can be potentially 
damaging, and due consideration should be given regarding the distribution of such information. When updating 
the stakeholder management plan, the validity of underlying assumptions should be reviewed to ensure continued 
accuracy and relevancy.

13.2.3.2 Project Documents Updates

Project documents that may be updated include, but are not limited to:

Project schedule, and

Stakeholder register.

13.3 Manage Stakeholder Engagement

Manage Stakeholder Engagement is the process of communicating and working with stakeholders to meet 
their needs/expectations, address issues as they occur, and foster appropriate stakeholder engagement in project 
activities throughout the project life cycle. The key benefit of this process is that it allows the project manager 
to increase support and minimize resistance from stakeholders, significantly increasing the chances to achieve 
project success. The inputs, tools and techniques, and outputs of this process are depicted in Figure 13-8. Figure 
13-9 depicts the data flow diagram of the process.

Inputs Tools & Techniques Outputs

.1 Stakeholder management  
 plan
.2 Communications  
 management plan
.3 Change log
.4 Organizational process  
 assets

.1 Communication methods

.2 Interpersonal skills

.3 Management skills

.1 Issue log

.2 Change requests

.3 Project management plan  
 updates
.4 Project documents  
 updates
.5 Organizational process  
 assets updates

Figure 13-8. Manage Stakeholder Engagement: Inputs, Tools & Techniques, and Outputs
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