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Welcome to lecture 4 of Topic 2.9. In this lecture we focus on Phase 2 of the 
Project Management Lifecycle – the planning phase



The main aim of the planning phase of the project management lifecycle is to 
produce a detailed project plan that describes:
What will be done?
When it will be done?
Who is going to do it?, and
What resources are required?
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The project plan:
• Defines each major task – what will be done and by whom, estimates when 

an activity will be undertaken, the time each activity will take to complete, 
and the cash and in-kind resources required for each activity; and

• Provides a framework for monitoring progress and taking corrective action 
if any activities do not go to plan

It provides a road map for the project’s primary stakeholders; the project 
management team, to assist them in:
• Managing the project’s implementation, and
• Achieving the project’s defined outcomes
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Core processes undertaken during the planning phase include:
• Identifying the specific activities or tasks that need to be undertaken
• Identifying deliverables or outputs that the project’s activities will produce
• Identifying if any of the activities are dependent on other activities occurring 

first
• Determining the time required to complete individual activities
• Identifying risks and incorporating risk mitigation strategies into the 

activities required
• Creating a project schedule that shows the required sequencing of activities 

and the time duration of the activities
• Estimating the cash and in-kind resources required and the source from 

which the resources will be obtained for each activity
• Determining what information needs to be collected during the project’s 

implementation for future project evaluation
• Documenting the processes outlined above in a project plan document

4



During the planning phase collaborative project planning techniques can be 
used to collaboratively generate the information required for the project plan.  
Collaborative project planning techniques can be used for:
• Project scheduling
• Developing a work break down structure, and
• Identifying and managing project risks
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The project scheduling technique can be used by groups to collaboratively:

Develop a list of activities or tasks that need to be undertaken to implement a 

project, and

Determine the sequence that the activities need to be undertaken in

To undertake the project scheduling technique a facilitator would:

Write at the top of a long piece of paper a short description of the project.  For 

example: ‘Project: Establish a gardening interest group at the neighbourhood 

house’

Ask the group to generate 3-5 project milestones that must be completed in 

order to implement the project.  For example: 

‘Obtain necessary cash and in-kind resources’

‘Develop gardening activities for the gardening interest group’

‘Promote gardening activities to tertiary stakeholders’
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The  facilitator would then:

Write the milestones from left to right across the long sheet of paper in the 
required sequence; the order that the milestones need to be achieved in
Have the participants form into small groups and assign one milestone to 
each small group.  Ask each group to identify and list all the action steps it 
would take to complete their milestone and to write each step on a sticky note
Ask the groups to place their sticky notes on the long sheet of paper in the 
sequence in which the actions need to be carried out
Ask the group to reflect on the action steps and their sequence, adding any 
actions that may be missing and changing the sequencing if necessary 
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The work break down structure technique can be used by groups to 
collaboratively determine:
Who needs to do what by when, and
The resources required for each action step or task

To undertake the technique a facilitator would:
Draw a matrix consisting of four vertical columns and label them ‘Task’, ‘Who’, 
‘By When’ and ‘Resources Needed’
Under the task heading list all the tasks that need to be done – the action 
steps from the previous exercise – the project scheduling technique

The facilitative leader or professional facilitator would then:
•Ask the participants to identify and discuss for each of the tasks or action 
steps: 
•Who will do this?
•By when? and 
•What resources are required?
•Write the answers to the those questions in the matrix as the group reaches 
agreement on the answers
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The identifying and managing risk technique can be used by groups to identify 
what could go wrong when implementing a project and to develop strategies 
to reduce the likelihood that these risks will occur.

To undertake the identifying and managing risks technique a facilitator would:
• Ask the group to review the action steps listed in the work break down 

technique and the who, by when and resources needed components of the 
tasks listed in the project scheduling technique and identify areas where 
potential problems are most likely

• List the groups suggestions of what could go wrong
• Ask the group to give identified risks a weighting for the likelihood of their 

occurrence (1=Low, 2=Medium, 3=High)
• Ask the group to give identified risks a weighting for their impact on 

successful completion of the project (1=Low, 2=Medium, 3=High)
• Ask the group to develop risk mitigation strategies for each of the identified 

risks, concentrating on high likelihood and high and medium impact risks
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During the planning phase project planning tools, such as action plans and 
Gantt charts, can be used to document the information in the project plan.

We looked at the process required to develop action plans in an earlier lecture 
of this topic.
In this lecture we will focus on the development of Gantt charts.
But before we do that we will look at detailed task lists.

Gantt charts are usually developed after a detailed task list has been created.
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To develop a detailed task list you need to identify different types of tasks:
There are Parallel Tasks
These are tasks that are not dependent on another task during a particular 
stage of a project and can therefore occur parallel to other tasks during the 
stage
For example - developing training manuals is not dependent on acquiring 
computers, therefore can be undertaken at any time after the project proposal 
is developed and any time before training commences

In contrast there are Sequential Tasks
These are tasks that are dependent on other tasks and therefore need to 
occur in a sequence 
An example of a sequential task is installing computers as it can not be 
undertaken until the computers have been acquired
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This is an example of a detailed task list

The steps to develop a detailed task list are:
• List all of the tasks required to implement the project
• For each task state the:
• Earliest start date for the task
• Estimated length of time the task will take to complete
• If the task is parallel or sequential
• Other tasks sequential tasks depend upon
• Other tasks from a prior stage that parallel tasks depend upon

This example of a task list shows the task of developing training manuals which is 
considered a parallel task.  Developing the training manuals is not dependent on 
acquiring the computers, acquiring funding or installing the computers and could be 
undertaken at any time after the project proposal is developed and any time before the 
training commences.
In contrast, obtaining the three support letters is considered parallel tasks as they can 
occur at the same time during the stage between developing the project proposal and 
submitting the funding proposal.

Now that we have the detailed task list we can develop the Gantt chart
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This slide shows an example of a Gantt chart
The detailed task list is used to create the Gantt chart, which is a type of bar chart.  
Gantt charts consist of dates running along the top of the bar graph in increments of 
days, weeks or months.  Each row in the bar graph represents a single task.  The 
rows of bars in the Gantt chart highlight the start and finish dates of each task 
required to implement the project.  
Gantt charts provide a visual representation of the individual tasks that make up a 

project.  Gantt charts assist in monitoring if a project is on schedule, or not.  If not, the 
Gantt chart’s easy interpretation enables the project team to identify what actions 
need to be taken in order to put the project back on schedule.
The steps involved in developing a Gantt chart include:
Create a table - show the dates along the top in increments of days, weeks or months 
from the day, week or month the first task commences through to the day, week or 
month the last task is completed
List the tasks down the side of the table with each row representing a single task 
Plot each task on the table as a bar, with the length of the bar on the row being the 
length of time the task will take to complete
Schedule the tasks so that sequential actions are carried out in the required sequence 
- dependent tasks do not start until the activities they depend upon are completed
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