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Editorial

In this edition of the Journal, we can read a very timely article by Lusya Adamyan, ADG, on project management. She
introduces two concepts — that of the Project Charter and that of the “T” type Project Leader. The Project Charter is
presented as a document above the regular Project Plan that combines both the project strategy of the specific project
with organization strategy. The need of the Project Charter rises from the uncertainties and complexities of certain types
of projects, which now are overwhelming in the EC. Such a charter calls for a new type of a project leader, the “T” type
project leader, who combines the vertical expertise of the specific project with the horizontal knowledge of the
organization as a whole and its stakeholders’ interests. Besides these two concepts you can find a discussion on project
uncertainties and complexities.

The second article is from Nina Hakobyan from the EC Talent Development team where she reports on the audit process
that the Aerospace Engineering Master’s program underwent by a combined commission from the Academy of Sciences
and a certified education auditing body. Our master’s program did not only pass the audit with flying colors, but also
was pronounced as an exemplary program for others to follow.
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. Project Charter's Role in Managing Constraints: What to do, When to deliver

by Lusya Adamyan, ADG

Abstract

This paper is born out of a series of successive challenges, case studies, meetings, and monitoring results. In the
following, certain techniques and methods will be discussed and proposed to address and assist the team in minimizing
artificial uncertainties as much as possible. These methods will help teams recognize their environment, which navigates
their technical expertise, enabling them to quickly generate business value from an idea. This process will involve
evaluating the current state, defining opportunities and transparency, and establishing a clear pathway to transition from
the current state to the future state. Furthermore, it will support the team leader’s transition from a self-organized role
to a more generalized, self-organized leader, facilitating a shift from an I-shape to a T-shape model. T-shape leaders,
equipped with both deep technical expertise and a broad skill set, are pivotal in establishing and leading cross-functional
teams. These leaders don't merely follow technical desires but are able to balance and align team efforts with the strategic
interests of the company. By seeing the broader picture, they are able to guide their teams while ensuring that the project
remains in sync with organizational goals, ultimately fostering a more cohesive and effective team dynamic in an
uncertain environment.

Additionally, the environment provides the necessary foundation for the project to be SMART (Specific, Measurable,
Achievable, Relevant, Time-bound), a concept that is clearly articulated and defined in the project charter. This charter
serves as a crucial document that ensures all stakeholders are aligned, clarifying the project’s scope, timelines, and
expected outcomes, while also helping to establish clear objectives that drive the project’s successful completion.

Keywords:  Uncertainty management; Project charter; I-shape, T-shape peoples; Project constraints; Cynefin
framework,Stacy matrix

1. Introduction

The Project Charter is a foundational document in project management, providing formal authorization for a project’s
initiation and offering a comprehensive overview of its objectives, scope, key stakeholders, and constraints. Serving as
the guiding reference throughout the project lifecycle, the Project Charter ensures that the project team and stakeholders
are aligned on expectations, goals, and processes. By defining critical elements such as cost, time, scope, risks, and
required resources, it offers clarity and direction for project execution.

Beyond traditional project management principles, the Project Charter also plays a crucial role in aligning the project
with business value. It helps teams involved in research, testing, and iterative development, especially when building a
Minimum Viable Product (MVP), to step back, reflect, and ensure that the project delivers tangible outcomes that meet
organizational objectives. Whether using a predictive, hybrid, or agile approach, the Project Charter serves as a key
document that anchors the project’s scope, objectives, and deliverables while focusing on creating value from the very
beginning. This introduction sets the stage for understanding how the Project Charter contributes to successful project
outcomes, particularly in dynamic environments where flexibility and adaptability are essential.

2. Uncertainty management as part of project management

Much good project management practice can be thought of as effective uncertainty management, clarifying what can be
done, deciding what is to be done, and ensuring that it gets done as noted earlier. For example, good practice in planning,
coordination, setting milestones, and change control procedures, seeks to manage uncertainty directly. However,
common practice does not consider the range of sources of uncertainty present in projects or what a coordinated approach
to proactive and reactive uncertainty management can achieve. Two key areas of uncertainty featured in network
discussions: uncertainty associated with estimating; uncertainty associated with stages of the project life cycle.



