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2.1 Stakeholder Performance Domain

Stakeholder. An individual, group, or organization that may affect, be 
affected by, or perceive itself to be affected by a decision, activity, or 
outcome of a project, program, or portfolio.

Stakeholder Analysis. A method of systematically gathering and 
analyzing quantitative and qualitative information to determine whose 
interests should be taken into account throughout the project.

Identify Stakeholders is It is critical for project success to identify the 
stakeholders early in the project or phase and to analyze their levels of 
interest, their individual expectations, as well as their importance and 
influence.
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2.1 Stakeholder Performance Domain 
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The Stakeholder Performance

Domain addresses activities and

functions associated with

stakeholders.

STAKEHOLDER PERFORMANCE DOMAIN

Effective execution of this performance domain results in the following 

desired outcomes:

• A productive working relationship with stakeholders throughout the 

project.

• Stakeholder agreement with project objectives. 

• Stakeholders who are project beneficiaries are supportive and 

satisfied while stakeholders who may oppose the project or its 

deliverables do not negatively impact project outcomes 



Stakeholder Analysis
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Examples of Project Stakeholders

Project Manager
Project Management 
Team
Project Team

Governing Bodies
PMOs
Steering Committee

Suppliers
Customers
End Users
Regulatory Bodies

Stakeholder: An individual, group, or organization that may affect, be 

affected by, or perceive itself to be affected by a decision, activity, or 

outcome of a project.



RACI Chart

RACI Chart: A common type of responsibility assignment matrix that uses responsible, accountable, 

consult, and inform statuses to define the involvement of stakeholders in project activities.

R=Responsible; A= Accountable, C=Consulted, I= Informed

Stakeholder Receive Project Execution Quality Assurance Dispatch of Project

Manager A/I

Account Manager R I A/C A/R

Point of Contact R A/R A/R/C A/R

PowerPoint Designer R R



Stakeholder Engagement

• Stakeholder Engagement includes implementing strategies and 
actions to promote productive

• Involvement Of Stakeholders. Stakeholder engagement activities 
start before or when the project

• starts and continue throughout the project.
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Navigating Effective Stakeholder Engagement



1 Identify

• High-level stakeholder identification may be carried out prior to 
forming the project team.

• Detailed stakeholder identification progressively elaborates the initial 
work and is a continuous activity throughout the project. Some 
stakeholders are easy to identify, such as the customer, sponsor, 
project team, end users, and so forth, but others can be difficult to 
identify when they are not directly connected to the project.
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Understand and Analyze

• Once stakeholders are identified, the project manager and the project 
team should seek to understand stakeholders’ feelings, emotions, 
beliefs, and values.

• understanding and analyzing stakeholders is an ongoing action.

• Analyze aspects of each stakeholder’s position on and perspective of 
the project. Analyzing stakeholders considers several stakeholder 
aspects, such as:
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Prioritize

Prioritization of Stakeholders aims to focus on stakeholders with the 
most power and interest as one way to prioritize engagement. 

• As events unfold throughout the project, the project team may need 
to reprioritize based on new stakeholders or evolving changes in the 
stakeholder landscape.
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Engage

• Stakeholder Engagement entails working collaboratively with 
stakeholders to introduce the project, elicit their requirements, 
manage expectations, resolve issues, negotiate, prioritize, problem
solve, and make decisions. 

• Engaging stakeholders requires the application of soft skills, such as
active listening, interpersonal skills, and conflict management, as well 
as leadership skills such as establishing the vision and critical thinking.
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Type

Verbal

Formal

Presentations Project reviews 

Briefings Product demos 

Brainstorming

Informal

Conversations

Ad hoc discussions

Written Progress reports Project

documents Business case

Brief notes  Email

Instant messaging/texting Social

media
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Types of Communication

Communication with stakeholders can take place via written or verbal means, and it can be

formal or informal. 



Communication Methods 

• Push Communication sent to stakeholders such as memos, emails, status 
reports, voice mail, and so forth. Push communication is used for one-way 
communications with individual stakeholders or groups of stakeholders. 

• Push Communication inhibits the ability to immediately gauge reaction 
and assess understanding; therefore, it should be used deliberately.

