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PMC Template. (Project Management Constraint Table with five columns; add rows as needed.)

See “Process,” “Using the Tools,” and “Cautions” (below) for Guidelines for each cell entry in the Table.
Process: Using the column headings in the Template (Exhibit 4: PMC Template) the identification process of Project Constraint Management begins with entries into the first column, Project Objectives. Here, list all the objectives of this Project; these are gathered from the Project Charter, Scope and PM Plan documentation, including the Project requirements. This complete list of objectives is necessary before brainstorming for identification and categorization of outcomes and their resultant Constraints in the columns to the right. Next, define what are the Considerations and Consequences, or what reasons are behind or leading up to each of these objectives (the answers to “Why?” for each entry in Column 1) then, enter the answers into Column 2. Based upon the information in the first two columns, brainstorm and enter a list of Positive Outcomes Desired (Column 3) or of Negative Outcomes to Avoid (Column 5). Finally, a list of corresponding Constraints is developed by the Team and entered into their respective Categories in Column 4 or 6.
Using the Tools: For each entry in the columns (progressing left to right), use Brainstorming techniques and Root Cause Analysis to determine the underlying reasons and to derive the resulting Constraints. Use the “5 Whys” tool when stuck on an item; for each entry by asking “Why?” five times (once for each answer given). The root cause(s) should become clearer with each answer. Related entries may be grouped by color-highlight and tagged as (A), (B), (C), (D), (E), and (F) in order to show their logical relationships and connections across the columns.
Cautions: Some Team members may be tempted to start by listing all the obvious positive or negative outcomes into the PMC Template. However, to jump ahead or start elsewhere must not be allowed. Instead, starting with a complete list of Project Objectives assures that each positive outcome or its opposite will be considered. This control is necessary in order to complete the Brainstorming process in a logical manner, starting from the column on the left and working to the columns on the right. After careful review some outcomes or Constraints developed by the Team may be determined to have less than 100% probability of occurrence; by definition these are Risks, not Constraints. Upon approval of the Team, move those selected Risks to your formal Risk Management analysis. Remember do not include Standard Operating Procedures as Constraints or Risks.
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