2.1 Uncertainty in estimates

An obvious aspect of uncertainty in any project concerns estimates of potential variability in relation to performance
measures like cost, duration, or quality related to particular planned activities. For example, we may not know how
much time and effort will be required to complete a particular activity. It was evident from network discussions, and all
the case study presentations by project managers, that estimating activity for planning and control purposes is a critical
project management process. The causes of uncertainty about estimates include one or more of the following:

o lack of a clear specification of what is required,

e novelty, or lack of experience of this particular activity;

o complexity in terms of the number of influencing factors and associated inter-dependencies;
o limited analysis of the processes involved in the activity;

e possible occurrence of particular events or conditions which might affect the activity;

e emerging factors unknowable at the start of the project;

e Dias exhibited by estimators, typically optimism bias

[1,2].

Thus, uncertainty results from vagueness, ambiguity and contradictions associated with lack of clarity because of lack
of data, incomplete and inaccurate detail, lack of structure to consider issues, the working and framing assumptions
being used to consider the issues, known and unknown sources of bias, limited control of relevant project players, and
ignorance about how much effort it is worth expending to clarify the situation [3].

2.2. Uncertainty associated with stages in the project life cycle

Many significant sources of uncertainty that need to be managed in projects are associated with the fundamental generic
management processes that make up the project life cycle. A fair number of sources are implicitly acknowledged in lists
of project management ‘key success factors’ such as those offered by Gallagher [7]. Potential sources typically identified
in this way are listed in Table 1 against various stages of the project life cycle. (By presenting Table 1 we do not mean
to imply that projects can be characterized as a simple linear process, or simply in terms of the stages listed, but the
scope of stages and level of detail is sufficient for present purposes. Ward and Chapman [8] provide a more detailed
description of project life cycle stages and possible complications in practice.)

All of the uncertainty management issues in Table 1 are best addressed very early in a project and throughout the project
life cycle and should be informed by a broad appreciation of the underlying ‘root’ uncertainties. Chapman and Ward [3]
offer a six Ws framework for this purpose based on the following six questions about a project:

. Who are the parties ultimately involved?

. What do the parties want to achieve?

. What is it that each party is interested in?

. Which way (how) is each party’s work to be done?
. What resources are required?

. When does it have to be done?
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Understanding the uncertainty associated with each of these basic questions, and the implications of interactions
between them, is fundamental to effective identification and management of project risk. The six Ws framework helps
identify uncertainties early, which is crucial for managing risk throughout the project. Additionally, the section
emphasizes that failure to clarify uncertainties in the early stages (like design or planning) often causes difficulties in
later stages, particularly regarding time, cost, and quality.

Table 1. Typical uncertainty management issues in each stage of the project life cycle (Chapman and Ward, [3].
Copyright John Wiley & Sons Ltd., used with permission)

Stages of the PLC Uncertainty management issues
Conceive the product Level of definition
Definition of appropriate performance
objectives

Managing stakeholder expectations



Design the product Novelty of design and technology
strategically Determining ‘fixed’ points in the design
Control of changes

Plan the execution Identifying and allowing for regulatory
strategically constraints
Concurrency of activities required
Capturing dependency relationships
Errors and omissions

Allocate resources tactically Adequate accuracy of resource estimates
Estimating resources required
Defining responsibilities (number and scope of
contracts)
Defining contractual terms and conditions
Selection of capable participants (tendering
procedures and bid selection)

Execute production Exercising adequate coordination and control
Determining the level and scope of control
systems
Ensuring effective communication between
participants
Provision of appropriate organizational
arrangements
Ensuring effective leadership
Ensuring continuity in personnel and
responsibilities
Responding effectively to sources which are
realized

Deliver the product Adequate testing
Adequate training
Managing stakeholder expectations
Obtaining licenses to operate

Review the process Capturing corporate knowledge
Learning key lessons
Understanding what success means

