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THE ANTIQUES SHOP

• Specific, i.e. precisely worded (no interpretation) and clearly delimited.
• Measurable, i.e. it must be possible to measure them (preferably a figure). 

Objectives that cannot be measured are nonsense!
• Achievable, i.e you must be able to obtain the objectives
• Realistic, i.e. there must be a balance between ambition and realism. 

Motivation is decreased by working with unrealistic objectives – and the 
same goes for working with objectives that contain no challenges.

• Timed, i.e. the objective must have been attained within a given time.

The method for determining objectives is now quite simple:

1. Try to define the purpose of the project, (what has the project been 
brought into the world to achieve?) and write this on a board.

2. The hierarchy can be formed on the basis of this. We can go up the hier-
archy ladder by asking: Why? And down it by asking: How? Go up and 
down the hierarchy several times. If we go down far enough, we will end 
up at the individual tasks in the project. If we go up far enough, the an-
swers will be meaningless. What we are left with, before the answer to 
“Why” becomes meaningless, is the project’s purpose.

3. At some levels of the hierarchy, we can go very deep into detail, in others, 
not so deep. The purpose must be to go so far down into detail that we 
arrive at some concrete tasks that we can delegate responsibility for. Write 
down the objectives, i.e. the criteria for success for what the project must 
deliver: What is necessary in order to attain the objectives?

4. When the objectives for the individual levels of the hierarchy are collected 
at the point of departure (the project’s purpose), they must constitute a 
unity and are as such a check that we have included all the relevant deliv-
erables.

The work of establishing a hierarchy of objectives can be carried out in the
form of brainstorming, brainwriting, in a workshop, or in another way. The
most important thing is naturally that the people taking part in the work are 
competent and know what is necessary to perform the project.

In the following, we review an example of the way a hierarchy of objectives 
can be set up.

Figure 4.38 Project deliverables and success criterias for the antiques shop

The board contains information on the 
project’s purpose, product, and delivera-
bles, but we still need to add the objec-
tives – the criteria for success. If we have 
done our work during the opportunity 
identification phase properly, we will have 
estimates for total establishment costs 
and for the turnover and the operating 
profit we expect, at least during the first 
year of the shop’s lifetime.

When establishing the hierarchy of 
objectives, we must necessarily carry out 
some analyses and set up some hypothe-
ses.

The table above shows a number of 
ideas for success criteria for some of the 
project’s deliverables.

PROJECT DELIVERABLE OBJECTIVE AND CRITERIA FOR SUCCESS

Establish a web site Storage capacity: 10 Mb,  
on air 1 April.

Buy banner ads Extent: 10,000 hits on each of the sites: Jubii, Ofir, and Eniro, 
on air 1 April.

Distribute flyers Extent: 10,000 in the local area.  
Date: no later than 1 April.

Rent a shop Requirement: 100 square metres + 200 square metres of storage space. 
Date: no later than 1 March.

Lay out the shop Requirement: Ready to move into no later than 20 March.

Two good friends decided to open an 
antiques shop. They drew up a cost-benefit 
analysis during the opportunity identifica-
tion phase and reviewed the other items in 
the ten knowledge areas. We note:

The project’s purpose: To open an 
antiques shop.

We may well ask why? … and receive 
the replies:
• Because we are interested in antiques
• Because we want to be self-employed 

It is a good idea to keep these answers in 
mind, but they have no meaning in relation 
to the practical performance of the project. 
If, on the other hand, we had defined the 

project’s purpose as: “to rent an antiques 
shop”, we would have gone too far down in 
the hierarchy, and the question why? would 
have brought us back to position 1.

Now that the purpose has been estab-
lished, we ask the question how?

The first three actions that become 
necessary are:
• To acquire customers
• To acquire a physical shop
• To acquire goods

The work continues. We ask how? And the 
board will gradually become filled up. After 
a while it will have the appearance shown 
in the figure below.

EXAMPLE

Project scope management Planning and
specification
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