• Pull Communication Information sought by the stakeholder, such as a 
project team member going to an intranet to find communication policies 
or templates, running internet searches, and using online repositories. 
Pulling information is used for indirect sensing of stakeholder concerns
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Monitor

• Throughout the project, stakeholders will change as new stakeholders 
are identified and others cease to be stakeholders. 

• As the project progresses, the attitude or power of some stakeholders 
may change. In addition to identifying and analyzing new 
stakeholders, there is an opportunity to assess whether the current 
engagement strategy is effective or if it needs to be adjusted. 

• Therefore, the amount and effectiveness of stakeholder engagement 
is monitored throughout the project.
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Monitor

• The degree of stakeholder satisfaction can often be determined by 
having a conversation with stakeholders to gauge their satisfaction 
with the project deliverables and the overall management of the 
project. 

• Project and iteration reviews, product reviews, stage gates, and other 
methods are ways to obtain periodic feedback. 

• For large groups of stakeholders, a survey can be used to assess the 
degree of satisfaction. Where necessary, the stakeholder engagement 
approach can be updated to achieve higher stakeholder satisfaction.

20



2.2 Team Performance Domain 
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The Team Performance Domain 

addresses activities and functions 

associated with the

people who are responsible for 

producing project deliverables that 

realize business outcomes

TEAM PERFORMANCE DOMAIN

Effective execution of this performance domain results in the

following desired outcomes: 

• Shared ownership. 

• A high-performing team. 

• Applicable leadership and other interpersonal skills demonstrated by 

all team members.



Team Performance Domain

• Project Manager The person assigned by the performing organization 
to lead the project team that is responsible for achieving the project 
objectives.

• Project Management Team The members of the project team who 
are directly involved in project management activities.
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Team Performance Domain

• Project Team A set of individuals performing the work of the project 
to achieve its objectives.

• Project management entails applying knowledge, skills, tools, and 
techniques for management activities as well as leadership activities

• Leadership activities focus on people. 

• Leadership includes influencing, motivating, listening, enabling, and 
other activities having to do with the project team. Both are 
important in delivering the intended outcomes.
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Centralized Management and Leadership

• leadership activities should be practiced by all project team members, 

• Management activities may be centralized or distributed. 

• In an environment where management activities are centralized, 
accountability (being answerable for an outcome), is usually assigned 
to one individual, such as the project manager or similar role. In these 
situations, a project charter or other authorizing document can 
provide approval for the project manager to form a project team to 
achieve the project outcomes.

24



Distributed Management and Leadership

• Sometimes project management activities are shared among a 
project management team, and project team members are 
responsible for completing the work. 

• There are also situations where a project team may self-organize to 
complete a project. 

• Rather than having a designated project manager, someone within 
the project team may serve as facilitator to enable communication, 
collaboration, and engagement. This role may shift among project 
team members
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Servant Leadership 

Servant Leadership is a style of leadership that focuses on 
understanding and addressing the
needs and development of project team members in order to enable 
the highest possible project
team performance
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Servant Leadership Behaviors 

• Obstacle Removal. the servant leader maximize delivery by removing 
impediments to their progress. This includes solving problems and 
removing obstacles that may be hampering the project team’s work. 
By solving or easing these impediments, the project team can deliver 
value to the business faster.

• Diversion Shield. Servant leaders protect the project team from 
internal and external diversions that redirect the project team from 
the current objectives. Time fragmentation reduces productivity, so 
shielding the project team from noncritical, external demands helps 
the project team stay focused.
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Servant Leadership Behaviors 

• Encouragement and development opportunities. The servant leader 
also provides tools and encouragement to keep the project team 
satisfied and productive. Learning what motivates project team 
members as individuals and finding ways to reward them for good 
work helps keep project team members satisfied.

28



Project Team Culture

• Each project team develops its own team culture. 

• The project team’s culture may be established deliberately by 
developing project team norms, or informally through the behaviors 
and actions of its project team members. 

• The project team culture operates within the organization’s culture 
but reflects the project team’s individual ways of working and 
interacting
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Project Team Culture

• Human beings have a set of biases, some of them unconscious and 
some of them conscious.

• For example, one person may feel that unless a schedule is displayed 
using a software-generated Gantt chart, that it is not a true or valid 
schedule. 

