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Hypotheses

Assumptions are external conditions that 
may influence the progress of the project 
but do not depend directly on it. 

These are objectives that, in the Tree, lead 
to the project's goal but cannot be achieved 
because they belong to areas of 
intervention that the project cannot 
directly influence.



Hypotheses

Example: training programmes for the unemployed are 
aimed at increasing employment. 

However, in order to achieve this objective (= increasing 
employment), such programs rely on the assumption that 
other conditions will be met (e.g. reduced labor costs for 
businesses, growing demand for certain goods or services, 
etc.), but in a way that is completely independent of the 
training program.

The question to ask is: “What are the conditions/factors 
that may have an impact on the implementation of the 
project and its long-term sustainability, but which are not 
under the control of those managing the project?”.



Hypotheses

The hypotheses must be evaluated using a risk analysis 
algorithm, which allows the true nature of each of these 
external conditions to be defined: some will be removed from 
the Logical Framework because they are not important, some 
will actually be considered as hypotheses, others defined as 
“killer hypotheses” (elements that hinder the success of the 
project), with two possible consequences in this case: either 
the design process is not continued because the project will 
not achieve its objectives, or the condition is reintroduced as 
internal, as a result or activity of the project.

The risk analysis algorithm is a tool that allows us to identify 
the risks associated with the project and to assess their impact 
on the project's objectives. 



Hypotheses 
- risk 

assessment 
algorithm



Risks

The purpose of project risk management is 
to identify, analyze and continuously 
monitor all factors of uncertainty related to 
the project in order to minimize the 
probability of occurrence and impact of 
those risks that could arise uniquely in each 
project and, therefore, to maximize the 
project's chances of success.



Risks

Risk management is a cyclical, methodical 
and codified procedure aimed at:

● identifying 

● analyzing 

● planning responses 

● monitoring



Risks

Potential but realistic risks outside the 
team's direct control, yet still needing to be 
managed in order to achieve results

➢ Defined at an operational level

➢ Relevant

➢ External but influenceable

➢ Expressed by describing a state of affairs

➢ Expressed in terms of probability/risk

➢ Require a proactive approach



Risks

Risk identification techniques, to be carried 
out through brainstorming sessions with the 
project team, are:

● cause-effect analysis: what can go wrong 
and what consequences this would have;

● effect-cause analysis: the reverse process 
to the previous one, aimed at identifying 
particularly harmful effects that need to be 
avoided and, therefore, identifying their 
possible causes;



Risks

● detailed analysis of the Work Breakdown 
Structure (WBS): “critical” analysis of each 
element of the WBS to be carried out in parallel 
with one of the two techniques described 
above. This helps to ensure that no detail is 
overlooked.
● consultation with experts: given the critical 
importance of risk management for the success 
of the project, consultation with risk 
management experts, although likely to be 
costly, is recommended for project teams with 
little experience.



Risks

Once the risks have been identified, they must 
be analyzed, i.e.:
● assign the probability of occurrence;
● assess the impact if they materialize.
Estimating the probability and impact allows 
risks to be assigned a higher or lower level of 
criticality and then classified, providing the 
project manager with the information needed 
to decide where to intervene and with what 
priority. The most commonly used 
representation of risk levels is that proposed by 
the risk management matrix.



Risks



Risk evaluation



Risk response strategies

The possible risk management strategies 
are:

➢ Accept the risk;

➢ Avoid the risk;

➢ Mitigate the risk;

➢ Transfer the risk;

➢ Share the risk.



Beware of risks!

Be careful not to confuse risks 
with structural or logical 
deficiencies in the project! 



Exercise - spot the mistakes: identify 
countermeasures for the appropriate risks

▪ Delay in the development of WP3;

▪ Exceptionally rainy season;

▪ Market price increase well above the trend of 
previous years;

▪ Poor training of the research team;

▪ Stakeholders do not approve the proposed 
solution;

▪ Collapse in demand for X products

▪ Building permit granted by December 2030.



Sustainability factors

Experience shows that long-term sustainability depends 
on the following factors:

➢ Policy support from the government with which we 
collaborate to ensure the continuation of the services 
provided by the project after the end of funding;

➢ Appropriate technologies: continued use of new 
techniques and technologies introduced during the 
project, availability of spare parts;

➢ Institutional and entrepreneurial capacity: ability and 
willingness of project participants to continue providing 
services beyond the funding obtained;



Sustainability factors

➢ Economic and financial feasibility: do the benefits 
outweigh the costs? Is the project a profitable 
long-term investment?

➢ Socio-cultural and gender issues: consideration of 
beneficiaries' needs and motivation and 
participation in the distribution of long-term 
benefits.

➢ Ecological impact: the extent to which the project 
protects or damages the environment and 
consequently supports or hinders the achievement 
of long-term benefits. 



Before continuing: from the Objectives tree to the Logical Framework Matrix –
case study (Formez)



Before continuing: from the Objectives tree to the Logical Framework Matrix –
case study (Formez)



The Logical Framework Matrix of our case study (Formez)



The Logical 
Framework 

Matrix of our 
case study 
(Formez)



From the Logical Framework 
Matrix to the executive design

To get from the MQL to the actual 
project, three more fundamental 
steps are necessary:

➢ Task List/Work Breakdown 
Structure(WBS)

➢ Time Schedule (GANTT)

➢ Resource and Cost Plan 
(BUDGET)



From the Logical Framework Matrix to the 
executive design

During the First World War, Henry Laurence Gantt 
(1861-1919), a mechanical engineer, studied ways 
to optimize the sequence of tasks required to build 
the naval fleet. 