Support the product Provision of appropriate organization
arrangements
Identifying extent of liabilities
Managing stakeholder expectations

A common source of difficulty in projects is a failure to carry out the design and plan stages thoroughly enough. Thus,
a project proceeds through to execution with insufficiently well-defined specifications for production. During execution
this gives rise to difficulties necessitating additional design development and production planning, and consequently
adverse effects on the performance criteria of cost, time and quality. This problem of ‘premature definition’ can be most
acute in novel, one-off projects involving new technology, particularly when key stakeholders attempt to impose
unrealistic completion dates or cost targets. Sometimes this can be caused by politically motivated performance criteria,
targets, and operating constraints: e.g. budgets too small to allow adequate resources to complete the project by a stated
time, or to a given level of functionality [9]. In addition, some uncertainty about operating conditions and related factors
outside the control of the project manager will always remain. Inevitably, judgments have to be made about the degree
of detail and accuracy that is practicable in the design and plan stages.

The allocate stage of the project life cycle is a significant task involving decisions about project organization,
identification of appropriate agents by the project owner, and allocation of tasks between them. The sources of
uncertainty and risk associated with this stage of any project are considerable, primarily due to the three agency problems
of: adverse selection, moral hazard and risk allocation mentioned earlier.

3. Understanding Project Management Complexity.

What is meant by project management complexity or project complexity? Why is it important to know now? How will
knowing this make my life (as a project professional) easier? Organizational projects are by nature far-reaching and
complex. Understanding how corporate projects start and take shape, and recognizing different types of complexity can
help you determine the appropriate methodology for the project.



The birth of modern project management practices was heavily oriented around projects that were initiated based upon
well-defined requirements that were known at the onset of the project. In most cases, the technology needed to support
the requirements was also known and available. The creation of project management forms, guidelines, templates, and
checklists accompanied by the waterfall project management methodology placed significantly more emphasis on the
tools for project management than on the project management leadership styles or interpersonal skills needed.

Large projects are generally treated as complex projects because of the number of components that must interact. This
includes factors related to component budgeting, legal issues, political issues, and contractor coordination efforts. It is
very difficult to predict with any degree of certainty how all these components would interface with each other and
interact over time.

The need for a better understanding of complexity began to appear in strategic projects that were smaller than
megaprojects. These smaller strategic projects, such as those involving creativity, R&D, and innovation, were usually
assigned to functional managers who were allowed to use any tools they desired and any leadership style they were
comfortable with. As the turn of the century approached, companies recognized the need for a more structured approach
to managing strategic projects and a better understanding of complexity. Some of the issues facing executives that
appeared with strategic projects included:

e Unable to make informed decisions in a timely manner due to a lack of good metrics.

e Unable to tell if each project was creating business value until significant funds have been spent.
e Unable to verify alignment of projects to strategic business objectives.

e Unable to tell if the company was working on the right portfolio of strategic projects.

The root cause of most of these issues was that strategic projects were considered significantly more complex than most
traditional or operational projects. Failures resulting from traditional projects were blamed on cost overruns and major
schedule slippages. Failures on strategic projects arose from a poor understanding of complexity and assigning resources
that could not effectively manage or deal with complexity. In many companies, up to 60 percent of the strategic projects
failed to meet goals and objectives.

3.1. Degrees of Project Complexity

Most authors of complexity literature argue that the first step in managing a complex project is to identify the degree or
magnitude of the complexity by classifying the type of complex project.[10] Dave Snowden identified four types of
projects, each containing some degree of complexity, based upon the Cynefin framework:[11]

The Stacey Matrix* was developed and published by Ralph Douglas Stacey. It is designed to help understand the factors
that contribute to complexity and choose the best management actions to address different degrees of complexity. It was
not specifically designed to address project delivery but is just as relevant to that area as any other.

The basis of the matrix is two dimensions: agreement and certainty.