• Another person may have a contrasting bias that detailed planning 
any further out than 30 days is a waste of time. 

• Being open and transparent about biases up front establishes a 
culture of openness and trust that can enable consensus and 
collaboration.
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Project Team Culture

The project manager is key in establishing and maintaining a safe, 
respectful, nonjudgmental environment that allows the project team to 
communicate openly

• Transparency. Being transparent in how one thinks, makes choices, 
and processes information helps others identify and share their own 
processes. This can extend to being transparent about biases as well.

• Integrity. Integrity is comprised of ethical behavior and honesty. 
Individuals demonstrate honesty by surfacing risks, communicating 
their assumptions and basis of estimates, delivering bad news early, 
ensuring status reports provide an accurate depiction of the project’s 
status, and in many other ways
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2.7 Measurement Performance Domain 
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The Measurement Performance 

Domain addresses activities and 

functions associated with assessing 

project performance and taking 

appropriate actions to maintain 

acceptable performance.

Measurement Performance Domain

• Effective execution of this performance domain results in the following desired 

outcomes:

• A reliable understanding of the status of the project. 

• Actionable data to facilitate decision making. 

• Timely and appropriate actions to keep project performance on track.

• Achieving targets and generating business value by making informed and 

timely decisions based on reliable forecasts and evaluations.



Important Definitions

• Metric. A description of a project or product attribute and how to 
measure it. 

• Baseline. The approved version of a work product used as a basis for 
comparison to actual results. 

• Dashboard. A set of charts and graphs showing progress or 
performance against important measures of the project
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Effective Measures

1. Key Performance Indicators (KPIs) for projects are quantifiable 
measures used to evaluate the success of a project.

• Leading and Lagging Indicators are two types of measurements used 
when assessing performance in a project.
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Effective Measures

• Leading Indicators: They define what actions are necessary to achieve 
your goals with measurable outcomes. They “lead” to successfully 
meeting overall business objectives, which is why they are called 
“leading”.

• Lagging Indicators: measures current production and 
performance. While a leading indicator is dynamic but 
difficult to measure, a lagging indicator is easy to measure 
but hard to change.
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Effective Measures

2. Effective Metrics: Characteristics of effective metrics (or SMART criteria) :

• Specific. Measurements are specific as to what to measure. 

• Meaningful. Measures should be tied to the business case, baselines, or 
requirements. 

• Achievable. The target is achievable given the people, technology, and 
environment. 

• Relevant. The information provided by the measure should provide value 
and allow for actionable information. 

• Timely. Useful measurements are timely. Information that is old is not as 
useful as fresh information. 
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Project Measurements

• Work in Progress. This measure indicates the number of work items that 
are being worked on at any given time. It is used to help the project team 
limit the number of items in progress to a manageable size. 

• Lead Time. This measure indicates the amount of elapsed time from a story 
or chunk of work entering the backlog to the end of the iteration or the 
release. Lower lead time indicates a more effective process and a more 
productive project team. 

• Cycle Time. Related to lead time, cycle time indicates the amount of time it 
takes the project team to complete a task. Shorter times indicate a more 
productive project team. A consistent time helps predict the possible rate 
of work in the future. 
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Project Measurements

• Queue Size. This measure tracks the number of items in a queue. This 
metric can be compared to the work in progress limit. Little’s Law states 
that queue size is proportional to both the rate of arrival in the queue and 
the rate of completion of items from the queue. One can gain insights into 
completion times by measuring work in progress and developing a forecast 
for future work completion. 

• Batch Size. Batch size measures the estimated amount of work (level of 
effort, story points, etc.) that is expected to be completed in an iteration. 

• Process Efficiency. Process efficiency is a ratio used in lean systems to 
optimize the flow of work. This measure calculates the ratio between 
value-adding time and non-value-adding activities. Tasks that are waiting 
increase the non-value-adding time. Tasks that are in development or in 
verification represent value-adding time. Higher ratios indicate a more 
efficient process.
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Baseline Performance- Schedule Measures

• Start and Finish Dates. Comparing the actual start dates to the 
planned start dates and the actual finish dates to the planned finish 
dates can measure the extent to which work is accomplished as 
planned. Even if work is not on the longest path through the project 
(the critical path), late start and finish dates indicate that the project 
is not performing to plan. 