His charts, the famous Gantt charts, are still widely 
used by modern project managers today. Based on 
his work, other fundamental tools were developed, 
such as resource allocation and Work Breakdown 
Structure (WBS), used to represent the structure of 
a project's activities.



From the Logical Framework Matrix to the 
executive design

During the Second World War and in the period that 
followed, the first truly structured projects based on a 
modern concept of project management saw the light 
of day. Among these, the Manhattan Project stands 
out, launched by the US government with the aim of 
developing atomic weapons, which represents the 
symbolic date of the birth of project management.

From the 1990s onwards, this methodology was 
adopted by the European Commission for projects 
financed with its own funds.

Questa foto di Autore sconosciuto è concesso in licenza da CC BY-SA

https://fr.wikipedia.org/wiki/Projet_Manhattan
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/


From the Logical Framework Matrix to the 
executive design

Operating logic:

– Break down the project's work (activities and 
deliverables) into smaller work packages (WPs), 
which are then divided into further activities;

– Logical sequence of activities (content or 
timeline).



The Work Breakdown structure (WBS)

Starting from the main activities listed in the MQL, and 
the main products (deliverables and outputs), the WBS 
is obtained by breaking down activities and products 
into smaller, more manageable components.

The breakdown consists of dividing the project into 
elements of decreasing complexity so as to manage its 
structure.

It is the document in which the project team outlines all 
the actions necessary to complete the project.



The Work Breakdown structure (WBS)

Activities are broken down into subtasks until the 
operational tasks are detailed, allowing for an estimate 
of the time and resources required.

These elementary parts, which therefore represent the 
final level of decomposition, are called WPs (Work 
Packages).

The WPs make up the project and contain the detailed 
information that defines the project itself, such as the 
start and end dates and the content in terms of macro-
activities and their respective results.



Generic WBS 
example 
(reverse 
diagram 

representation)



Generic WBS example (reverse diagram
representation)

The combination of actions necessary to achieve 
the deliverables will constitute the WBS. In other 
words, the WBS is a breakdown of the work during 
the project phases, which follows the logic of the 
results that can be obtained through the 
performance of specific predefined activities.

The WBS will generally be developed first in the 
form of a block diagram and then in the more 
practical list form. Translated with DeepL.com (free 
version)



Complete WBS 
(common 
representation 
in numbered 
list)



Complete WBS (common 
representation in numbered list)



Example of division of 
activities between WPs

WP1: Management

WP2: Communication and dissemination

WP3: Data collection

WP4: Data analysis

WP5: Experimental phase of the new product

WP6: Prototype development

WP7: Market study and business plan

WP8: Monitoring



WPs in projects

➢ Do not plan too many; on average, there should be 
between 4 and 8.

➢ It is mandatory to include WP management and WP 
communication and dissemination.

➢ It is advisable to include WP monitoring.

➢ All project partners always participate in WPs (best 
practice).

➢ Each partner is responsible for one or more WPs (= 
WP leader).

➢ WPs are in turn divided into project tasks (further 
sub-activities).



From WBS to activity scheduling – the 
GANTT chart

The time planning of activities (= timeline) allows us to 
plan activities over the course of the project and 
monitor their progress.

➢ The timeline is represented by a GANTT chart, a bar 
chart that shows the work plan.

➢ Each WBS activity will be represented by a bar.

➢ The ends of the bar represent the planned start and 
end dates. 



From WBS to activity scheduling – the 
GANTT chart

➢ The length of the bar represents the planned 
duration, divided into incremental phases (e.g., days, 
weeks, months).

➢ The work plan will be approved (baseline of the 
schedule) before the start of activities and, as such, 
all its content will be validated by the facts.         

➢ It allows us to plan activities over the duration of the 
project and monitor their progress;



From WBS to activity scheduling – the 
GANTT chart

➢ Mandatory for some calls for proposals (e.g. in the 
Horizon Europe Framework Programme for Research 
and Technological Development);     

➢ It provides us with an overview of the timetable for 
each activity;

➢ It is useful for monitoring activities that take place 
sequentially or in parallel.



From WBS to activity scheduling – the 
GANTT chart

For the scheduling of activities, on which I will build the 
GANTT chart:

➢ I must identify and document the logical 
relationships between the planned activities;

➢ above all, I must define the interdependencies 
between activities, identifying predecessors (what 
precedes) and successors (what follows) and the 
possible time intervals (positive or negative) that 
separate the activity in question from its successors 
or predecessors. For example, “activity 1.2 cannot 
start before 1.1 has been completed” or “activity 1.2 
can start no earlier than 5 days after the completion 
of 1.1”.



From WBS to activity scheduling – the 
GANTT chart

So, I will start by estimating the duration of each 
activity. At this stage, the following will be done:

1. schedule the activities;

2. identify the start and end dates of each individual 
activity;

3. identify the total duration and start and end dates of 
each individual activity;

4. calculate the margin of flexibility (float or slack) for 
each activity;

5. draw up the GANTT chart.



From WBS to activity scheduling – the 
GANTT chart

It is advisable that the entire project team be 
actively involved in this activity and, if there are 
serious doubts about the timing of the work, it may 
be necessary to seek external specialist advice.

An approximate schedule will certainly lead to a 
totally unreliable work plan.



GANTT chart



GANTT chart



Thank you for your attention!
Elisabetta Boglich Perasti, PhD

elisabetta.boglich@dispes.units.it
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