1. Close to agreement, close to certainty
¢ Inthis area of the matrix, data can be gathered from the past that can be used to predict the future. Construction
and engineering projects typically have a wealth of technical data that allows them to be well specified and
scheduled before delivery work starts. Work is controlled by monitoring against detailed plans.
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2. Far from agreement, close to certainty

Some projects are very certain about which objectives are possible and how they can be delivered but there is
less agreement about which objectives are of greatest value. This may be exemplified by a project manager who
has trouble developing a business case that is acceptable to multiple stakeholders who have differing views on
value.

In this area, skills such as negotiation, reaching a compromise and developing coalitions are important. Decision
making becomes political rather than technical.

3. Close to agreement, far from certainty

Projects may have a high level of agreement about the desired objectives but not much certainty about the cause
and effect linkages that will result in the desired objectives. Relationships between outputs, outcomes and
benefits can often fall into this category when assumptions are made about how outputs will lead to benefits.

In cases like this a strong sense of shared vision among the stakeholders is necessary and a flexible and realistic
approach to planning. The project manager and sponsor must visibly head towards an agreed future state
(blueprint) even though specific paths are not fully predetermined.

4. The zone of complexity

This zone covers an area where the combination of low levels agreement or low levels of certainty make the
project a complex management problem. This is the area that often triggers poor decision-making practices,
when what it really needs are high levels of creativity, innovation and freedom from past constraints to create
new solutions.

Adaptability and agility are key skills here, not just for the project manager but for the sponsor, team members
and stakeholders. Approaches such as Concurrent Engineering and Systems Thinking are useful here.

5. Far from agreement, far from certainty

Where there is little agreement and little certainty, anarchy can prevail. Individuals and organisations sometimes
resort to avoidance but such situations cannot always be avoided. Strategies are needed to address these
situations should they occur.

This zone is often referred to as chaos rather than anarchy and the boundary between this and the zone of
complexity is known as the ‘Edge of chaos’.

The Stacey matrix has a lot on common with other complexity-based models. For example, a project in Zone 1 is
arguably the same as a Type A project in the WHOW model. Similarly, Zone 2 projects in this model are similar to
Type B and so on.
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Another related framework is the Cynefin Framework which helps understand the way to respond to circumstances
around simple, complicated, complex and chaotic circumstances.

4. The Importance of Defining the Project Type When Developing a Project Charter: Defining Triple
Constraints in the Project Charter

The Project Charter should define clear limitations, setting benchmarks and creating a Minimum Viable Product (MVP)
based on the Stacy Matrix framework, which addresses the "what" and "how" questions in relation to project
requirements and methodology. The Matrix categorizes projects based on certainty and agreement around the
requirements and how to achieve them. Depending on whether the project is simple, complicated, or chaotic, the
approach to the Project Charter changes.

1. Simple Projects: A project is simple when the team has clear requirements, meaning the specifications are
within acceptable values. Let’s consider these acceptable values as the team’s skill set and previous experience,
that is, the environment in which the team is capable of viewing and managing the project’s progress. This
environment is crucial to successfully creating the expected outcomes, or the uniqueness of the project. In this
context, the project environment can be understood as the conditions, skills, and experience the team brings,
which influence the project's approach and execution, often highlighted through tools like the Stacy Matrix.
This type of project is classified as a Predictive project, where the scope is fixed.

2. Complicated/Complex Projects: This type of project is classified as complicated. It has a clear understanding
of the scope and end goals, but the way to achieve these goals requires expertise and specialized skills. The
project follows a hybrid approach, combining predictive and agile methodologies.

e Predictive: The scope is clearly defined from the start, but the execution is flexible and adaptive.

e Agile: While the scope remains fixed, adjustments to time and cost can be made depending on
expert evaluations and the project’s evolving needs. Flexibility is key, especially in an
environment with technological uncertainty.

e Chaotic: This type of project adopts an Agile, flexible development approach, where the scope
is not fixed but evolves based on continuous collaboration with the customer and changing
requirements. The project is built on the following 4 Agile values:

Individuals and Interactions Over Processes and Tools
Emphasizing collaboration within the team and with stakeholders.

Working Software Over Comprehensive Documentation
Prioritizing the delivery of functional software over extensive documentation.