• Effort and Duration. Actual effort and duration compared to planned 
effort and duration indicates whether estimates for the amount of 
work and the time the work takes are valid. 
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Baseline Performance- Schedule Measures

• Schedule Variance (SV). A simple schedule variance is determined by looking at 
performance on the critical path. When used with earned value 
management, it is the difference between the earned value and the 
planned value. Figure 2-24 shows an earned value graph illustrating 
the schedule variance. 

• Schedule Performance Index (SPI). Schedule performance index is an earned value 
management measure that indicates how efficiently the scheduled 
work is being performed. 

• Feature Completion Rates. Examining the rate of feature acceptance during 
frequent reviews can help assess progress and estimate completion 
dates and costs. 
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Baseline Performance- Cost Measures

• Actual cost compared to Planned Cost. This cost measure compares the actual cost 
for labor or resources to the estimated cost. This term may be 
referred to as the burn rate. 

• Cost Variance (CV). A simple cost variance is determined by comparing the 
actual cost of a deliverable to the estimated cost. When used with 
earned value management, it is the difference between the earned 
value and the actual cost. Figure 2-24 shows an earned value graph 
illustrating the cost variance. 

• Cost Performance Index (CPI). An earned value management measure that 
indicates how efficiently the work is being performed with regard to 
the budgeted cost of the work.
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Resource Measurements

• Planned resource utilization compared to actual resource utilization. 
This measurement compares the actual usage of resources to the 
estimated usage. A usage variance is calculated by subtracting the 
planned usage from the actual usage. 

• Planned resource cost compared to actual resource cost. This 
measurement compares the actual cost of resources to the estimated 
cost. Price variance is calculated by subtracting the estimated cost 
from the actual cost. 
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Business Value Measurements

• Cost-benefit Ratio. This is a measure of the expected present value of an 
investment with the initial cost.

• Planned benefits delivery compared to actual benefits delivery. As part of a 
business case, organizations may identify value as the benefit that will be 
delivered as a result of doing the project.

• Return on Investment (ROI). A measure of the amount of financial return 
compared to the cost, ROI is generally developed as an input to the 
decision to undertake a project

• Net Present Value (NPV). The difference between the present value of 
inflows of capital and the present value of outflows of capital over a period 
of time, NPV is generally developed when deciding to undertake a project
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Stakeholder Satisfaction Measurements

• Net Promoter Score® (NPS®). A Net Promoter Score measures the 
degree to which a stakeholder (usually the customer) is willing to 
recommend a product or service to others. 

• Mood Chart. A mood chart can track the mood or reactions of a 
group of very important stakeholders—the project team.

• Morale. Since mood boards can be subjective, another option is to 
measure project team morale. 

• Turnover. Another way to track morale is by looking at unplanned 
project team turnover. High rates of unplanned turnover may indicate 
low morale.
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Forecasts Measurements

• Estimate to Complete (ETC): An earned value management measure 
that forecasts the expected cost to finish all the remaining project 
work.

• Estimate at Completion (EAC): This earned value management 
measure forecasts the expected total cost of completing all work

• Variance at Completion (VAC): An earned value management measure 
that forecasts the amount of budget deficit or surplus. It is expressed 
as the difference between the budget at completion (BAC) and the 
estimate at completion (EAC). 
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Forecasts Measurements

• To-complete Performance Index (TCPI). An earned value management 
measure that estimates the cost performance required to meet a 
specified management goal. TCPI is expressed as the ratio of the cost 
to finish the outstanding work to the remaining budget. 

• Regression Analysis. An analytical method where a series of input 
variables are examined in relation to their corresponding output 
results in order to develop a mathematical or statistical relationship. 
The relationship can be used to infer future performance. 

• Throughput Analysis. assesses the number of items being completed 
in a fixed time frame. 
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Forecast of Estimate at Completion and Estimate to Complete



Presenting Information

1. Dashboards: Dashboards often 
include information displayed 
as stoplight charts (also known 
as RAG charts where RAG is an 
abbreviation for red-amber-
green), bar charts, pie charts, 
and control charts. A text 
explanation can be used for any 
measures that are outside the 
established thresholds.
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Presenting Information

Information Radiators: Information radiators, also known as big visible 
charts (BVCs), are visible, physical displays that provide information to 
the rest of the organization, enabling timely knowledge sharing.
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Presenting Information

1. Visual Controls

• Task boards. A task board is a 
visual representation of the 
planned work that allows 
everyone to see the status of 
the tasks
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Example of Burndown Chart

Burn charts. Burn charts, such as a 

burnup or burndown charts, can show 

project team velocity. Velocity measures 

the productivity rate at which the 

deliverables are produced, validated, and 

accepted within a predefined interval



Measurement Pitfalls

• Hawthorne Effect. the very act of measuring something influences 
behavior. For example, measuring only a project team's output of 
deliverables can encourage the project team to focus on creating a 
large volume of deliverables rather than focusing on deliverables that 
would provide higher customer satisfaction. 
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Measurement Pitfalls

• Vanity Metric. A vanity metric is a measure that shows data but does 
not provide useful information for making decisions. Measuring 
pageviews of a website is not as useful as measuring the number of 
new viewers.

• Demoralization. If measures and goals are set that are not achievable, 
project team morale may fall as they continuously fail to meet targets. 
Setting stretch goals and aspirational measures is acceptable, but 
people also want to see their hard work recognized. Unrealistic or 
unachievable goals can be counterproductive. 
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Measurement Pitfalls

• Misusing the Metrics. Regardless of the metrics used to measure 
performance, 

• Confirmation Bias. As human beings, we tend to look for and see 
information that supports our preexisting point of view. This can lead 
us to false interpretations of data. 

• Correlation Versus Causation. A common mistake in interpreting 
measurement data is confusing the correlation of two variables with 
the idea that one causes the other.
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2.8 Uncertainty Performance Domain 
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The Uncertainty Performance Domain 

addresses activities and functions 

associated with risk and uncertainty.

Uncertainty Performance Domain 

• Effective execution of this performance domain results in the following desired outcomes:

• An awareness of the environment in which projects occur, including, but not limited to, 

the technical, social, political, market, and economic environments. 

• Proactively exploring and responding to uncertainty. 

• An awareness of the interdependence of multiple variables on the project. 

• The capacity to anticipate threats and opportunities and understand the consequences of 

issues. 

• Project delivery with little or no negative impact from unforeseen events or conditions. 

• Opportunities are realized to improve project performance and outcomes. 

• Cost and schedule reserves are utilized effectively to maintain alignment with project 

objectives.



Uncertainty Performance Domain 

Uncertainty. A lack of 
understanding and awareness of 
issues, events, paths to follow, or 
solutions to pursue.
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Uncertainty Performance Domain 

• Ambiguity. A state of being unclear, having difficulty in identifying the 
cause of events, or having multiple options from which to choose. 

• Complexity. A characteristic of a program or project or its 
environment that is difficult to manage due to human behavior, 
system behavior, and ambiguity. 
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Uncertainty Performance Domain 

• Projects exist in environments with varying degrees of uncertainty. 

• Uncertainty presents threats and opportunities that project teams 
explore, assess, and decide how to handle

• Uncertainty is inherent in all projects. For this reason, the effects of 
any activity cannot be predicted precisely, and a range of outcomes 
can occur. Potential outcomes that benefit the project objectives are 
known as opportunities; potential outcomes that have a negative 
effect on objectives are called threats.
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Responding to Uncertainty

1. Gather information: conducting research, engaging experts, or performing 
a market analysis.  

2. Prepare for multiple outcomes: the project team can categorize and assess 
the potential causes to estimate their likelihood of occurrence.  

3. Set-based design. Multiple designs or alternatives can be investigated 
early in the project to reduce uncertainty. This allows the project team to 
look at trade-offs, such as time versus cost, quality versus cost, risk versus 
schedule, or schedule versus quality. The intention is to explore options so 
the project team can learn from working with the various alternatives. 
Ineffective or suboptimal alternatives are discarded throughout the 
process. 

4. Build in resilience. Resilience is the ability to adapt and respond quickly to 
unexpected changes.
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