Customer Collaboration Over Contract Negotiation
Fostering continuous communication and adapting to the customer’s needs.

Responding to Change Over Following a Plan
Remaining flexible and adapting to changes rather than strictly following a pre-set plan.

This flexible approach shapes the way the project charter is created, focusing on high-level goals, iterative
development (MVP), and continuous collaboration rather than rigid, detailed planning. The project charter reflects the
need for adaptability, leaving room for scope adjustments and emphasizing ongoing stakeholder engagement.
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4.1 Project Charters for each project type

In essence, the Project Charter is valuable across all types of projects because it serves as the guiding
document that aligns stakeholders, sets boundaries for scope, time, and cost, and provides a foundation for
successful project execution, whether in a traditional, agile, or hybrid context.

Project Type Value of Project Charter

- Clear definition of scope, time, and cost (Triple

Constraint)

Traditional Projects - Stakeholder alignment and risk management

- Guidance for execution and proactive control

- High-level scope definition with flexibility for
iteration

Agile Projects - Clear time and cost boundaries with flexibility in
scope

- Continuous value delivery and stakeholder
collaboration

-Balancing fixed scope/time with flexibility in some

arcas

Eyheid Frejeets - Clear integration of traditional and agile

methodologies

- Effective communication and management of
project complexity

Table 2. Project charter value-based project type

In essence, the Project Charter is valuable across all types of projects because it serves as the guiding document that
aligns stakeholders, sets boundaries for scope, time, and cost, and provides a foundation for successful project execution,
whether in a traditional, agile, or hybrid context.

5. The Importance of T-Shaped Leaders in Rapid Business Value Creation

In modern organizations, effective leadership is crucial for achieving business success. While leaders with deep expertise
in one area—often called "I-shaped" leaders—are valuable, they may lack the ability to collaborate across different
functions. On the other hand, T-shaped leaders bring a unique and crucial advantage to the table.

A T-shaped leader has:

1. Depth of expertise in one specific area (the vertical line of the "T").

2. The ability to collaborate across various disciplines (the horizontal line of the "T").



Broad general knowledge
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I- and T—shaped team members

This combination enables T-shaped leaders to understand the broader organizational context, collaborate seamlessly
with diverse teams, and adapt to complex, fast-changing business environments. Their cross-functional mindset fosters
innovation and effective problem-solving across the company.

In the 1980s, the concept of T-shaped professionals was introduced by McKinsey & Company, and it gained further
attention in 1991 when David Guest discussed the importance of engineers with broad skills. Companies like IDEO
championed the idea by hiring individuals who not only excelled in one field but could also contribute to and collaborate
with various teams.

Today, T-shaped leadership is seen as essential for driving rapid business value creation. This leadership model allows
businesses to break down silos, flatten hierarchies, and foster collaboration, which in turn leads to faster decision-
making, innovation, and more effective execution. By prioritizing T-shaped skills—broad thinking, collaboration, and
general management knowledge—organizations position themselves to respond quickly to market needs and create
business value at an accelerated pace.

Let's emphasize the fact of why T-shaped people are necessary. T-shaped people are those who are able to define and
establish the minimum value to be created, unlike I-shaped people who, due to their perfectionism, seek to dive deeply
into achieving perfection. In this situation, T-shaped individuals bring balance and are focused on creating a Minimum
Viable Product (MVP), which becomes possible through their involvement.

6. Conclusion:

The purpose of this article was to explore the uncertainties that arise within projects, as demonstrated through the case
study. By understanding where a project team stands in relation to its goals and objectives, it becomes easier to identify
how it can align its actions with the company’s strategic vision. Through this alignment, teams can make informed
decisions about when to stop endless research and focus on delivering the Minimum Viable Product (MVP) that
generates tangible business value. One of the most effective paths to achieve this alignment and drive towards successful
project outcomes is by promoting the use of a Project Charter. The Project Charter provides the foundation for clear
direction, stakeholder alignment, and effective decision-making, helping the team to manage uncertainties and ensure
that the project stays on track towards delivering value that aligns with the company's overarching goals.
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